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Item 1
Presentation by Fire/Rescue on 

Proposed Shift Schedule Change



Greenville 

Fire/Rescue 

24/72 Proposal



Issues

u Over the last 10 years the attrition and turnover rate 

within Fire/Rescue has continued to escalate, with 

increased workload and burnout being primary factors

u GFR is the largest fire-based EMS department in NC, and 

83% percent of our calls are EMS related

u Nationally, EMS workers receive overtime pay for hours 

over 40 and generally work a 24/72 (42 hour) schedule

u Firefighters do not receive overtime until they work over 

56 hours (FLSA exemption from the 1980s) and generally 
work a 24/48 (56 hour) schedule



Work Schedule 

Analysis In 2023, NC Fire Chief Consulting 
Prepared a Work Schedule Analysis 
for the Fire/Rescue Department

The Purpose of the Analysis was to 
Assist the Department in Analyzing 
Current and Possible Future Shift 
Work Schedules

Both Fire/Rescue Leadership and 
Fire/Rescue Employees were 
Involved in the Preparation of the 
Analysis



Summary of 

Analysis Findings Over 2/3rds of GFR Employees Were Too Busy to 
Perform at Optimal Utilization Levels, Leaving 
Little Time for Rest and Recovery

Time Off and Away From Work for a Healthy Work 
Life Balance was Top Priority of Personnel (81%)

Fire Rescue Employees By Far Preferred a 24/72 
Hour Work Schedule (i.e. 4 Shifts) (94%)

However, the Department Wanted a Guarantee that 
Pay and Benefits Would Not be Reduced

Majority of the Department Preferred Transitioning 
into a 24/72 Model Over Time



Key Points

Staffing levels analyzed over last four fiscal years. 
Retention has been challenging; with 99 employees having 
left.

Large percentage are lateral moves to fire departments 
without EMS, or EMS departments working fewer hours.

High percentage of employees leaving have less than 5-
years of service (73%). We train them and they leave soon 
after.

Direct costs (Salaries) and indirect costs (OT) are 
significant. The cost to replace and retrain an employee 
exceeds $100,000 to get through basic training.



Fire/Rescue Schedule Comparison

u24 Hours On / 

48 Hours Off

vs.

u24 Hours On / 

72 Hours Off

Date Day 24 / 48 24 / 72
March 1 Sunday 24            24            
March 2 Monday -          -          
March 3 Tuesday -          -          
March 4 Wednesday 24            -          
March 5 Thursday -          24            
March 6 Friday -          -          
March 7 Saturday 24            -          
March 8 Sunday -          -          
March 9 Monday -          24            
March 10 Tuesday 24            -          
March 11 Wednesday -          -          
March 12 Thursday -          -          
March 13 Friday 24            24            



Advantages of a 

24/72 Model Increase in work/life balance that equates 
to personnel having more recovery time. 

Retention and attraction of trained 
employees.

Potential reduction in personnelsõ use of 
unscheduled leave time.

Career growth with additional positions 
within the department. 

One of the larger Metro departments in the 
state to make the transition (attraction)



What is 

Needed to 

Implement a 

24/72 

Model?

Increase in budgeted positions (12 added over 
last 2 budget years)

Reduction in department vacancies (i.e. 
employee retention)

Workgroups to cover hours due to vacancies and 
scheduled leave

Reduction in overtime hours

Adjustment to employee base rate so employees 
are òheld harmlessó for their base pay.

*

*



Analysis 

Recommendations Transition From 24/48 Staffing Schedule 
to a 24/72 Staffing Schedule

Adjust Hourly Pay Rates to òHold 
Employees Harmlessó With Concerns to 
Compensation

Transition the Plan into Operation Over 
Time Using Vacancy Workgroups 

Develop a Transition Plan that is Clear, 
Concise and Has Support of the 
Department



24/72 Proposal

Staffing 

Requirements



Current 24/48 

Staffing

uCurrent Shift Staffing is 

138 operations 

personnel as of August 

2025.

Position 1 2 3 Total

Batalion Chief 1          1          1          3          

Captain 2          2          2          6          

Lieutenant 7          7          7          21        

Specialist 12        6          8          26        

Fire/Rescue II 1          3          4          8          

Fire/Rescue I 22        28        24        74        

Total 45        47        46        138      

Shift



Initial 24/72 Staffing

 

u Proposed 24/72 
Staffing Changes.

u All Positions Included 
in the Budget.

u 12 Positions Added to 
Budget Over Last Two 
Budget Years

Position 1 2 3 4 Total

Batalion Chief 1       1       1       1       4          

Captain 2       2       2       2       8          

Lieutenant 7       7       7       7       28        

Specialist 4       4       4       4       16        

Fire/Rescue II 2       2       2       2       8          

Fire/Rescue I 24     24     24     24     96        

Total 40     40     40     40     160      

Shift



Proposed Staffing 

u Proposed 24/72 
Staffing Changes

u 40 Positions per Shift is 
Not Enough to Fully 
Implement 24/72 Model

u Difference Made Up by 
Vacancy Workgroups 
Until Fully Staffed

Model 1 2 3 4

24 / 48 Model 45     47     46     -   

24 / 72 Model 40     40     40     40     

Difference (5)      (7)      (6)      40     

138    

160    

22       

Shift

Total



24/72 Proposal

Vacancy Workgroups



Vacancy 

Workgroups ð 

Replaces 

Current OT 

Plan

Vacancy Workgroups used to provide shift support due to 
vacancies and leave time until adequate staffing is added.

All Non-Exempt employees will be required to select 2 
Vacancy Workgroup days per 28-day work cycle.

Workgroup usage is dependent upon vacancies, department 
needs, scheduled and unscheduled leave.

Long-term goal is reduction/elimination of Vacancy 
Workgroup through increased staffing levels.



Workgroup 

Example

Under Proposed 

Plan, Each 

Employee Works 

at least 24 Hours 

Less per Month 

as Compared to 

the Current 

Schedule



Vacancy 

Workgroups ð 

Summary

Goal is to fully implement a 4 th  shift and eliminate the 
need for the Vacancy Workgroups.

At full implementation, employees will work 24 hours 
on and 72 hours off and not have any required 
Workgroup shifts for shift staffing.

In order to fully implement the 4 th  shift, the 
department will need to continue adding 
approximately 6 new positions a year for several 
years (as the budget allows)



24/72 Proposal

Financial Impact



Financial 

Impact

The Success of a 24 / 72 Model is Dependent on 
Reducing Vacancies and Thereby Reducing 
Overtime

The 160 Positions Needed to Begin Running 4 Shifts 
Is Built Into the Budget

Once the City Announces it is Moving To a 24 / 72 
Model, a Significant Improvement in Recruitment 
and Retention is Intended to be Realized

The Savings in Overtime Pay Will Also Assist in 
Funding the 24 / 72 Model



Financial 

Impact

Initially, the Vast Majority of Employees Will 
See Their Pay Increase Due to the Required 
Workgroup Days

However, as Budgeted Positions Increase and 
the Need for Required Workgroup Days 
Decreases, Employee Pay Will Come Back 
Down

In Addition, Employees that Have Historically 
Worked A lot of Overtime Will See Their Pay Go 
Down Due to a Reduction in the Need of 
Overtime with the 24 / 72 Model



24/72 Proposal

Summary



Overall 

Advantages 

for the 

Fire/Rescue 

Employees

Fewer shifts worked throughout the year 
(work/life balance)

More opportunity for physical and mental 
recovery

Increase in compensation with Vacancy 
Workgroup usage

Reduced risk of employee error from sleep 
deprivation

More opportunities for growth within the 
organization



Overall 

Advantages 

for the City

Increase in employee retention

Reduction in overtime expenses

Reduction in Academy Training expenses

Fewer trained employees being recruited 
elsewhere

Better/Safer service delivery from 
healthier/happier employees



Questions



Item 2
Update on Discussion of Potential 

Changes to the Standards for Bar 2022 

and Microbrewery Uses



Discussion of Potential Changes 
to the Bar 2022 Use and 

Standards 

September 8, 2025

28



Å At the August 11, 2025 City Council Workshop, City staff 
provided an overview of a Bar 2022 standards and offered 
some prompts on potential changes.  

Å From these discussions, staff has prepared maps to 
illustrate the impact of proposed changes, if 
approved. 

Overview

29



30

1. Bar 2022:  

Å Increase the maximum size? 

Å Allow this use outside of the downtown area? 

Å If allowed city-wide, should separation distances for 
residential uses be added?

Discussion Points from August 11, 
2025 City Council Workshop
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Series 1: Map of Potential Properties for Bar 2022 in the 
Eligible Area

Series 2: Map of Potential Properties for Bar 2022 City-
wide With Separation Distance

Summary of Maps for Review



The following exclusions apply to all maps: 

Å Vacant parcels that can be subdivided to meet separation 
distance; 

Å Vacant properties; 

Å Structures with units that do not have separate parcel numbers 
and could be subdivided; and 

Å Properties owned by the City, County, State, and ECU.

Exclusions on Maps

32



Current 
Standards
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USE ZONING 
DISTRICTS

SEPARATION 
DISTANCES SIZE LIMIT

Bar CD, CDF, CN, 
CG, CH

1) ΡΜΜќШŉƖŸůШŸƣőĲƖШ
bars

2) ΡΜΜќШŉƖŸůШƚŔŰŊũĲ-
family districts

3) ΡΜΜќШŉƖŸůШ
conforming single-
family dwellings

N/A

Bar 2022 Downtown 
Eligible Area N/A 2,000 sq. ft.



Proposed
Modifications 
Shown in Red
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USE ZONING 
DISTRICTS

SEPARATION DISTANCES SIZE LIMIT
Building Size

Series 1:       
Bar 2022

Downtown Eligible 
Area

N/A

3,500 sq. ft. 
4,000 sq. ft. 
4,500 sq. ft. 
5,000 sq. ft.

Series 2:       
Bar 2022

City-wide: CD, 
CDF, CN, CG, CH

1) ΡΜΜќШŉƖŸůШƚŔŰŊũĲ-family 
districts

2) ΡΜΜќШŉƖŸůШĦŸŰŉŸƖůŔŰŊШ
single-family dwellings

3,500 sq. ft. 
4,000 sq. ft. 
4,500 sq. ft. 
5,000 sq. ft.

Series 3:       
Bar 2022

City-wide: CD, 
CDF, CN, CG, CH

N/A

3,500 sq. ft. 
4,000 sq. ft. 
4,500 sq. ft. 
5,000 sq. ft.



Series 1: Maps of Potential Properties for    
  Bar 2022 in Current Eligible Area 
  (Downtown)
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Series 1
Map 1
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Series 1
Map 2
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Series 1
Map 3
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Series 1
Map 4
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Series 1
Map 5



Series 2: Maps of Potential Properties for     
  Bar 2022 City-wide With   

   Separation Distances from  
   Residential Uses
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Series 2: Summary of Potential Properties 
  for Bar 2022 City-wide With   

   Separation Distances
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Map Number Size Limit Number of Parcels

Map 1 N/A 448

Map 2 Up to 2,000 32

Map 3 2,001 - 3,000 68

Map 4 3,501 - 4,000 19

Map 5 4,001 - 4,500 11

Map 6 4,5001 - 5,000 21

151



Common Issues with Current 
Standards In Greenville - 9ŸŰƣќĬ

ÅBar 2022

ïMaximum size is too small - limited to no more than 

2,000 SF (entire operation: bathroom, storage, bar)

ïLimited to downtown area only

ïHas more regulations/safety controls than a bar

43



Common Issues with Current Standards 
In Greenville - 9ŸŰƣќĬ

ÅBusinesses With Little or No Food Sales Are 
Considered A Bar

φArcade with alcohol sales with little or no 
food sales 

φGolf simulator with alcohol sales with little 
or no food sales

φMicrobrewery that wants to sale spiritous 
liquor 

44
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1. Bar 2022:  

Å Increase the maximum size? 

Å Allow this use outside of the downtown area? 

Å If allowed city-wide, should separation distances for 
residential uses be added?

Discussion Points from August 11, 
2025 City Council Workshop



Next Steps + Potential Timeline
If Council desires to amend the definition and/or standards of the Bar 
2022 and/or Microbrewery use, it will require a text amendment.

46

Activity Potential Timeline

Staff prepare a text amendment with 

/ƛǘȅ /ƻǳƴŎƛƭΩǎ ƛƴǇǳǘ
September

Public hearing held by Planning and 

Zoning Commission
October

Public hearing held by City Council November
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End of Slides
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With separation 
distance from 
residential uses
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Series 2
Map 1



50

Series 2
Map 2
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Series 2
Map 3
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Series 2
Map 4
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Series 2
Map 5
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Series 2
Map 6
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Series 3
Map 1
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Series 3
Map 2
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Series 3
Map 3
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Series 3
Map 4



59

Series 3
Map 5


