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CHAPI'ER I 

lliTRODUCTION 

During preparation of the i;IIB1Ual budget in the spring of 1974-, the 

City of Morganton's Finance and Personnel Committee mentioned a new roncept 

they had heard of as an alternative to the traditional method of delivering 

public safety · services. The new roncept was one which would crDss-train 

police and fire personnel to perform.both types of public safety services • 

. The discussion concerned means for reducing the rising costs which the 
. . 

rommittee was then faced with in the .preparation .of police and fire budgets. 

No further discussions of .reorganizing the police and fire departrrents · 

were conducted until September of 1975. The topic resurfaced at another 

Finance and Personnel Committee meeting .where educational incentive pay was 

being discussed. The committee .believed that police and fire personnel 

s:i-iould be encouraged to pursue courses which would prDvide CrDss-training 

in all areas of public safety. The committee also expressed its interest 

in a staff study of a possible police-fire reorganization or crDss~training 

program. This interest by the rommittee was forrralized at the October 3, 

1975 City Council meeting when the Council passed a resolution directing the 

City M:mager and staff to conduct a comprehensive study of the city's public 

safety .services and .report back to the Council with recommendations. 

After ten rronths of study, the City Council adopted a Public Safety 

Officer PrDgram and apprDpriated the necessary funds. The Council hoped 

that the program would prDvide for a higher level of public safety services 
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at a lower cost. The Crnmcil realized that expenditures could not continue 

to rise .year after year without some attempts at improving productivity. 

At this time the Fair labor Standards Act was also still facing local 

governrrents with its provisions for .reducing hours worked by police and 

fire personnel. These factors plus some additional unique characteristics 

of Morganton' s police and fire depart:m,=,....:nts and their personnel .were the . 

impetus for the pllblic safety study and the .Public ·Safety Officer Program. 

During the • ten-months study, which was primarily conducted by the 

author, it became evident that a documentary should .be written on this 

experience for three primary . reasons. First, the body of written work on 

the subject of police-fire consolidation is quite srrall. The sources 

and methods which were used for the City of Morganton's study .could 

certainly be of some use to .other local: governments .desiring to study their 

public safety delivery system . . This document can give an indication of 

what types of research and data are necessary for such a study. 

A second objective of this doclilTJeTlt .is to provide data on a public 

safety officer program in a small city. It was a frustration faced by the 

author that in the .course of conducting the study there were no nearby 

cities • of a corrq::erable size . to l'brganton which had a pub.lie · safety officer 

program. which .we . could observe. · Programs · in much larger commmi ties were 

the only programs which could be observed and on which much· data could .be 

·found, therefore posing ·the ·problem of .not knowing if the concept could 

work ·in a situation .which was not analagous to the cities conducting 

combined public safety services . It is hoped that this document will provide 

other ·small cities· with infornation on conducting a study in the area of 

public safety in a city of comparable size.· 
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· A third reason for developmg this docUID211t is to provide any local 

government with · a case study which deJIDnstrates berth the method of 

conduct mg such a study and the mteraction of the actors · mvol ved. While 

this ·report is not.based on quantitative .data, personal observations 

certainly can .serve to provide the reader with an idea of what was involved 

in the development of the City of Morganton's program as it relates to the 

individuals involved and their interactions. 



,-. CHAPIER II 

MORG!\.l\l'I'ON 

The City of :Morganton, N. C. was incorporated in 17 84 . wcated at 

the foot of the Blue Ridge :Momtains in the Catawba Valley, M:Jrganton 

has grown to a population of approximately 1s·,ooo and ten square miles 

in area. Morganton has been a growing city rrainly because of textile 

and furniture industries located within the city, the presence and growth 

of State institutions, and the progressive attitude of the City Council 

ta.Jard expansion through annexation. . Being the county seat of Burke 

Comty has certainly been a contributing factor for its strong business 

and professional developrrent. 

In 1970the population of M:Jrganton was 13,625. Future population 

projections indicate that the city is expected to grow to a size of 

19,300 by the year 1990 (Table I). The projected 42% increase in 

population was Calculated on past trends and the annexation on June 11, 1972 

of 2,375 in population and 1,964 acres southwest of town. 

M:Jrganton can be terned a fairly high income area in comparison to 

the remainder of Bl.IT'ke County and to the State of North Carolina (Table II). 

Over one half (51%) of the households in M:Jrganton in 1971 had annual 

incomes in excess of $8,000 while only 28% had incomes of less than $5,000 

annually. M:Jrganton had 37 .4% of its households in the incorne bracket of 

$10,000 and over while Bl.IT'ke County had 29 .2% and the State of North Carolina, 

28.6%. While .textiles and furniture dominate . the economy, the presence of a 
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LOCATION 

City of Morganton 

Morganton Planning 
Area 

Burke County 

TABLE I 

1970 TO 1990 POPULATION PROJECTIONS FOR 
THE CITY OF MORGANTON AND SELECTED AREAS 

1970 1972* 1980 

13,625 16,000 17,500 

16,720 17,100 18,800 

60,364 61,770 67,400 

5 

1990 

19,300 

21,000 . 

74,400 

* ESTIMATED: (Figures include additional citizens added to City and 
Planning Area due to recent annexations) 

SOURCE: 1970 U.S. Census of Population 
1980 and 1990, Traffic and Planning Associates, June, 1972. 
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TABLE II 

INCOME DISTRIBUTION - 1971 

INCOME BRACKET PERCENTAGE OF HOUSEHOLDS 

Morganton · Burke County North Carolina 

$ 0 - 2,999 15.9 15.6 21.8 
$3,000 - 4,999 12.1 13.8 i4.8 
$5,000 - 7,999 20.6 26.1 22.l 
$8,000 - 9,999 13.9 15.3 12.7 
10,000 and over 37.4 29.2 28.6 

SOURCE: Sales Management Magazine, July 10, 1971. ~~ __ _ 



large professional community is a significant factor m these mcorre 

statistics. 
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In 1970, 14-% of Morganton' s total !X)pulation was non-white (Table III). 

In comparison to the reIIB.inderof Burke County, this figure is high, 

therefore indicating that the IIB.jority of minority !X)pulation in the county 

. settled in Morganton. This non-white segrrent is alm::)st totally JIB.de up of 

blacks with no other appreciable !X)pulation of other minorities. The City 

of Morganton has not had a history of strained race relations, and there-

fore it can be said that the cornrmmity is sorrewhat hoITDgeneous. 

Civilian Labor Force statistics give an indication of the general 

econolllY in Burke County. These statistics indicate the dependence of 

Morganton and Burke County to two important industries. Fifty-eight 

- percent (58%) of all the jobs in Burke County are in mmufacturing. 

Seventy percent (70%) of this employrrent is in the textiles and furniture 

industries (Table IV). The City of Morganton has a large nurriber of these 

industries within the city and within its utility service area. One 

attraction of Morganton to industries is the presence of a municipally 

owned electrical distribution system vmich has rates on the average 10% 

lower than Duke Power Company. Another attraction of Morganton, especially 

to textiles, is the water system which has low rates, an ample supply of 

water, well-IIB.intained lines, and an ultra irodern treaunent plant which is 

capable of taking on IIB.DY other industrial customers. 

Characteristic also of Morganton' s labor force is the ·1arge rn.nnber of 

individuals employed in government work. Of the 4-2% of Burke County workers 

not employed in IIB.nufacturing, 4-7% are engaged in governmental work. ·This 

large number can be attributed to the fact that Morganton is the county 
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Age Group 

Under · 5 

5-14 

15-24 

25-34 

35-44 

45-54 

55-64 

65 & Over 

Total 

TABLE III 

POPULATION IN SELECTED AGE GROUPS BY 
SEX AND RACE -- MORGANTON 1970 

NON-WHITE WHITE 

Male Female Male Female 

65 94 374 328 

150 157 936 880 

··---- •-.-· 
170 163 804 981 

102 107 691 675 

100 115 721 767 

109 110 759 816 

102 112 679 803 

77 140 570 956 

875 998 5,534 6,206 

SOURCE: 1970 U.S. Census, First Census County, July 28, 1971 
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Total 

861 

2,135 

2,118 

1,575 

1,703 

1,794 

1,696 

1,743 

13,625 
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ITEM 

CIVILIAN LABOR FORCE 2/ 

EMPLOYMENT, TOTAL 
Percent of Civilian Labor Force 

EMPLOYMENT, TOTAL 
Agricultural 
Nonagricultural Wage & Salary 
All other Nonagricultural 3/ 

TABLE IV 

CIVILIAN LABOR FORCE .!_I 
Morganton Labor Area 

Burke County 
May, 1976 

NUMBER OF WORKERS 

May March* May* 
1976 1976 1975 

30,400 30,380 31,860 

1,960 2,350 3,050 
6.4 7.7 9.6 

28,440 28,030 28,810 
460 330 410 

25.,660 25,460 25,980 
2,320 _ 2,240 2,420 

9 

CHANGE TO CURRENT MONTH 
PTinfv • . 

March, 1976 May, 1975 
Net % Net % 

+ 20 + 0.1 - 1,460 ... 4.6 

-390 -16.6 - 1,090 -35.7 
-1.3 XXX - 3.2 XXX 

+410 + 1.5 - 370 - 1. 3 
+130 +39.4 + 50 f-1--12.2 
+200 + 0.8 - 320 - 1.2 
+ 80 + 3.6 - 100 ... 4.1 

------------------------------~-~--------~---------- ------ ·------ -------------------------
INDUSTRY EMPLOYMENT . BY PLACE OF WORK Y 

Manufacturing 15, 710 15,570 15,980 +140 + 0.9 270 - 1. 7 

Durable Goods 6,590 6,470 6,190 +120 + 1.9 + 400 + 6.5 
Lumber & Wood 170 170 170 0 0 0 0 
Furniture 4,580 4,490 4,290 + 90 + 2.0 + 290 + 6.8 
Stone, Clay & Glass 160 160 150 0 0 + 10 + 6.7 
Machinery, Nonelec. & Elec. 1,450 1,410 . 1,470 + 40 + 2.8 20 - 1.4 
Other Durables 5/ 230 240 llO - 10 - 4.2 + 120 +109.1 

Nondurable Goods 9,120 9,100 . 9,790 + 20 + 0.2 670 - 6.8 
Textiles 6,490 6,470 7,270 + 20 + 0.3 780 - 10.7 
Apparel 1,340 1,330 1,290 + 10 + 0.8 + 50 + 3.9 
Printing 60 60 60 0 0 0 C 
Other Nondurables §I 1,230 1,240 1,170 - 10 - 0.8 + 60 + 5 .1 

Nonmanufacturing 11,540 11,450 11,490 + 90 + 0.8 + 50 + 0.4 

Construction 610 610 600 0 0 + 10 + l.i 
Trans., Comm. & Pub.Util. 460 450 450 + 10 + 2.2 + 10 + 2.:; 

Trade 2,470 2,450 2,400 + 20 + 0.8 + 70 + 2.~ 
Fin. ,Ins., & Real Estate 400 390 390 + 10 + 2.6 + 10 + 2. E 

Service, Except Domestic 2,100 2,080 1,980 + 20 + 1.0 + 120 + 6.] 
Government 5,410 5,380 5,580 + 30 + 0.6 170 - 3.( 
Other Manufacturing 21 90 90 90 0 0 0 ( 

. . . . . . . . . 



seat and is also the home of North CarDlina School for the Deaf and 

Broughton Hospital, which are both State institutions. Lying just outside 

of :t-brganton's corporate limits are two additional State institutions, / 
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Western Correctional· Center and Western Carolina Center. The large nurriber 

of government employees in :t-brganton provides a base of professional workers 

in the cornmuni ty. When this is corribined with the force of corporate execu

tives and managerrent in the furniture and textile industries; it provides a 

somewhat progressive population with incomes higher than the average for 

North Carolina. 

Because of the attractiveness of Morganton to industry and because of 

the projected growth in population, space req~;;_ts for the city will also 

need to be increased in the next fifteen to twenty years (Table V). 

Industrial development has recently become an important issue with local· 

government and with the Chamber of Commerce. If future projections prove to 

be accurate, the City will need to have a 378% increase in available 

industrial land in the period from 1972 to 1990. The Morganton City Council 

ha:;, taken a: progressive attitude toward annexation which would prove to be 

an aid in meeting future space requirements. In 1972 an area- to the south

west of town was annexed, which Jreant an addition of 1,964 acres to the 

city. The City Council is constantly reviewing possible . annexations and 

upgrading and extending all city utilities to make future expansions rrore 

feasible. It has been the general posture of the city to look favorably 

upon annexations of contiguous areas when such annexations will bring into 

the corporate limits areas of future population growth and especially areas 

having large utility users. 

City government in Morganton is organized as a Council-Manager system. 



INDUSTRIAL 
. I.AND 

COMMERCIAL 
I.AND . 

RESIDENTIAL 
I.AND 

PUBLIC & SEMI
PUBLIC IAND 

SI'REETS & 
RAILROADS 

TABLE V 

SPACE .REQUIREMENTS 

MJRGANTON PLANNING AREA 

1972 - 257 ACRES 
1990 - 1,230 ACRES 

1972 - 202 ACRES 
1990 - 327 ACRES 
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1972 - 1,326 ACRES 
1990 - 2,953 ACRES 

~ 1972 - 1,582 ACRES 
1990 - 2,139.5 ACRES 

~ 1972 - 1,016 ACRES 
1990 - 1,690 ACRES 

Scale: 11: = 1,000 Acres 
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'There is a long history of support for the system. 'The City Co~cil consists 

of a ffi:3.yor and four COlll1cilmen. The Col.ll1cilnen nrust live wi th:i,n one of the 

four wards in the city, but," like the Mayor, are elected at large. 'The · 

Cm.mcilmen are elected for fo~year overlapping terms, and the Mayor for · 

a two-,year term. All elections are on a nonpartisan basis. 'The City Manager 

is appointed by the Col.ll1cil; however, the appoinurent has traditionally not 

been along JX)litical lines . . Because of the structure of gove:rnrrent and 

rethods of electirlg the governing: body, there is a TIBrked absence of political 

dealings. Both col.Il1cil and staff have traditionally kept the entire interest 

of the city in mind and have taken bold l.ll1iform stands on sore .very difficult 

and controversial issues. 



CHAPTER III 

PUBLIC SAFE1Y CONCEPT 

Local government mits have been experiencmg increased demands by 

citizens for services while at the same tine experiencing severe economic 

constraints. Often conflicting goals are involved in that citizens 

desire higher levels of service but without any increase in taxes. It 

has becorre necessary for local officials and administrators to think in 

terms of increased productivity in order to provide higher levels of public 

services at the lowest possible costs. 

One area where demands have been extrerrely high is public safety. 

·As the city limits and population grow, so does the need for public safety 

services. Along with TIDdern _growth patterns oorne larger buildings which 

require ITDre sophisticated firefighting equipment and techniques. Growth 

in ·today's environrrent has also inherently caused crime rates to increase 

not only in absolute numbers but also on a per capita basis. The costs of· 

.increased services, the costs for JTDre sophisticated equiprrent, and the 

costs to train JTDre qualified and specialized personnel have been spiraling 

upward. Local governrrents were also faced in 19 7 5 with the extension of 

the Fair Labor Standards Act to public employees with its provisions to 

substantially reduce hours of policemen and firerren. These .regulations 

would have had an especially harsh impact on the costs of fire services 

since firemen traditionally work a 24-hour shift and then are off 48 hours. 

To change to eight-hour shifts and forty-hour weeks would mean a large 

- 13 -
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increase in personnel would be necessary to avoid paying huge .sums of 

overtime pay. This requirerrent has since been eliminated, but it was 

a real concern at the tine public safety was under consideration in 

Morganton. 
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It ism this type of envirDrurent that administrators need to develop 

ilinovati ve approaches to deliver . public safety services. One such approach 

has been ·to consolidate the police and fire functions in order to avoid 

duplication of like duties and to increase productivity of personnel. The · 

rationale for consolidation can be found in many different arBas. One is 

the fact that of a twenty-four shift worked by the traditional fire 

deparblent, less than 2% of the tine is spent in__c!ctual firefighting 

activities. Combine this with the fact that only eight of the twenty-four 

hours of duty are spent for any productive work, such as training, house

cleaning, and equipment rraintenance, and it becomes obvious that fi.rB 

personnel are productive for only one-third of their time. If these employees . 

can be placed out in patrol cars and then respond to fires when they occur, 

productivity can be greatly increased. 

Another arBa in which one can find rationale for consolidated services 

· is the area of duplicated duties. Oftentimes in police and fire · deparbrents, 

separate communications, records , train:ipg, inspections, and prevention 

functions are present. Many of these functions could be combined with a 

resultant reduction in personnel without any loss of effectiveness. 

The truth is that both police and fire functions are involved in rrany 

like activities and in fact are in existence for the same reason. Police and 

fire deparbrents are formed to protect the public. Both work under energency 

conditions with the objective of protecting life and property. Both are 
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paramilitary organizations . Mmy emergencies now necessitate both 

departrrents working close together. A fire scene nay need traffic control; 

traffic accidents oftentimes necessitate firefighting; and arson investi

gation involves criminal activity. 

Consolidation of police and fire departments in its ultinate stage 

· WJuld mean the existence of one public safety deparbnent with public safety 

officers patrolling as police officers who respond to and .fight fires. 

Only enough public safety officers to drive firefighting apparatus to a 

fire would rerrain in the fire station. All support functions, such as . 

communications, records, training, etc. would be combined. 'Ihe effects 

of this ultirrate type of consolidation would be the elimination of duplicate 

services, the elimination of unproductive time, nDre effective .delivery of 

services, and rrore men available for both police and fire duties at a 

nruch lower cost due to cross-training than through the traditional separate 

police and fire departments. The city of Sunnyvale, California has had a 

unified public safety deparbnent since 1957, and in a 1961 study, estimated 

cost sav:ings of $300,000, which was equivalent to 30 cents on its tax 
1 

rate. 

Although greatest cost savings will take place through total consoli

dation, there have been TIBnY other forms of consolidation. Harry W. More, 

Jr., in his book The New_ Era of Public Safety, outlines the five forms of 

consolidation which he has found in operation. 

CONSOLIDATED SERVICES 
•..•. the term 'consolidates services' describes a single 
unilied force in which the police and fire services have 
been combined into a department of public safety. Officers 

· perform both functions and have usually been identified 
as public safety officers. 



PARTIAL CONSOLIIY\.TION 
A situation in which the :positive identity of the fire 

and :police services has been retained and a special patrol 
created to perform rorribined :police-fire duties is defined as 
'partial consolidation'. Officers assigned to the special 
patrol are usually designated as . 'public safety officers'. 

SELECTED AREA CONSOLIDATION 
'Selected area consolidation' describes a circumstance 

in which the two services fllllction separately except for the 
creation of specially trained police-firemen assigned to 
combined duties in a specific geographical area. 

RJNCTION.A.L CONSOLIDATION 
'Functional consolidation' is interpreted as a .degree of 

ronsolidation in which separate :police and fire services are 
retained, but one or ITDre duties nonrally perforrred by one 
.department have been assigned to menibers of the other .departJrent. 

NOMINAL CONSOLIDt'\TION 
A term that·describes a public-safe!J department in 

. which the :police and fire .services have been placed ooder 
the direction of a safety director is 'nominal ronsolidation'. 
Each service reserves its individual cmd distinct identity, 
both operationally and administratively. 2 · 

In all of these forms of consolidation the intention is .to .reduce costs 

;through. reductions of nonproductive . personnel tine and through greater 

cooperation and coordination between police and fire functions. For 

the purposes of this study, consolidation will be used to .mean a program 

which has public safety officers trained and working as both patrolmen 

and firefighters. 

Even though the main impetus .for consolidation has been efficiency, 

any administrator who does not look at the effectiveness of his program 
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is shortsighted, to say the . least. In a consolidation program which 

involves .personnel patrolling to.res:pond as either a :police or fire officer, 

a case can be lffide on effectiveness measlll'."es alone. A public safety 

officer in such a system would be fully trained as a :policeIIBI1 and firenan. 

The public safety officer would operate as a patrolrrBn lllldertaking all 
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riornru police duties until a fin2 alarm is sounded. At this tine the 

public safety officer irronediately n2sponds to the fir€ . in his patrol car 

which . is equipped with his tUJ'.Tiout gear, f in2 extinguishers , bn2athihg 

apparatus, Wn2nches, and other miscellaneous equipment. Since the public 

safety officer is out patrolling, he norm:illy will arrive on the scene 

:befon2 the fire apparatus , which has · to come out of the f in2 station and · 

which is not as JTBneuverable as a patrol car. By arriving on the scene 

·first, the public safety officer nay put out a small fire with his 

extinguisher, begin lifesaving activities, pn2pare a hydrant, or radio the . 

fire apparatus as to the disposition of the fin2. 

Since a consolidation having public safety officers requin2s an 

individual to be highly trained and proficient in both police and fire duties, 

the pay should be higher than the pay for either patrolrran or firefighters. 

Local govemrrents can thus attract IIDD2 qualified and highly IIDtivated 

individuals. 

Tn sumnation, the following advantages of consolidating police and fin2 

functions are likely to accrue: 

Reduced costs 
- one employee can perform the duties of two and therefore 

provide an effective tool for increasing available 
personnel in both functions for alIIDst half the cost 

- eliminates duplication of support functions 
- eliminates unproductive tine of firefighters in a fire 

staticJn · 
. More effective services 

- public safety officers norrrB.lly arrive on the fire scene 
before the fire apparatus 

- public safety officers are patrolling and therefore . 
become rrore familiar with the physical characteristics of 
the arBa 

. Morale 
- employees feel they have oore responsible work and are 

not idle 



- pay is comrensurate with duties and res:p::>risibilities 
and therefore higher than a firefighter's or patrolnan's 
pay 

- the program generally attracts highly rrotivated personnel 

Consolidation has not gone without criticism. The criticism leyeled 
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at consolidation has mainly corne from the fire service and its professional 

organizations. There has been sorne concern, however, arrong :p::>lice organi'

zations that by taking patrolmen off duty to fight a fire, there will be an 

increased possibility of crimes occurring. Police grDups generally, 

however, are not opposed to cross,--training since a minimal arrount of time 

is spent in answering fire calls and training in fire · service ; In IIBnY 

cases, cross-training means higher pay for :p::>lic~n __ and rrore patrolmen 

on the road patrolling since firemen are taken out of the station. The 

situation is different, however, in fire deparunents . . Firemen :tradi-

tionally work twenty-four hour shifts with one shift on and two off. This 

schedule allows firemen to work a second job and supplement their income. 

Consolidation, utilizing eight-hour shifts, would eliminate this situation. 

They also perceive consolidation to be a direct attack to their professionalism 

ill!d have opposed plans ~st universally when they have been ·proposed. Fire 

organizations defend their professionalism and don't believe that an indivi

dual can be a professional firefighter on a part-time basis. Firemen will 

often state that firefighting is a highly technical job which takes continuous 

training .. The rrost vocal organization op:p::>sing consolidation is the 

International Association of Fire Chiefs . This organization has continuously 

passed resolutions opposing any consolidation and in a bulletin published by 

the A:rrerican · Insurance Association and distributed by the. IAEC, the following 

ooncerns were expressed: 



- Fire departrrent activities , as . well as those of the police 
deparbrent, are highly specialized and the services they 
perform are vastly different. 

- Not enough training can be given since continuous schooling 
is necessary to naintain and develop additional proficiency. 

- Fire apparatus must be constantly ready to respond with 
sufficient personnel for imioodiate and effective action. 
Such conditions generally cannot be net when personnel 
are performing police duties. 

- Fire personnel must be properly equipped with protective 
clothing, and the necessity for donning such clothing upon 
arrival will result in so:rre delay in getting .mto operation. 

- In the event of najor fire e:rrergencies, police services will 
be seriously weakened and in the event of najor police 
em2rgencies, fire services will be seriously weakened. 

- Securing proper leadership for a combined depart:rrent presents 
a difficult problem. 

- /my mnriber of operational .problems will accrue. . 

- Fire rating engineers nay give a lower fire rating to a city 
with consolidated services.· 3 

In the najority of cities which have combined police and fire filllctions 
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and in studies of various programs , the hazards expressed by the International 

· Association of Fire Chiefs have been unfounded. Programs have failed in 

locali·ties where fire associations have been able to bring about enough 

political pressure to change the system or defeat a proposal. Abandon:rrent 

of a program with combined services has rarely been caused by inherent 

structural problems of consolidation. The opposition by fire personnel can 

be characterized, and has often .been expressed, as traditionalism. A desire 

to continue with traditional methods and an illlWillingness to take an 

objective look at rrodern public safety concepts has been the prevalent 

issue in fire personnel's opposition. 



CHAPI'ER IV 

HISTORY OF CONSOLIDATION 

While the concept of consolidated police and fire functions was new 

to the City of furganton ·and to this area of North Carol:ina, consolidation 

does have a long history :in other areas :in one form or another. The first 

known effort of consolidatioricame about :in approxirrately 27 B. C. when the 

first · emperor of Rome, Augustus, created a group of men called the vigils 

who .were .resj::onsible for both keep:ing the .peace and .fighting fires. There 

.were .seven :thousand v_igils ·. stationed throughout _;Rome. These units were 
4 

.nori.:..military :in ·nature and were nade up of all civilians. 

Consolidation ·was implemented :in France, GerrrBny and England at the 

beginn:ing of the nineteenth century. In all three instances acts were 

passed which ·gave the·.responsibility of keep:ing the peace and fight:ing fires 

to a single i.mit. · In some instances the units were divided into police 

and fire divisions with single supervision of both. In IIDst cases, however, 

one · group of men performed both functions along with added peripheral tasks. 

These systems .flourished in Europe until World War II when the events of the 
5 

war dictated a change :in the traditional structure. 

In North America; .consolidated .police and fire services were first 

.. established :in T:rois-Rivieres; Quebec when the city was incorporated :in 
. 6 

1857. Canada; and Quebec :in particular, ·has been a leader in consolidation 

programs .ever· s:ince · the T:rois~Rivieres program .began. The strong ties 

that Canadians had to both E_ngland and France probably .were an influence on 
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th~ir widespread adoption of consolidation programs. The programs also 

tended to be in terms of operating public safety officers and not in terms 

of flITlctional or nominal consolidation. 

Toe United States was not as early to l.ITldertake consolidation efforts 

as was Canada. In 1911 Grosse· Pointe Shores,. Michigan became the first 

U.S. city to adopt such a plan followed by Sewickley Heights, Pennsylvania 

in 1920, Oakwood, Ohio in 1921, Shorewood, Wisconsin in 1928, and HlITltington 

W:x)ds, Michigan in 1935. These cities in the United States were pioneers in 

the field of public safety given the fact that the majority of lITlified depart-
7 

ID2nts have been developed s:ince 1944. 

Harry W. More, Jr. · undertook a study in 1965 to determine the extent 

of police-fire ronsolidation in the United States at that tme. Based on 

a questionnaire sent to every tenth police department in the United St~tes 

(361), and a review of available literature, Mr. More found 129 consolidated 

deparbnents and further concluded that at the 95 percent confidence interval 

there were between 672 to 962 departinents having sorre form of police-fire 
8 

consolidation. 

Of these consolidated departrrents the largest _number .were found in 

cities with :populations under 50,000 (Table VI). In terms of geographic 

distribution, the heaviest concentration was in the north central area of 

the _ United States where 41. 8 percent of the cities having con_solidated 

deparbrents .were located (Table VII). 'I"ne rrost widespread form of 

consolidation, according to :t1ore' s study, was fl.ITlctional consolidation with 

59.6 percent of the cities surveyed having this particular structure (Table VIII), 

In any discussion of consolidation in North Carolina, the belief is 

expressed that cross-training is a new concept that not TIBnY ml.Il1icipalities 
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Population 
Group 

Group I 
(Over 250,000) 

Group II 
(100,000 to 250,000) 

Group III 
(50,000 to 100,000) 

Group IV 
(25,000 to 50,000) 

Group V 
(10,000 to 25,000) 

Group VI 
(Under 10,000) 

Total 

TABLE VI 

DISTRIBUTION OF MUNICIPALITIES WITH 
CONSOLIDATED POLICE-FIRE SERVICES 

BY POPULATION GROUPINGS AND 
PERCENTAGE OF POPULATION* 

No. of Percentage 
Cities of Cities Population 

2 1.5 1,106,882 

4 3.7 546, 2"62 --

5 5.2 329,681 

12 11.1 428,993 

30 22.2 445,992 

76 56.3 339,791 

129 100.0 3,197,601 

22 

Percentage 
of 

Population 

33 

19 

10 

13 

13 

12 

100 

*U.S. Bureau of the census: U.S. Census of Population: 1960, Volume 1, Charac
teristics of the Population, Part A, Number of Inhabitants. Washington, D. C., 
U. S. Government Printing Office, 1961. More, Harry W. , Jr. , The New Era of Public 
Safety, 1970, p. 37. 
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Geographical 
Division 

New England 
Middle Atlantic 
East North Central 
West North Central 
South Atlantic 
East South Central 
West South Central 
Mountain 
Pacific 

Total 

TABLE VII 

DISTRIBUTION OF MUNICIPALITIES WITH 
CONSOLIDATED POLICE-FIRE SERVICES 

BY GEOGRAPHICAL AREA AND 
PERCENTAGE OF POPULATION* 

No. of Percentage 
Cities of Cities Population 

2 3.3 66,765 
32 24.8 922,758 
40 31. 0 1,463,700 
14 10.8 166,420 
18 13.9 457,786 

8 6.2 162,442 
5 3.8 60,839 
8 6.2 104,207 

129 100 3,404,917 

23 

Percentage 
of 

Population 

2.1 
27.1 
40.0 
4.9 

16. 3 

4.8 
1.8 
3.0 

100 

*U. S. Bureau of the Census: U. S. Census of Population: 1960, Volume 1, Charac
teristics of the Population, Part A, Number of Inhabitants. Washington, D. C., 
U. S. Government Printing Office, 1961. More, Harry W. , Jr. , The New Era of Public 
Safety, 1970, p. · 38. 
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Degree 
of 

Consolidation 

Consolidated 
Partial Consolidation 
Selected Area 

Consolidation 

No. 

TABLE VIII 

DISTRIBUTION OF MUNICIPALITIES 
BY DEGREE OF CONSOLIDATION AND 

PERCENTAGE OF POPULATION 

of Percentage 
Cities of Cities Population 

24 ·10.6 228,044 
10 7.7 476,877 

2 1.6 155,487 

Functional Consolidation 77 59.6 822,237 
Nominal Consolidation 16 12.5 1,492,346 

Total 129 100 3,174,991 

24 

Percentage 
of 

Population 

6.7 
14.8 
4.5 

27.5 
46.5 

100 

* u. s. Bureau of the Census: u~ S. Census of Population: 1960; Volume 1, Charac
teristics of the Population, Part A. Number or Inhabitants, Washington, D. C., 
u. S. Government Printing Office, 1961. More, Harry W. , Jr .. ; The New Era of Public 
Safety, 1970, p. 39. 



are undertaking and that it is a program for large cities only. After 

reviewing the literature on public safety departments and, in particular, 

Mr. More's research, it can easily be seen that the concept is not a new 
' 
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concept, and it has a long history of success. Many municipalities in the 

United States do have public .safety deparbnents, and although there are 

only two programs operating in large North Carolina municipalities, the 

concept is 11Dst prevalent in small to meditun-sized cities. 



CHAPTER V 

RATIONALE FOR THE STUDY 

In September of 1975, cross-trained public safety officers were first 

discussed by the City of furganton's Fmance-Personnel Corrrnittee when a 

request was rrade to provide educational incentive pay for fire officers 

completing courses m fire science at the local oonmunity college. This 

·rornmittee felt that it might be a good idea to encourage these men also to 

train in areas other than fire science. Police training and first aid 

training would enable them to act as support personnel to the police depart

ment. As this idea was discussed during the we~s following the Fmance . 

Cornmittee meetmg, it became evident that the issue involved was not just 

educational incentive pay. · In the discussions leading up to the City ColIDcil's 

authorization of a study in October the real issues which emerged were costs 

and .services with the emphasis on costs. 

In 1975 the City of}brganton was still feeling the ef~ects of a 

general downtrend in the economy and constant pressures to upgrade city 

services. The . demands of the public had caused dranatic increases on -tj:le 

city' s budget over the past seven years. During this period, the city' s 

general fund budget increased 83% while the police and fire departments' 

total budgets were increasing by 89% and 209% respectively (Table IX). 

As expenditures increased, personnel was also increasing. The 

police deparbrent :realized a 30% increase while the fire deparbrent increased 

personnel by 121%. 'The impact of personnel expenditures on budgets is quite 
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GENERAL FUND 
TOTAL 

POLICE 

Operating 
Capital 
Total 

Personnel 

FIRE 

Operating 
Capital 
Total 

Personnel 

TABLE IX 

.BUDGET ANALYSIS 

1970/71 

1,465,837 
4,263,239 

271,063 
12,550 

283,613 

33 

103,221 
2,625 

105,846 

14 

1976/77 

2,683,695 
10,050,003 

512,881 
39,360 

552,241 

43 

314,293 
12,471 

326,764 

31 

27 

PERCENT INCREASE 

83% 
135% 

89% 
213% 

95% 

30% 

204% 
375% 
209% 

121% 



substantial. Since fiscal year 1970.-71, the M:::>rganton !X)lice department 

has expended 83% of its total budget on salaries and the M:::>rganton fire 

department has expended Tl% of its total budget on salaries •. 

The drarratic increases in the fire department's budget reflect a 

transitional period from an organization heavily dependent on vollil1teers 

to a paid professional organization. · Because of the drama.tic increases 

experienced by the fire department and in iight of the fact that nore 
growth was anticipated, this deparbnent was one which could be looked to 

rrore critically in an attempt to save costs. 

28 

Additional cost considerations which .were evident were costs of lost 

productivity. Fire departments traditionally work: twenty-four hour shifts ---- ·- - •· 

of which on an average only eight · are ronsidered productive. The remainder 

of the time is usually spent waiting for fires to occur. National averages 

show that less than 2% of a fireman's time is actually spent in fire 

suppression activities. Actual statistics for the City of M:::>rganton showed 

that only 1. 4% of a firerran I s time is spent answering fire calls (Table X). 

This particular area of fire .service costs could be saved if one man were 

able to perform !X)lice and fire functions. 

At the time that a study of .public safety concepts and alternatives was 

authorized in 1975, local governments were faced with the 1974 arrendments to 

the Fair Labor Standards Act which extended miniml.Un wage and overtime 

provisions to State and local employees • The provisions of the Fair Labor 

Standards Act, which applied to public safety, were the provisions which 

called for a gradual reduction in the work week:. Although the regulations 

only specified a .reduction to fifty-four hour weeks, in 1977 it was feared 

that eventually a forty-hour week: limit would be :imposed and all tirre over 
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TAB LE X 

ACTIVITY TIME SPENT 

STATION DUTY------------
SLEEP TIME -- --:- -- - - - ~-- -
FIRE SERVICE TRAINING - - - - -- - -. 
SPECIAL ASSJGNMENT - - - - - - - -
HOUSE CLEAN I NG - - - - - - - - - - -
VACATIONS ----------- - -
EQUIPMENT CLEANING - - - .- .- - · ~-
EQUIPMENT MAINTENANCE --:· - - - - - -
Fl RE . CALLS - - - - - - · - - - :--- - . 
INSPECTIONS -- - - - -· - - - -- -
FIRE ALARM TIME - - - - -- - -- -

30.9% 
29. 7% 

7. 9% 
7. 6% 
6 . 7% 
6 . 3% 
4.46% 
2 . 0 <% 
I. 4 % 
1. 3% 
1.0% 

SPECIAL MEETINGS ---------- .5% 

Based on 1974 statistics for 24-hour shifts 

29 
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forty hours would be compensated for either through pay .at ti.ire and .a half 

or the taking of compensatory time. Fire and police work . weeks had been 

gradually decreasing to the point that the MJrganton police deparbnent 

worked a 42-hour week, and the l-brganton fire deparbnent worked a 56-hour . 

week. In order to meet the anticipated requirements of the · Fair Labor 

Standards Act, however, the city would have to either pay out substantial 

sums in overtime pay or hire :rrore employees, both being very costly 

alternatives. Faced with this situation, the City Council was looking for 

other alternatives to the traditional methods of .delivering police and 

fire ftmctions. 

From the very beginning of discussions abq_ut public safety, it was 

hoped that a comprehensive study would also provide policy alternatives 

for improved services through an organization which cross-trains its 

personnel. The United States Supreme Court on June 24, 1976 in the case of 

National l.ieague of Cities vs. Usery, Secretary of Labor, struck down the 

extension of the Fair Labor Standards Act to municipalities. This did not 

eliminate the consideration of public safety in Morganton. The study was 

continued in the belief that service advantages could accrue tlm:mgh a 

consolidated dep:lrtirent. The City Council of the City of MJrganton has 

had a history of innovative programs and hoped that an innovative approach 

to public safety could gn3atly improve the delivery of public safety services. 

One final area errerged as a catalyst for a study of co:risoiidation. 

This area was that of the characteristics of employees in the city's police 

and fire deparbrents. The average ages for members of both departrrents 

was very low (Table XI) . The youthfulness of the deparbnents was not 

just in the patrolrrBn and firefighter ranks, but extended up into the 
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POSITION 
OFFICER$ 
PATROLMAN II 
PATROLMAN - I 
DETECTIVES 
DISPATCHERS 
TOTAL_ 

POSITION 
OFFICERS 
FIREFIGHTER 
FIREFIGHTER 
TOTAL 

II 
I 

TABLE XI 

AVERAGE AGES 0~ POLICEMEN - 1976 

AVERAGE 

NUMBER 
12 
10 

9 
2 
4 

37 

AGES OF FIREMEN 

NUMBER 
9 

10 
9 

28 

- 1976 

AVG. AGE 
34.33 
29.70 
26.33 
30.00 
35.75 
31.08 

AVG. AGE 
34.66. 
30.01 
.26.55 
30.43 

31 

\__ 



( _-

32 

officer ranks. Due .to this situation _of young officers, the patrolmen and 

firefighters were ·faced with the frustrating aspect of seeing virtually no . 

chance for advancement in the foreseeable future. Along with the youth

fulness of the fire and p:>lice deparbn:!nts , . a high level of educational 

attai.nnent was characteristic of the .police .department in particular 

(Table XII). · Toe City of M::>rganton provided educational incentive pay, 

and 89% of the employees in the ix:>lice department either had or we~ 

working on a college degree. Even though rroney may have been the induce

rrent to education, college work did provide for highly educated and 

IIDtivated policerrenwho .were ·anxiously .looking for new challenges and _ 

advancement. During the past ·_ few years . rornpetitic;m for prorrotioris to 

officer ranks has been particularly fierce. 

It was in the a:bnosphere of hopes for reduced costs of public ·safety 

services combined with rrore effective .delivery of .services that the 

City Council of M::>rgantonauthorized a study to be conducted by the city 

staff. The rationale was that_ given the fact that M::>rganton' s work force 

was young, well-educated; and highly rrotivated, employees would not have 

already .dev€loped inherent biases to one .deparbrent and therefore could 

.be cross-'-trained in both police and fire .services. The study was .to 

determine the feasibility and possible developrrent of such a plan which 

would accrue certain .advantages in ix:>lice and fire service .delivery systems 

in terms of costs, effectiveness; and optimum utilization of .available 

personnel. 



OFFICERS 
PATROLMEN 
DISPATCH 

TOTAL 

. . 33 

TABLE XII 

EDUCATIONAL.LEVELS OF THE POLICE DEPARTMENT - 1976 

. ·No~ . . ·High . School 

12 
21 

4 
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1 ( 8%) 
1 ( 5%) 
2 (50%) 

4 (11%) 

. . 

Working on 
Associate of 
Applied Science 

2 (17%) 
11 (52%) 

0 ( 0%) 

13 (35%) 

Associate of Bachelor 
Applied science . of Science 

8 (67%) 1 ( 8%) 
9 (43%) 0 (. 0%) 
1 (25%) 1 (25%) 

18 (49%) 2 ( 5%) 



CHAPTER VI 

ACTORS INVOLVED 

In the development of any study and .policy recommendations for 

restructuring long established fire-police service delivery systems, the 

actors involved in the study and their subsequent policy decisions play 

an extremely important role. The actors influence the direction the 

study takes and their interactions will often affect the implementation 

of any resultant proposals . Personalities were as- important in the 

process of policy analysis in the City of Morganton as were the tangible 

issues of costs and effectiveness. 

The City Cotmcil of the City of Morganton has traditionally been 

characterized as an innovator in deli very of urban services. The 

structure of the Cotmcil and its method of selection is probably a 

contributing factor to its progressive nature. Elections are on a non

partisan basis, thereby eliminating party labels. Nominations are from 

districts , but councilmen are voted on by the entire population. All 

elected representatives, therefore, represent a district but are 

accountable to all the citizens. Morganton is looked to generally as a 

progressive city with an intense arrotmt of pride exhibited by its citizens. 

The City Council is a reflection of this civic pride in the progressive 

nature of the city. Two examples serve to illustrate this point. First, 

in 1972, after much deliberation, the City Council authorized the 

:implementation of a rrotorized back-door pickup of residential solid waste. 
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The .key element in this program was the p~hase of seven three-wheeled 

vehicles with_ a dumpbed on the back. Two of these vehicles work with a 

large rear-end packer in the collection system. The initial capital 

outlay for this program was large for a city of 16,000; however, .over the 

three years the program has been operating, five positions have been 

elim:inated ·:frDm the sanitation deparbrent; and the City of Morganton's 

collection system has beco:ire a model for the State. · 

A second example which illustrates the progressive nature of the 

Morganton City Council was the construction_ of a .new e_ight million gallons 

. per day water . pollution . control facility. This ·facility was constructed 

with a new rrethod of treating -waste water through the use of a pUDe 

oxygen system which had just been developed by Union Carbide Corporation~ 

At the tirre this facility was built, it was the first of its kind in 

.North Carolina and the third in the United States. 

Given this past history of a willingness t o adopt new innovative 

programs, .it .is .reasonable to assume that .the City .Council would be 

interested in alternative ways of delivering public,- safety .services to 
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save money and improve service. A City Council is not, however, an object 

in itself but is rather a collection of individuals . . It is necessary to 

take a closer look at these individuals to gain a better understanding of 

.the .C0tmcil' s role and the .strategy which was used to .adopt a .new program. 

Morganto:h.'s mayor at the time the study was authorized was .nearing the 

end of his first two-year term .in office. He did not feel any political 

pressures and in the 1975 election, .he ran unopposed. .The M3.yor is a 

well-to-do individual who runs a .local insurance business and cones from one 

of the most prominent f a.m:i.lies in town. A rnajor characteristic of the Mayor 



is his enthusiasm and total support for any new programs which he can be 

convinced are in the best interest of the city. 'Ihe public safety study 

and subsequent proposal was a program which excited him and therefore 
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gained his rnequi vocal support. Oftentimes the Mayor's opinions are shaped, 

however, by the rrost po~rful individual on the Corneil, the Mayor Pro Tern. 

This individual usually exercises enough power on issues to have them 

shaped in a IIBI1I1er• which is acceptable to him. The M3.yor Pro Tein runs a 

private business but has a lot of ti.Ire to devote to ci vie matters. The 

Mayor Pro Tern is an individual who is extreirely active . in state and local 

organizations. It was this individual who first initiated the discussion 

on police-fire c::msolidation at the September, 197-5 Finance Committee rreeting 

which . led to the authorization of a study. His support was essential due to 

his influence over the majority of the Council. 

Two of the remaining three · cornc~n were "lane ducks" at the initiation · 

of the study. B::rth were business . executives who .felt no political pressures 

due to their larre duck . status. Both also had been involved in the initiation 

of other progressive programs and saw the opportrnity for the City of 

l'-brganton once again to be a leader in innovative programs. ~· Before the 

proposal for a Public Safety Officer Program was brought to the CotIDcil lll 

September of 1976, two new councilmen had taken office. One new cotIDcilman 

was a retired businessman who had run, not on clilY particular issue, but 

mainly for something to do in his retirement since he had sorre general interest 

in municipal government. Being new, his participation was limited and he 

was expected to go along with the staff's .recommendation. The second new 

cotIDcilman was very important to the study since he served with the M3.yor 

Pro Tem on the important Finance-Personnel Committee which would review the 
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recomrendations prior to presentation to the entire council. This council

nan was a stockbroker who also ran not on particular issues but on general 

civic interest. Being a stockbroker, the idea of investing in a potential 

cost saving program was to his liking. Factual. data was of ubrost 

impJrtance to him since he was not oriented to irrational arguments or 

political rhetoric. 

The fifth rrember of the City Council; al though not a part of the study, 

was constantly on the minds of the other actors due to his orientation to · · 

:[X)lice and fire services. This particular merriber of the council had been 

a .member of the M:Jrganton fire department for thirteen years until he was 

not proIIDted to the position of fire chief to which he had aspired for rrany 

years. Because the position was denied him, the individual resigned from 

his job and ran for City Council on the platform of "cleaning out City Hall." 

Since that tine · a new city nanager had come to the city and much of this 

person's bitterness toward the city organization had dissipated. The 

tmknown factor to the actors m::,re directly involved in the consolidation 

study was the reaction of a longtirre f irernan to a proposal which has 

historically been opposed by fire organizations. Even though this council

nan had become a ID2Iliber of the governing body, he still prided himself as 

being a "buddy" of the working firerren and policemen, and it was feared 

that if the study was opposed by any employee groups, they could find a 

sympathetic supporter in this council.nB.n who would be willing to take up 

their cause. 

The City :Manager of Morganton had been in his position for only two 

years prior to the authorization of a study. He had previous nanagerial 

experience in a small eastern North Carolina town before coming to 



' . . (
- .. M::>rganton. Even though the City Manager was only thirty-four years old, 

he had been thrdugh so:rre tough JX)li tical fights. 'The City Manager is an 

extrerrely aggressive and highly career-notivated individual who asp~s 
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to higher goals :in his profession. In the past, the City Manager had 

experienced ·problems with the Fire Chief in tenns of efficiency in the 

operations of the fire departirent and in teITTIS of a conflict of personali

ties due to differing managerial styles. Over two years the City Manager 

had developed an. excellent working relationship with the City Corneil which 

was a definite advantage when it came to working on new programs. • Due .to 

the fact that the City Manager wanted to see something done with the fire 

deparbrent and because of his aggressive and career-rrotivated outlook, he 

was IIDre than willing to undertake a study which could have serious JX)litical 

and practical problems. 

In order to conduct a comprehensive public safety study within the 

city's own organization, the City _M3nager designated an administrative 

assistant (the .author of this reJX)rt) to act as the staff employee resJX)n

·sible for conducting and coordinating the study and to JTEike .recommendations 

as to possible alternativ~s for service delivery. This administrative 

assistant had .been working with the City of furganton for only three m::mths 

since corning out of a Masters Prugram in Public Administration. Having an 

opportunity to take on such a project was looked on as a tremendous 

·opportunity for a . young employee who hoped that such a study would provide 

an excellent learning experience for future career developill2Ilt. Prior to 

_completion of the study, the Administrative Assistant was proIIDted to 

Assistant City Manager. The .new designation was a help in the .rerrainder of 

the study and subsequent proJX)salS since it provided for nore access to the 
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. deparbnent .heads and City Cotmcil . 

An individual whose favorable attitude toward a public safety study 

and whose support of a proposal was essential was the ·Chief of Police. 

The Chief was a native of Burke Cotmty who had .been a Jrelliber of the 

furganton police department for twelve years working his way through the 

ranks tmtil he accepted a position as an instructor at the local corrnnunity 

college in 19 6 7. After a ten-m::,nth stay at the college, this individual 

accepted the position of chief of IX)lice in 1967. During his eight years 

as chief of police, this young (43 .years old) individual had built a 

professional police deparbnent with .well.a.trained, educated .personnel .using 

rrodern equipment. .He had been able to .develop mmy .. programs by .being 

aggressive in pursuit of .Federal Grants. The Chief viewed public safety as 

a program which could work as long as the emphasis. was on .recruiting only the 

nost quaJified individuals and as long as there would not .be any reductions in 

the level of police .services. The Police Chief was not overly enthusiastic 

about public safety but did . see some possible advant_ages, especially in 

salary adjustments for public safety officers, and was willing to v,K)rk on 

a proposal and its subsequent implementation. With the Pol!ce Chief's high 

.romrmmity visibility .and relatively long .tenure as Chief, it was essential 

that his support be gained for any IX)SSible policy .recommendations. · 

While the Chief of Police took the attitude that .he could IIBke the 

program work if the Council should authorize it, the Fire Chief's attitude 

was different. The forty-,-seven year old Fire . Chief had worked m::>st of his 

life in fire service. This individual had been employed for fifteen years 

in a neighboring fire deparbnent while working his way through the ranks. 

Leaving the municipal fire service, he became a Fire .Service Area Consultant 
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for the North Carolina Community College System. In 1970 he was appointed 

as fire chief for the City of Morganton. · Since the Fire Chief had been 

involved in fire .service for such a long .period of tine, it is easy to 

see why his view toward police-fire consolidation was the negative one 

conm:m aJIDng firefighters. The Chief did not see how a public safety plan 

· rould work and wanted the status quo to be maintained. While oppos:jng 

consolidation, he did .admit to sorre advantages, however, and agreed to 

participate in the study and agreed to do all he could to JIBke any new 

program work . . It ·was much to the Fire Chief's credit that although he was 

. personally opposed to the concept, he at no tine tried to use any pressures 

to IB)dermine the study~ Once the plan was adopted, he was one bf the nore 

enthusiastic supporters of the new system. 

Throughout -the entire public safety study, rurrors of what was happening 

and what possible proposals would be .adopted floated thro_ugh the rank and 

file bf the .police and fire departments; As the .n.mors went around, it 
. ' 

was .surprising that .the ·greatest arrmmt of. interest ·carre from the fire 

departrrents where a core of young firefighters .were irostinterested in the 

possibility of .becoming public safety officers. The_ greatest aJIDunt of 

skepticism arose arrong policerren. There was an attitude that they wanted to 

.be policemen and had no desire to fight fires, unless of course, there was 

enough noney .involved. 

The .peculiar characteristics of all the actors involved and their 

interactions were without a doubt integral aspects which shaped the course 

of the public · safety study. These actors throughout the study and implemen

tation, .while having diverse orientations, generally worked toward the 

.development of a consolidation proposal without any organized or rrajor 

attempts to··undermine the process. 



CHAPI'ER VII 

THE SI'UDY 

On October ·9, 1975, a public safety study was authorized by the 

l'-brganton City Colllcil. The following discussion · and notion is found in 

the City Cornell's Minutes: 

· Public•safefy Officer ·P:togram- Councilm3.n ·Paschall stated 
that the Personnel CoITIIIllttee ·had discussed the trend to a 
public safety officer rather than a policeman and firerrBil. · 
Other cities have such a program, whereby when new personnel ·are 
hired, they are qualified to do both police and firefighting · 
work. They have had good results with this program. The · 
program is good because it would allow us to pay a higher salary 
for a better trained nan and we would be able to better utilize 
our personnel. He stated that he was not suggesting that t.li.e 
City adopt a program that would eliminate a fireman or police
IIBTI employed v.'i. th the City who is not qualified for a public 
safety officer. The program would have to be phased in over a 
number of years. 

Councilrran Paschall rroved that the .City Manager be authorized 
to utilize the staff ·and .his tine to study the public safety 
officer program, and that the City Manager direct members of 
his staff to visit other cities that have tried this program, 
and repbrt back to the City Council. It would then . be up to 
the Cotn1cil as to whether we would want .to begin such a program. g 
Upon . second by Councilrran · Sal.Il1ders , the rrotion passed unariinously. 

Innnediately .following the .October 9 City .Council .meeting, inforn:al 

discussions .began between the City Manager, Fire Chief, Police Chief, and 

the Administrative Assistant .as to how they should proce~d. In a merro on 

October 16 to the Police and Fire Chiefs, .the City Manager formally asked -

for the .cooperation of the two chiefs and also .designated the .Administrative 

Assistant as the resource .person for the project. The study was outlined to 
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be a gathering .of available informa.tion and on-site observations of existing 

public ·safety programs. The meno conclud~d with the City Manager expressing 

his hopes that the study muld be handled professionally and with a positive · 

attitude. 

In late October the North Carolina League of Mtmicipalities held its 

annual convention in Winston-Salem. At this convention there was a session 

on public safety consolidation programs currently operating in North 

Ca:rolina. The panel consisted of . representatives from the i:vK) cities in 

the state which had . viable programs, Durham and Winston-Salem. · In attendance 

at this meeting from the City of Morganton .were the Mayor, three CmmciJnen, 

the City Manager and the Administrative Assistant..-- -:'I'his program provided 

an orientation of the possiliilities for consolidated services to the Mayor 

and Colil1cilmen, and in fact, acted as a catalyst for their enthusiasm. The 

City of Durham also had a public safety officer and his equipment at the 

League meeting, and the merribers of the Morganton delegation spent a great 

deai of time with this officer ascertaining the opinions of a working officer 

roncerning the public safety program. The timeliness of the ·. League of 

Mlil1icipalities meeting, which provided the M:Jrganton delega:t~on with an 

· overview of public safety programs, was definitely a positive factor when 

policy recornrrendatiom; .were made to the City Cmmcil. 

During the North Carolina League of Mlil1icipalities Conference, the 

Administrative Assistant made arrangements with the City Manager of Winston

Salem to observe firsthand the operations of Winston's consolidated public 

safety deparbrent. On October 21, 1975 the Administrative Assistant spent 

rrost of a day talking with administrators of the Winston program and with 

actual public safety officers. Close observation was obtained by patrolling 



with the officers and by talking individually to men in the fire stations. 

It was evident after this visit that visits to other municipalitie~ would 

be rrost helpful in conducting a consolidation study due to the insight and 

infornation 1which could be gained by going into the field and discussing 

. programs with the individuals who must rrake these programs work. 
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After .returning from Winston-Salem, plans .were rrade for a delegation 

from :t-brganton to spend two days in Durham gathering inforrrBtion and 

observing their public safety officer program. It was planned to . include 

in this trip the City Manager, Administrative Assistant, Fire Chief, Police 

Chief, City Planner, and Police Planning Officer. During the two days in 

Durhaminforrration was obtained .from the .administration of their public 

safety program, the fire departrno-11t; and the · police deparbnent. A great 

amount of time was spent in Durham's traihing division where much was 

learned about the type of individual who could .perform as a public safety 

officer, the arnount of necessary rookie training and the arnount of 

in-service training which was needed to .develop the skills of individuals · 

~o be able to proficiently perform dual police-fire functions. The rerrainder 

of the time in Durham was spent by riding with public safety officers and 

observing firsthand their operations while soliciting their candid opinions 

of Durham's program. 

The two trips to Winston:_Salem and Durham had provided valuable inforrrB

tion on how consolidated deparbnents could function and it also provided 

info:rrration on possible pitfalls of such programs. It was then necessary to 

.begin taking a hard look at :t-brganton's situation and .developing policy 

recommendations. Since input from both the police and fire chiefs was 

believed to be a necessity due to their technical expertise and their 
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importance in implementation, the City Manager wanted to encourage · their 

participation. On N8vernber 19, 1975 the City Manager wrote a ID2JID to the 

two chiefs asking for their cooperation and outlining his desires for · .their . · 

professional input~ This mem::, was very important in that it was to set the 

nood of the study with its twofold purpose. One purpose was to subtly 

express the importance of the study while trying to develop a positive 

attitude of the chiefs. The mem::, read as follows : 

..... I am very pleased with your interest and positive attitude 
in this regaro. You are well acquainted with the City Council's 
broad interest. I am certain that their interest can be 
implemented by a truly rreaningful program. It is indeed refresh
ing that your views transcend traditional lines of fire and police 
services. It has become quite apparent in recent years , and will 
be even more so in the future, that a new approach is desirable 
from an economic and effectiveness standpoint •..•. 

. 10 
The second purpose of the City Manager's mem::, was to give sorre, assumptions 

to be used and certain perimeters to be worked within, which he did by 

saymg: 

•.... please assume that all personnel in both departments. are 
willing to participate in the program. One of the IIBjor 
emphasis should be with the fire suppression capability as 
opposed to our fire rating. I feel confident from preliminary 
information that this poses no real threat to jeopardize· our 
rating ..••. 

Please do not initially overconcern yourself with finances. 
Even though initial outlay rray appear to be sizable, by and 
large it is a capital outlay and does not recur with -the 
frequency of operating costs ..... 

·11 
At present no additional personnel should be considered. 

Even with encouragement and rrany attempts at persuasion the role of the two 

chiefs evolved into positions of delineating, what cane to be known as "what 

ifs" or all the possible problems and negative aspects of consolidation 

(Appendix A). It must be said, however, that rrany problems which were 

articulated by the chiefs needed to be addressed and that even with their 



less than positive attitude they at no time tried to use any pressure to 

undenni_ne the study. It did :remain, however, with other city staff to 

gather data and develop a proposal for a public safety officer program. 
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With the police and fire chiefs working on their individual studies 

and position papers, it was necessary to b_egin reviewing other sources of 

inforrration. The first such area of . research was a review of the available 

literature on consolidated poil.ce-fire functions. It was in this one area 

where a great arrount of frustration was experienced due to the .general 

absence of any literature on public safety. Much had . been written on the 

individual ftmctions and especially in the area of police services, but 

there was little to be found on consolidation ( See Bibliography) . The 

one definitive source which did prove to be useful was a 1970 work; The 

New ·Era of Public ·safety by Harry W. More, Jr. The only other literature 

which could be foundwas _in the form of Management Informa.tion Service 

Reports of the International City Management Association. These works , 

however, usually took the form of .general case studies of ·larger cities. 

After reviewing the available literature it became evident that even though 

M:>re's work was extremely valuable, other sources of inforrration had to be 

tapped in order to provide background infornation for llirganton's study. 

On November 16, 1975 a request for informa.tion was sent to various 

municipalities outside of North Carolina which were believed to have some 

form of consolidated police-fire services. It was hoped that the City of 

M:>rganton could .benefit from the experiences of other cities across the 

United States. Visits to North Carolina cities had proved to be of great 

value in .beginning the public safety study but visits to other cities some dis

tance from furganton were prohibitive due to the costs involved. Any infonration 
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which these municipalities .could .provide was requested. Seven municipalities 

responded ( See Bibliography) Irostly wit½ brief letters containing a general 

overview of hCM their departrrents were organized. 'The cities of Oak Park, 

Michigan, and Sunnyvale, California, h0wever, provided in..,-depthstudies 

of their p:irticular public safety deparbnents. Both cities are ·large cities 

(approximately 50,000 and 100,000 population) and their situations were not 

. particularly analogous to llirganton's situation. It can be said that no 

particular policy reco:mmendations carre directly from literature ·provided 

by other cities. However, this input stimulated thought on possible 

organizational arrangements which Morganton . could utilize. In . general, . Irost 

infornation provided by other cities was infornation .on organizational 

structures and not on operations, costs, implementation problems, and other 

issues which were essential to Morganton's study. 

Consultations were important elerrents in arriving at policy recommen~ 

dations in Morganton. Internal consultations arrong all the actors, excepting 

the ·rank and. file in the police and fire departrrents, were conducted through

out the study. However, of great value .to Morganton were .consultations 

am::mg city staff and outside experts in the field of public _safety. While 

lli.rganton had .decided to conduct a study using city staff instead of 

contracting with a consulting finn, it was believed that discussions were 

. ~eeded with individuals who had sorre experience in consolidated . services. 

Assistance was given by city ITBnagers, public safety directors, the staff 

of the North Carolina League of Municipalities, the staff of the Institute 

of G:ivernrrent, ffi2lTlbers of the Political Science Deparbnent of the University 

of North Carolina and the staff of the International CityManagerrent Associa

tion (See Bibliography). These discussions were utilized as sources of 



( 
. \ -· · . 

47 

new mfornation and as sounding boards for initial program concepts. All 

individuals consulted added much to M:::>rganton's final program through their 

years of experience and expertise in the field of rrrunicipal govern:rrent anc::l 

public safety services. 

A considerable arrount of background information had been assembled at 

this point in the study, but it rrainly dealt with either .general concepts 

or particular programs of other cities. l t was·. necessary at this tine to 

take a close look at M:::>rganton's situation in order to prepare final policy 

recorrnnendations. The first area which would be examined was the area of 

police · arid fire operations. These operational . reviews took the form initially 

of attempting to determine exactly how police officers and firemen spent 

their tirre. in police work, since employees work eight-hour shifts, and 

the rrajority of tirre is spent on preventive patrol, it was difficult to 

ascertain accurate time utilization studies. In the fire deparbnent, 

however, these operational studies were very significant s:ince firemen work 

twenty-four hour shifts and have a large arrount of unproductive time. 

Statistics of the tirre of day when fires and police calls occurred were 

gathered :in order to help determine possible times of heavy_work load for 

both functions. F:inally, in the operational study, rraps of the city of 

l"brganton were utilized to pinpoint the locations of fires, and police calls 

:in order to better deploy public safety officers. 

Any program developed for police-fire consolidation cannot be instituted 

with data but must be instituted by available personnel. The city of 

l"brganton' s work force was the next area of study. Information had .to be 

obtained as to the mnnber of . personnel per shift, the number of . personnel 

needed to drive fire trucks to a fire scene, the number of police officers 
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needed to patrol the city dur.ing a major fire, and mmy other areas of 

mm:[X)Wer concerns . . There was also a IIRlch needed analysi1;; of M:>rganton's . 

work force of an intangible nature. Given that a proposal could not include 

any additional personnel, it had to be antici!)ated how existing personnel 

would react to consolidation functions, how mmy volunteers could be 

expected, and what type of incentives would be necessary to encourage 

volunteering. 

To .begin with, the public safety study was conducted without any 

considerations of initial costs. It was anticipated, however, that over the 

long term, cost savings were possible and also that at the initiation of the 

program, large arrounts of funds would be .necessary~.for salaries, equipment, 

training, etc. As time passed, cost savings was not the pr:inary reason for 

consolidated services but rather . service advantages, IIBking firemen rrore 

productive; and fully utilizing employees.' abilities became primary 

considerations. There was a cost consideration, however, for the initial 

proposal, in that a certain sum of m:mey had been found which could . be 

allocated . to the implementation of a new program. The final proposal, 

therefore, had to .be worked within given cost limitations. 



CHAPI'ER VIII 

FINDDJGS 

After reviewing the available literature on :p:)lice-fire consolidation, 

studying other cities' programs, and consulting with experts in the field, 

one crucial finding came about; consolidation could work. In this regard 

it was found that a public safety officer could be proficient in both 

:p:)lice and fire duties. It became apparent that it was often all too easy 

to underestinate the ab1lities of rrrunicipalities' personnel. · Most of the 
. . . . 

"what ifs"which opponents of consolidation fear never come about. Rarely, 

if ever, do a major crllile and a major fire occur at the same time. Depart

ments are also able to find . adequate training time; These reviews further 

emphasized that the basic concept of a public safety officer was sound. 

:t-bst cities that had such a program had never abandoned the program due .to 

serious flaws :in the concept. The lesson to be learned from other cities 

was that oplX)sition could .be expected especially from the fire .deparbnent 

since consolidation was such a radical departure from the traditional 

structure. Alm:>st 1IDiversally where a consolidation prolX)sal was defeated 

or a program abandoned in a rrrunicipality, it was due to pressure from 

organized employee groups and politicians being influenced enough to voice 

their opposition, If Morganton was to learn anything fro~ this portion of 

the study, it was that consolidation was a structurally sound program but 

that the implementation plan was extremely important. It would be necessary 

to gain support from employees and not to cause organized oplX)sition. The 
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final proposal could not be threatening to the employees , but rrrust be 

attractive by using tangible :incentives and assurances that no employee 

would be forced into the program or 'WOuld lose employrrent with the city due 

to the adoption of a consolidation program. 

The findings of the study in the area of operations revealed the 

availaple time for additional ·duties and the general areas of deployment of 

IIEI1power. It was discovered that approx:i.nately one-third of a police officer's 

time was actually being spent answering calls for service. The great majority 

of officers' time was spent on preventive patrol where an officer could 

become cognizant of fire hazards and be prepared to fight fires. It was 

already routine to dispatch patrol ·cars to fire ~Qe~es. In the fire .depart

ID2nt less than 2% of firemen's time was found to be spent actually fighting 

fires and in fact approximately 60% of their time could be classified as 

unproductive (Table X). If a program could be developed to better utilize · 

the time of employees in public safety, a distinct advant_age would accrue. 

Fire operations were analyzed in other areas and this proved to be 

revealing. It was determined that 49% of the calls answered by the fire 
12 

deparbnent were either false alann, standby, or nonfire .rescue. Iurther 
. 13. 

data revealed 42% of all calls .were for either grass or car fires. 

-These calls combined with smoke scares; and other small fires, accounted for 

approximately ·gs% of all calls which were being taken care of by a single 

pumper truck. In the fiscal year 1975-1976 only fifteen fires out of 

285 calls in the city of Morganton had over $500 worth of damages; and four 
. 14 

of these .were car fires. These findings indicated that .certain advantages 

could accrue by having a public safety officer patrolling in a specific 

area in a car equipped for firefighting. It was reasonable to assume that 
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many of the car, grass, and other small fires could be put out by the 

extinguishers each patrol car was equipped with. In those cases where a 

false alarm had been sounded a public safety officer could alert the fire 

apparatus therefore saving the running of a heavy piece of equipment. 

Maps of the City of P..organton were used to plot fire and police ¢.alls 

in order to facilitate effective utilization of personnel (Appendix B). 
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It was known that there would .be a limited number of public safety 

officers initially so their deployrrent was essential to effect the hoped-for 

service advantages. This plotting of calls showed that rrost calls for 

public ·safety services were in the central portion . of town. Based on this 

data it was decided to create an expanded central .business district beat 

to be · patrolled by a public safety officer. Additional public safety 

officers would be ·patrolling the rerrainder of the city which was divided 

in half ·intoeast ·and .west side district .beats. 

Organizational studies of other municipalities showed that rrost consoli

dated public safety programs had a public safety director. This director 

was responsible for both fire and police deparbnents and normally had a 

chief or other ranking officer .working .for him in each functional area. 

After reviewing Morganton's organizational needs, it was decided to ·naintain 

· dual supervision through the police and fire chiefs for two primrry rep.sons . 

First, Morganton· is a snall · city with much sinaller .police and fire depart

ments than other cities studied. It ·was believed that a "super .deparbnent 

headll was ·not needed due to size and monetary considerations. Since furganton 

currently had two chiefs, it would be expensive and unnecessary to create an 

additional costly position when the operations of a snall number of men 

could be supervised by police and fire personnel. 
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A second consideration for rrainta:ining dual supervision was IIDrale. 

It was felt that by hir:ing a director to supervise two existing chiefs. 

or by p:rorroting one of them, rrorale p:roblems would certa:inly arise. 

· The Publiq Safety Officer Program was new and needed all the possible 

support it could receive and did not need any actions which could prove 

to be devisi ve. The alternative was to TIBke both chiefs feel the 
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p:rogram was their p:rogramand that it was their responsibility to supervise 

the public safety officers when they were assigned to either the police 

or. fire departrrent. 

On an operational basis, supervision was retained with the police 

sergeants and lieutenants and the fire lieutenants_. arid captains. When 

public safety officers are performing police functions, they are responsible 

to police supervisors and when performing fire functions, the:/ are 

responsible to fire supervisors. This arrangem2nt was utilized to take 

advantage of experienced supervisors in both departments who were not 

interested :in .becoming public safety off:1.cers. Additionally, by rna:in

tain:ing a cadre of firemen on twenty-four hour shifts, supervision was 

needed in both police and fire functions. 

The f:indings of the IIBhpower study p:rovided .for the rrost discussion 

dur:ing completion of the p:roposal. Fire fight:ing requires that enough 

nen .rerrain in the station to drive the apparatus, direct the fire fight:ing, 

and at least on the first pumper have a fire fighter present. Shifts had 

two officers, five drivers and two to three fire fighters. It was decided 

that s:ince officers and drivers needed to rerrain in the fire station, 

exist:ing fire fig_hters would be encouraged to apply for public safety 

officer positions. These officers would therefore be the fire deparbnent's 



fire fighters when a call for service was received. 

A determination had to be ma.de in the course of the study as to 

whether or not twenty-four hour shifts would be ffi3.intained in the fire 

deparbrent. It was decided that twenty-hour shifts should be maintained 

s:ince a public safety officer program itself was a controversial concept 

with firerren; therefore, changing from their prefeY'r"Bd twenty-four hour 

shifts to eight-hour shifts could possibly cause an uprising in the fire 

deparbnent. Further study of this issue . revealed that parity in pay 

with the police deparbrent would have to be given to firemen should 

eight-hour shifts be adopted. 'This would have taken a considerable 

arrount of m:mey without any noticeable benefits such as mcreased produc-

. ti vi ty or traming. 

The police .deparbnent's need was simply to have ample public safety 

officers on duty so that if a large fire should occur enough officers 

.would reffi3.in on non-fire duties to provide police protection for the 

rerrainder of the city. The police department therefore desired a large 

nurriber of public safety officer recruits to come from the fire deparbnent. 

The key for meetmgthe needs of both departments was to find the proper 

mix of fire and .police .volunteers which would keep an adequate nurriber of 

. personnel in the fire station while at the same time deploying a large 

enough contingent of public safety officers working eight-hour shifts to 

.be able to £:ight fires and to cover the city with police protection. All 

of this had . to . be done with existing personnel. 
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Manpc::Mer studies further showed that the possibilities of support for 

a new public safety program by the employees of Morganton was excellent. 
. . 

As alluded to earlier (Tables XI and XII)~ members of the police and fire 
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deparbnents were young and well-educated. These factors would, it was 

hoped, preclude any organized opposition which usually comes against 

consolidation from :\::>ld tirrers II who have nowhere to go in a deparbnent. 

Recent competition for pro:rrotions had been fierce and a means for career 

dev-eloprnent was badly needed. As is usually the case, this type of 

individual also is constantiy looking forrrore compensation for his services 

and m::metary inducerrents were believed to be extremely effective m obtain

ing volunteers. 

Throughout the stucty, employees learned of the possibility of 

consolidation. S:urPrisingly, the employees, especially young f:i.renen, 

began talking very favorably of such a program. Rum::>rs .floated around the ---· - -· . . 

city organization that rrany firemen were ready to volunteer. This informal 

:infoTIIB.tion was crucial in trying to determine the possible rn.nnber of 

vollmteers, and it was crucial to the final adoption since this point could 

be conveyed to the City Council's Finance Committee who had_the responsi

bility of .reviewing and recommending action to the entire City Council. 

Cost estima.tes revealed that a substantial arrount of rroney ($35,000) 

would have to be spent to begin a Public Safety Officer PrDgram. The 

rrajority of the funds would have to be expended on equiprrent and salary 

increases (Table XIII) while the rerrainder of the funds would be expended 

on such i terns as trainLrig and uniforms . There was a potential, however, 

-for long term cost savings in that population increases or annexations 

would dictate increases in personnel. Under a consolidation plan one 

employee could be hired instead of two for police and fire duties. The 

need for more fire fighters was expected to increase because the City 

Council had p:rohibited the addition of any new volunteer firemen. As a 



Salary 
Grade Minimum 

8 $ 7,120 

10 $ 7,840 

12 $ 8,649 

l 

TABLE XIII 

SALARY COMPARISONS 

Range . 
Maximum 

$ 9,086 

$10,002 

ll,029 

Classification 

Firefighter I 

Firefighter II 
Police Officer I 
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Police Officer II 
Public Safety Officer 
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number of vollmteers would leave; full time paid personnel were being hired. 

A public safety officer could be hired, thereby additionally benefiting 

p::,lice services. Even with the short tenn costs it was believed that if 

nothing else, simply increasing the productive time of police and fire 

personnel would provide a cost advantage over the present service delivery 

system. 



CHAPTER IX 

.AOOPI'ION 

At a meeting of the Morganton City Council on August 2, 1976, a 

Public Safety Officer Progr:iain was fonnally adopted on a three to one vote 

(Appendix C). This prograin provided for six positions from the fire 

deparbnent and six positions from the police department being reclassified 

as public safety officer positions . · These positions would be filled by 

existing personnel with six employees corning from each department. Total 

available police personnel on each of the four police shifts would therefore 

increase from 4. 75 men .per shift to 6. 25 men per shift. Total .available 

fire personnel t,;auld likewise increase on each of the three fire shifts 

from 7.33 men .per shift to 9.33 men per shift (Table XIV). All public 

safety officers would .be extensively trained in both police and fire 

services and would work the regular .police eight-hour shift. Additional 

compensation was granted on a .sliding scale equal to that of Patrolman II 

with the exact salary determined by number of years worked with the city. 

The total budget called for an initial expenditure of $35,000 (Appendix D). 

The adoption of the Public · Safety Officer Program came about after much . 

strategy had been employed. It was .felt that due to the volatile situation 

which might occur, the study needed to be conducted as unobtrusively as 

possible. Infoms.tion was not made public or shared with city employees 

other than those conducting the study. · Due to the rBlationship of one 

councilman to the police and firB department?, it was important not to share 
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Prior to P.S.O. Program 
Initial Program (Aug. 1976) 

Prior to P.S.O. Program 
Initial Program (Aug. 1976) 

TABLE XIV 

MANPOWER 

REALLOCATION OF POSITIONS 

Police Department 
Patrolmen P.S.O.'s 

19 
13 6 

AVAILABLE PERSONNEL 

Pol~ce Department 

Total 

19 
25 

Per Shift 

4.75 
6.25 
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Fire Department 
Firefighters P.S.O.'s 

Total 

22 
28 

22 
16 

Fire Department . 

6 

Per. Shift 
In Station 

7.33 
5.33 

Total 

7. 33. 
9.33 
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inforrration even with the entire comcil until it was absolutely necessary. 

The City of Morganton generally receives good press from the locp.]_ nedia, 

but participants were not sure how a radical departure from the status quo 

which necessitated a large sum of rrori.ey would strike the press. Too often 

political :rhetoric had defeated prop'.)sals in other :municipalities before 

the program was given a chance and, therefore, there was an attempt m 

Morganton to avert such a damaging situation. 

Unfortmately, finalization of the consolidation study and its consider

ation was postponed numerous times due to the fact that it coincided with 

preparation of the 1976-77 annual budget. It took from October of 1975 to 

August of 1976 to have a proposal adopted. The timing of the final passage 

was significant, however,· since there· were three vacancies in the fire 

department. Turnover .in this depariJnent was practically nonexistent so · 

vacancies were rare. It could not be accurately anticipated as to how 

IIEnY qualified recruits would come from t-he fire departrrent, but with 

vacancies, if there were not six qualified recruits, new employees could be 

hired for public safety positions. With these recent vacancies the fire 

department was short of persomel and therefore the timing of passage was 

crucial. 

A final strategy in passage was the belief that once .the proposal was 

nade public, it was necessary to act quickly to implerrent a program. If 

a program was introduced and postponed, there was the chance of sorre form 

.of organized political opposition arising. In order to expedite the 

p::>litical process, copies of the proposal were presented to each rrernber of 

the entire council following the Persomel-Finance Corrunittee's approval. 

City staff then individually discussed the program and the necessity of 
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passage on first reading with all but one councilrian. The one councilman 

who did not IIBke him.self available was the one who possibly could take 

opposition to the program because of his past relationship with the fire 

deparbrent. In the individual discussions with all of the other counciJ.rren 

their support was given and an understanding was reached as to the irrportance 

of passage at the .next City Council meeting. It was generally agreed that 

although they did not like split votes, they would bring the issue to a 

vote and pass it regardless of the disposition of the one uncertain councilrran. 

Imnediately following adoption, all personnel in the police and fire 

deparbrents .were brought together to e}..'Plain fully the program and to allow 

for all questions which employees had to be answered. Assurances .were 

. given that no employee would lose his job or would be forced into the 

program and any employee .selected as a public safety officer could IIDVe 

into a supervisor's position in either departrrent. After these meet:ings, 

applications .were taken. One assumption of the study held true. There was 

a great arocnmt of interest within the police and fire departments . There 

.were thirteen applications from the fire deparbrent for the six positions 

allotted to that department and fourteen applications from the police 

department for their six positions . 

. Selection of the twelve public safety officers was done by the Police 

Chief, Fire Chief, and Assistant City Manager acting as a .selection 

corrrni ttee. Evaluations, training, recorrrrnendations of supervisors, and 

personal interviews .were the ·tools used by the selection committee to IIBke 

their choices. The twelve who were prorroted to public safety officers 

proved to be the young, well-educated employees (Table XV) . They were 

JTDSt certainly influenced into becoming public safety officers by salary 
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TABLE XV 

PUBLIC SAFETY OFFICERS PROFE.ES 

AVERAGE AGE: 

EDUCATION: 

27.33 

Level 
High School 
Working on Associate 
Associate of Applied 
Bachelor of Science 

AVERAGE YEARS OF PRIOR SERVICE 

Department 
Patrolman I 
Patrolman II 
Firefighter I 
Firefighter II 

Total 

PRIOR POSITIONS: 

Position 
Patrolman I 
Patrolman II 
Firefighter I 
Firefighter II 

Total 

SALARY INCREASES: 

Prior Posi tiort · 
Patrolman I 
Patrolman II 
Firefighter I 
Firefighter -II 

Total 

Number 
5 

of Applied Science 3 
Science 3 

1 

Avera. e Years of Service 
1.81 
4.14 
1. 74 
5.42 

2.66 

Number 
:3 
3 

.5 
1 

12 

Average Percent Increase 
10.16% 
11.92 % 
28.13% 
21.73% . 

19. 08 % 

61 
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mc:rBases; however, they .were enthusiastic about beginning their new ·duties. 

Recruits frDm the fire deparbrent were enrulled in a week basic school at 

Western Piedrront Corrnnuni ty College. Recruits from the police . deparbrent 

received one week of traming at the furganton fire department followed _ 

by two weeks at a fire school in Wilson, -North Can:>lina. Following this 

· traming, in wh_ich all new recruits excelled, M:>rganton' s Public Safety 

Officer Program officially began operations on October 2s; 1976. 



CHAPTER X 

SUMMARY 

Many factors were involved within the organization of the City of 

M:::>rganton and within its rationale for a public safety study. 'The 

progressive nature of the Morganton City Council and the youthful and 

well-educated police and fire departments were characteristics which 

facilitated a partial consolidation of public safety services. , Service 

advantages were emphasized rrore than cost savings_ as a rationale for ---· - •. • 

change. Because of this attitude the program was nruch easier to sell 

with the public and with existing employees. Several other lessons were 

also learned in Morganton. 

Any study of service consolidation ma nrunicipality should begin 

with reviews of the literature and with a ',look at what other_ nrunicipali

ties have done or are doing. This portion of a study is needed but is very 

limited and is not the rrost critical area. A comprehensive study of the 

lT!Ui1icipalities' own operations, manpower, costs, and political. environment 

is essential. 

A final characteristic of the Morganton plan was that it implemented 

a Public Safety Officer PrDgram and not a plan for complete consolidation 

of the two deparbnents. The proposal was short-range and did not have such 

features as five-year goals or plans. It was also a broad general prop:::,sal 

which allowed for administrative details to be worked out by the actors 

involved as the program was to progress. In the final analysis, the 
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proposal fora Public Safety Officer Program which was adopted by the City 

of Morganton nay be the type othermt.micipalities need to look to, in that 

it is a flexible and dynamic program much like the very nature of our 

rrodern cities. 



CHAPTER XI 

EPILOGUE 

In the year and a half since the initial consolidation program was 

adopted, at .least one basic assumption of the study has proved to be 

correct. Morganton' s Public Safety Officer Program has been dynamic and 

flexible as evidenced by two expansions of the program with one coming 

about as the . result of a City Cmmcil study. 

Shortly after public safety officers became __ Op€=rationai ·in October 

of 1976, it became apparent that it would be desirable to expand the 

program. Three officers per shift simply were not enough to ·cover the 

entire city~ given that vacation, sick leave, and court time had to be 

taken. Morale begari to be a problem from the standpoint that many indi

viduals in each deparbnent were very anxious to .becrnre public safety 

officers. All indications were that the program had been successful 

through its first two m:mths, and no major opposition had arisen. The 

program was well received by the public due mainly to initial .performance 

of public safety personnel and the excellent exposure given the program 

by the press (Appendix E). 

In January of 1977, a recommendation was formulated by staff and 

discussed with the City Council's Finance and Personnel Comnittee. The 

recommendation was to increase the nurriber of public safety officers from 

twelve to twenty with seven positions being reallocated from existing . 

police positions and one position being reallocated from the fire department. 

- 65 -
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This recommendation justified the expansion by delineating the success of 

.the program and the necessity of rroving forward at that point in time 

(Appendix F). It was unfortunate that the proposal only allowed for one 

additional fire position; however, it was felt all other fire personnel 

needed to rerrain in the station to drive trucks to the fire. 

At the February 7, 1977 City Council meeting, the staff's proposal 

was adopted unanirrously and the program was expanded. In much the same 

nature as in the initial recruiting process, ample applications were 

received from existing fire and police personnel. Fourteen applications 

were received for the one fire position and thirteen applications were 

received for the seven police positions. Foll0v,1ing a selection_process 

similar to the process used at the onset of the program, eight new public 

safety officers were selected with one being the first ferrale in the 

program. 

No rrajor problems occurred, with the possible exception of not enough 

training t:ime, until June of 1977 when a city council.rrB.n, who had origi

nally voted against consolidation, called for a City Cotmcil investigation 

of the program due to rrorale problems he had heard of. The Mayor ref erred 

the natter to th_e Finance and Personnel Corrnni ttee for study. This conmi ttee 

undertook an intensive study. It interviewed public safety officers, police

men, firemen, and the councilrran who called for the investigation. The 

findings of _the corrrrnittee were that the program did work and that it should 

not be abandoned. They did suggest returning two dissatisfied public safety 

officers to the fire department, rrore direct involvement by the City Manager, 

and the creation of three additional positions. The three new positions 

would allow the public safety officers who were formerly firemen and were 
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dissatisfied with .working rotating eight-hour shifts to return to the fire · 

· deparbnent. This would provide for more personnel in the fire station at 

all times. 'This recorrrrnendation came about due · to the efforts of the fire 

chief who said he could not operate with only drivers and officers, but also 

needed a tailboard man on the first piece of apparatus out of the station. 

Followii1g presentation of their findings, the Finance and Personnel 

Comnittee worked closely with city staff in developing specific recorrrrnendations 

for improving the program and presented them at the October 3, 1977 City 

ColIDcil meeting (Appendix G). The City Council lIDaniITDusly approved the 

Finance and Personnel Comnittee 1s recorrnnendations with even the city council

man who called for the investigation voting for the new expansion. 

As implernented these changes involved creating two new fire fighter 

positions and one public safety officer JX)Sition. In addition~ one existing 

fire fighter position and two existing JX)lice officer JX)Sitions were reallocated 

as public safety officers thereby bringing the total number of public safety 

officers to twenty-four (Table XVI). Fire .department manpower in the station 

was also supplemented with four public safety officers. Four public safety 

officers are now rotated into the station each month to work on regular fire · 

.department twenty-four hour shifts. This schedule means that once every 

six months a public safety officer spends a month training and working side 

by side with f:irernen at the station. It is hoped that ·this arTangernentwill 

provide for more training time and help develop some esprit de corps with 

the fire personnel. . The latter has been a problem since the JIB.jority of 

public safety officer's time is spent in JX)lice work. 

In accordance with the original premise that Morganton's program would 

.be flexible, meetings were held periodically with all employees affected by 



Prior to P.S.O. Program 
Initial Program (Aug. 1976) 
January, 1977 Expansion 
October, 1977 Expansion 

Prior to P.S.O. Program-
Initial Program (Aug. 1976) 
January; 1977 Expansion 
October, 1977 Expansion 
January, 1978 Rotation 

and Training 

TABLE XVI 

MANPOWER 

REALLOCATION OF POSITIONS 

Police Department 
Patrolmen P.S.O.'s 

19 
13 

6 
4 

6 
13 
15 

AVAILABLE PERSONNEL 

·police Department 

Total Per Shift 

19 4.75 
25 6.25 
26 6.50 
28 7.00 

28 6.00 
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Fire Department 
Firefighters P.S.O.'s 

Total 

22 
28 
35 
40 

40 

22 
1-6 
15 
16 (1 new 

position) 

Fire ·nepartment 

6 
7 
9 (2 new 

positions: 

Per Shift 
In Station Total 

7.33 7.33 
5.33 9.33 
5.00 11.66 
5.33 13.33 

6.66 13. 33 
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' 
consolidation. These meetings proved to be of great value in Morganton since 

mrking public safety officers could provide much information on deployment 

patterns~ needed equipment and .desirable policy. Supervisors in the police 

and fire departments meeting together were able _to work out many problems 

before they occurred in the field. Because much has been accomplished in 

joint work sessions, we · plan to continue them. 

At this point there appear to be no JIB.jar obstacles in our path and 

public safety should continue .to :improve in operation . . As has been evidenced 

in the past .year and a half, consolidated services do work in a small comrrnmity. 

As problems occur, the City of .Morganton will take the necessary steps to insure 

continued success of this program. 
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APPENDIX A 

MEMORANDUM 

TO: · Assistant City Manager 

FROM: Chief of Police 

· SUBJECT: Public Safety 

As we approach a decision on whether or not to implement public safety 
officers, I am concerned about the following: 

1. Will public safety officers be as efficient as the present 
system? At present we have one of the lowest crine rates of 
any city of comparable size in North Carolina. I am aware 
that we must look at both econOIT\Y and efficiency as this 
decision is made. 

2. Duel supervision of public safety officers could present a . 
problem. In addition to who the officer is responsible to 
at a specific tine, vacation, days off, and training will 
have to be very closely coordinated am:mg police, fire and 
public safety officers. 

3. Can we afford to train public safety officers enough to keep 
them efficient in both fields? 

4. How will police safety be provided during a serious fire? 
Will public safety officers be required to :answer fire alarms 
and if so, how will you handle people on night shifts , etc. ? 

·s. First line supervisors will not be public safety officers . 
When disciplinary action is required, evaluations, or merit 
raises, how will a supervisor, not trained in public safety, 
evaluate and discipline these people? 

6. It is 1f!Y opinion that if this program is going to work, we 
.rnust have enough experienced people to volunteer for the 
program to start. If experienced volunteers are not available, 
we could find ourselves with all rookie public safety officers. 

7. Some fireITP-.n who vollmteer for the program might not be able to 
pass state standards for police officers which will be required. 

8. Fire contracts with industries and institutions outside the city 
could take public safety officers out of the city for ari 
extended period of tine. 

9. Would public safety officers be required to respond in a situation 
where the Morganton Fire Department was requested to give needed 
aid to another fire deparbrent? · 
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APPENDIX .A 

.MEMORANDUM 

TO: Assistant City Manager 

FROM: . Fire Chief 

SUBJECT: Public Safety 

1 have looked at every possible aspect to rrake the P.S.O. concept work 
with the existing personnel. There are fifty-three men in both the 
. police and fire departrrents that could be ronsidered. However, the 
fifty-three would have to be divided into four shifts, IIBinly the 
twenty-seven that are firerren, wluch would give us only thirteen men 
• per shift to rover both depa:rbrents. The very nrininrum that the fire 
deparbrent could get by with would be six per shift, and likewise 
with the police deparbnent, which would take twel~e men per shift for 
the two departrrents with one swing man. In order to.keep one man on 
duty armmd the clock, it will take five men, so by this alone you can 
see that it would take sixty men to keep twelve men on duty around the 
clock. We have only fifty-three to work with at present, so you can 
readily see that we do not have adequate lTBilpower to put such a 
program into operation at the present time. 

I have looked at the P.S.O. concept from the angle of putting six of 
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our men on eight-hour shifts) which would give us one man per eight
hour shift with two swing men. This concept would allow trained drivers 
to be on duty , working twenty-four on and forty-eight off, 
with the six working eight-hour shifts. With this concept, however, 
trie drivers could not take vacations and holidays , and if they did, we 
would have to pull a P. S. 0. off the street. As you know, we have five 
first line pumpers that must be ITBI111ed at all times . With the five 
drivers, I would want one officer to be stationed at headquarters. 
There would be no officer for the Carbon City Station, only two drivers. 

Another aspect we must consider is would all the men that would be 
.eligible·for P.S.O. be trainable to handle a fire truck, to pump the 
•right pressures, to shift the gears, etc.? There is no comparison with 
a car versus truck. We have. men now who do not have the coordination to 
function under emergency conditions as a pump operator, but they make 
good fire fighters. The morale of this departrrent is good, the turnover 

· has been low, and I would not want to interrupt the team efforts for 
change sake alone. 

Another problem we would be faced with is the outside fire protection we. 
are responsible for. These P.S.O.s would be required to respond. This 
would take car and driver out of town, and I am afraid this would cause 
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.APPENDIX A (Continued) 

problems because four of the P.S.O.s would respond, leaving only two to 
cover the City, which., I am sure you would agree, would not be adequate. 

If in 1977 the law is passed, we will be required to reduce the working 
hours from 216 hours in a 27-day work period to 200 hours. This we can 
handle with no sweat. This could be done by letting a IIBn off each day 
at 4:00 p.m. This way no overtime would accumulate. We have the 
resources to make a program work, but with no more men than we have, 
there is too IIR1ch left to chance. I am trying to build - not tear down. 

To hire nine men for an additional shift would cost the taxpayer some 
$67,000 at the rate of pay for P.S.O., not counting equipment, training, 
and uniforms. As we are now, and if there was overtime to pay, the cost 
to the taxpayer would be somewhere around $68,000. Now these are all 
ball park figures and could be nnre or less. We now depend on the 
firemen working on their off time to compensate their salary, and with 
an eight-hour shift, this could not be done. 

-------
Should you and the Council desire to initiate the P.S.O. we would make it 
work sorre way. It would be IT\Y recommendation to have each deparbnent as 
they are now, and as we hire new people, train them to be P. S. 0. s along 
with those we could spare who are now on the force. In this way we could 
work into the program without breaking the team. effect, which we now have, 

. and keep the IIDri3-le high and the turnover low. 
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APPENDIX ._C 

ADJPTION OF PUBLIC SAFE'IY OFFICER PROGRAM 
AUGUST 2, 1976 
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(B) Report on Public Safety Officer Program - The Manager stated that 
D:iug Bean had prepared a report on the Public Safety Officer Program. The 
program will off er better public safety service to the citizens , particu
larly in regard to long-range planning.- It is IIDst economical from a 
service standpoint, especially with future cost in mind. This will take 
advantage of the talented personnel we have in both Police and Fire 
Deparbnents. As the coJTIIIllITlity gruws, this program can address itself to 
needs for services. In the fall of 1975, the City Council directed that 
this program be reviewed. It is now recommended by the Personnel and 
Finance Committees, the Assistant City Manager, the Fire and Police Chiefs, 
and the City Manager. The program would be a joint venture of both Fire 
and Police Deparbrents. The report is an overall plan, with the program 
to be implemented and details to be worked out adrninistrati vely. The 
program is flexible and will be irnplerrented based on needs and City 
personnel. --------

Doug Bean stated that he visited Durham, which has a Public Safety Officer 
Program. He rode with a Public Safety Officer and talked with new recruits 
and other people. He found from contacts with public safety officers that 
they have a lot of pride in the program and are big advocates of the 

. program. They are proud of their ability to handle both jobs successfully. 

Councilman Saunders stated that he only received the report on Thursday. 
He read it last night. He had not studied it and did not mow enough about 
this program to vote on it tonight. · 

Councilman Lambeth stated that it is important that we proceed tonight in 
order to give both chiefs an opportunity to begin staffing for the program. 

The Mayor stated that the proposal calls for 12 men - 6 from the Police 
Department and 6 from the Fire Department, and one car for the program for 
this fiscal year. 

The City Manager stated that funds are available in this fiscal year for 
the additional capital outlay for the program. 

Councilman Lambeth rroved that the City Council adopt the concept of the 
Public Safety Officer Program and instruct the City Manager to proceed 
with carrying out the program immediately. Cm.mcilman Turner seconded the 
ITDtion, and it carried, with Councilman Saunders voting no. 

City Council of the City of Morganton Minute Book No. 14, pp. 262, 263. 
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APPENDIX D 

PROPOSAL FOR A PUBLIC SAFETY PROGRAM 
FOR THE CITY OF MORGANTON 

77 

Pressures on a modern city like Morganton for municipal services will 

normally take two primary forms. The function of public safety is no different 

than any other function within a city in that these pressures of, one, main

taining a high quality of service and, two, holding costs to a reasonable level 

are present. It is the task of city officials to develop programs which will 

deal with these pressures which often are contradictory in nature. 

It is in the spirit of developing programs to maintain quality services at 

reasonable costs that we present herewith our program for a partial consolida

tion of police and fire duties into a Public Safety Officer Program. Our specific 

program is as follows: 

I. Six positions from the Fire Department and six positions from the Police 

Department will be redesignated as Public Safety Officer I. 

2. These positions will be filled by: 

a. Competitive selection from fire and police volunteers. 

b. New h1res from the five current vacancies in the Fire and Police 

Departments. 

c. An equal number of six volunteers and/or new hires from each department. 

3. The twelve Public Safety Officers will be trained extensively in both fire 

and police duties and minimally in first aid. (See Appendix A) 

4. Public Safety Officers will work regular eight-hour police shifts under the· 

direction of the Chief of Police and will operate on police patrol until a 

fire alarm is sounded and then will immediately proceed to the fire and 

undertake firefighting duties under the direction of the Fire Chief. 

5. Training time will be provided for extensive in-service fire and police 

training. 
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6. For approximately one year, Public Safety Officers will ride two to a 

car so that an experienced firefighter and an experienced patrolman 

can be "teamed" together, thereby providing an opportunity for additional 

on the job training. · 

7. An initial capital outlay will have to be made for salary increases, one 

additional patrol car, miscellaneous equipment, training, etc. (See 

Appendix B for Cost Analysis.) 

8. Civilian employees will voluntarily be trained in traffic control and 

communications to augment existing forces on an emergency basis. 

9. The program will be a pilot program and may be expanded or reduced as 
-..;:..._ _ . ____ _ 

slowly or rapidly as we see fit. 
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The primary objectives of the proposed Public Safety Program are to provide 

for better public safety services at economical costs and to provide our personnel 

with an opportunity for professional development. 

Better service, we believe, can be delivered through this Public Safety 

Progr_am since on duty strength of both police and fire will be increased. With 

twelve men on the P.S.O. (Public Safety Officer) program, three men will be 

assigned to each of four shifts. The Police DepartPent will have additional 

patrol coverage for each fireman who is now a P.S.O. on a particular shift. 

The Fire Department will have additional. firefighters f.or each police officer 

who is now a P.S.O. on a particular shift. Under our existing departments, in 

order to increase manpower around the clock by one, it would be necessary to 

hire three men in the Fire Department and four men in the Police Department. 

With a twelve man force of P.S.O. 's there would still be enough firemen 

remaining in their traditional roles to drive all necessary apparatus to a fire, 

have a fire officer in command, and have one firefighter on the first truck 

responding. Enough traditional policemen will remain to handle all police 
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( · , • · functions during a fire when P. S. 0. 's would be under the direction of the Fire 

Chief. 

Better public safety services will be del;i.vered also by P.S.O. 's responding 

to fires in police cars more rapidly than fire apparatus due to the fact that 

they are more maneuverable than fire trucks in town, and they may be patr:olling 

in the immediate vicinity of a fire when the alarm is sounded. By being on the 

scene earlier with extinguishers and firefighting gear carried in a patrol car's 

trunk, the P.S.O. may be able to extinguish a small fire, conduct lifesaving 

operations, send back the trucks on a false alarm, prepare the hydrants for the 

trucks, and any number of other duties to expedite the proper handling of a 

situation. 

A P.S.O. program is a program which will meet another objective in that it 

will be an economical way of increasing city services. Economies can be re.alized 

in the fact that initial costs are mainly capital items and not recurring 

expenses. With each P.S.O. who is put on duty there is in essence an increase 

of one man for each department without the cost of salaries for two men. Time 

studies indicate that less than 2% of a fireman's work is spent fighting fires, 

and approximately 25% of a policeman's time is spent answering calls. A P.S.O. 

program would make more efficient use of personnel time and therefore provide 

more output without additional expenditures for new personnel. 

Initial costs savings may not be realized; however, long term savings will 

come about given the framework developed in this proposal. In the coming years 

with population growth, industrial growth, and should there be any annexation, 

there will be a need for additional personnel in both the Fire and Police 

Departments. With a P.S.O. program, one man can be hired to work in both areas 

whereas in our existing structure, two men would need to be hired, thereby 

saving money without sacrificing quality services. 
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The City of Morganton has a unique and envious situation which further leads 

us to this proposal for · a P.S.O. program. That situation is the youth, education, 

motivation and. general quality of our personnel in the Police and Fire Depart

ments. In both departments, it can be seen that our men are young, well-educated 

and trained, and are career-motivated. It is important that the city continue 

to compensate these men highly in order to keep them, but even more importantly,. 

to provide for car·eer development and meet their personal needs to grow in a 

job. Many young men in the existing Fire and Police Departments see promotion 

as virtually impossible since even the officers are extremely young. 

A P.S.O. program is especially suited for the City of Morganton's envious 

personnel situation. P.S.O. 's would be highly trainecCaiid therefore be a 

challenge to our young personnel and meet their motivational needs. The P.S.O. 

concept is relative.ly new in this · area of the country and is likely to excite 

and further motivate the personnel involved. A promotional system in the future 

would be provided within the P.S.O. co~panies and thereby give personnel an 

opportunity for further career advancement. The initial salary scale (See 

Appe~dix A) is one that would serve as an incentive for existing personnel to 

apply for P.S.O. duty and attract high quality recruits. Existing firemen stand 

to gain the most in terms of percent of salary increase since in general their 

salary is lower than that of police officers. By going to a P.S.O. a fireman's 

salary would be equal to a policeman's salary who goes to a P.S.O. since initial 

pay would be based on years of service with the city. 

The concept of training one man to perform police and fire duties is not a 

new concept. The first P.S.O. program of cross-trained personnel was introduced 

in the United States with the consolidation in 1911 of the Fire and Police 

Departments of Grosse Pointe Shores, Michigan. Today, over one hundred 

municipalities of all sizes throughout the United States have some form of 



( 
\. 

81 

consolidated public safety effort. 

The proposal for a P.S.O. program in the City of Morganton is based 

specifically on Morganton's needs. Much research, however, has gone into the 

study of other cities' P.S.O. programs. Firsthand information was obtained 

from the two North Carolina cities having P.S.O. programs, Winston-Salem and . 

Durham. In these cities many advantages have come about through cross-training 

of personnel. 

It is our hope in making this-proposal that the needs of the citizens of 

Morganton can be better met. We believe that our personnel are extremely 

capable and are so motivated by an interest in their professional development 

that we can deliver Public Safety services in a truly outstanding manner. 

Now is the time to lay the groundwork which will relieve pressures placed on a 

modern city and which will achieve our objectives of quality services at 

reasonable costs. 
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GENERAL STATEMENT OF DUTIES 

Performs general duty police and fire control work as a member of a combined 
fire-police unit; does related work as_ required. 

DISTINGUISHING FEATURES OF THE CLASS 

A Public .Safety Officer is responsible for the rapid and efficient performance 
of specialized duties under emergency conditions involving personal hazard. Work 
is normally performed under the supervision of a superior officer, but the Public 
Safety Officer may frequently have to use independent discretion in emergencies. 

ILLUSTRATIVE .EXAMPLES .OF WORK 

Enforces laws and ordinances of the City of Morganton and laws of the State 
of North Carolina. 

Promotes favorable public relations in public contact situations. 
Patrols an assigned area during a specific period in a patrol car which contains 

equipment for rescue and for fighting small fires. 
Investigates suspicious conditions and complaints·; makes arrests of persons 

who violate laws and ordinances. 
Checks doors, windows, and premises of unoccupied buildings or residences in 

order to detectany suspicious conditions. 
Issues citations to traffic violators. 
Reports to fires or accidents in assigned area; administers first aid when 

necessary; gives all possible assistance and prepares necessary reports. 
Fights grass and small fires with hand equipment available in patrol car; uses 

two-way radio to call for additional manpower and equipment if needed. 
Combats fires with public safety company; conducts rescue and salvage operations. 
Drives firetruck on rotating basis; operates pumps; and uses ladders, axes, 

shovels, extinguishers, and other firefighting equipment; helps maintain equipment. 
Conducts fire prevention inspections. 

·Provides public with general information pertaining to public safety and crime 
and fire prevention. 

Participates in comprehensive in-service fire-police training. 
Performs related duties as assigned or required. 

REQUIRED KNOWLEDGES, SKILLS AND ABILITIES 

Good social and general intelligence; ability to understand and carry out 
complex written arid oral instructions; ability to analyze situations and adopt a 
quick and efficient course of action; good mechanical and technical aptitude; some 
skill in the use of firearms; ability to deal courteously but fi:i;mly with the pubiic; 
excellent moral character, excellent physical condition, strength and agility. 

ACCEPTABLE TRAINING AND EXPERIENCE 

Completion of a standard high school course or equivalent; possession of a 
valid North Carolina driver's license. 
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SPECIAL REQUIREMENT 

Refer to the North Carolina Criminal Justice Training and Standards Council 
Act and the North Carolina Criminal Justice Training and Standards Council for 
employment, education and training standards for law enforcement officers. 

July 19, 1976 



( ·. INITIAL PSO COSTS 

Car 
Radio 

. Blue light, Siren and Shotgun 
'Scott Air Pack 
First Aid Kit 
Ten Lb. Dry Chemical Extinghisher 
Ten Lb. Co2 Extinguisher 
Water Extinguisher 
One Car 

Police Gear and Training Six (6) 

Fire Gear and Training - Six (6) 

Equipment Total 

Salary Increases - Twelve (12) Men 

Miscellaneous 

TOTAL 

July 19 , 19 76 

Men 

Men 

-. 

$ 5500 
1600 

600 
515 

40 
35 
65 
50 

$ 8405 

$ 5004 

$ 4200 

$ 17609 
-----····· 

$ 15092 

$ 2299 

$35,000 

84 



FUNDING SOURCES FOR PSO PROGRAM 

CETA funds are available at least until January 1, 1976. Not knowing the 
availability of these funds, existing CETA positions which we will continue 
were funded in the 1976-77 budget. One half a year of these funds could be 
allocated to the P.S.O. program so long as 10% of the amount would remain 

85 

in the budget to pay for supplements, benefits, etc, The balance of revenues 
for the program can come from the approximate $45,000 of unappropriated 
surpluses. 

Department 

Executive 
Planning 
Utility-'rax 
Police 
Beautification 
Garage 

J1.1ly 19, 1976 

Position 

Secretary 
Administrative Asst. 
Clerk 
Meter Maids (2) 
Laborer 
Apprentice Mechanic 

Reappropriated Salary Funds 
Unappropriated Surplus 

Funded 50% 90% 

6931 3465 3118 
9090 4545 4090 
5304 2652 2386 

11688 5844 5259 
5574 2787 2508 
6448 3224 2901 

45035 22517 20262 

- 20262 
- 14738 

35000 



Salary 
Grade · 

12 

Years of 
Service 

1 

8649 

Poli.ce Science 

CITY OF MORGANTON 

PUBI,IC SAFETY OFFICER COMPENSATION 

2 

9073 

1-3 

SALARY SCALE 

Salary Steps 
3 4 

9527 10003 

3-5 5-7 

EDUCATIONAL INCENTIVE PAY 

5 

10503 

7-9 

Completion of 40 quarter hours-$ 6 per pay day - $156 Annual 
Completion of 75 quarter hours-$14 per pay day - 364 Annual 
Completion of two year degree -$30 per pay day - 780 Annual 

Fire Science 
Completion of 40 quarter hours-$ 6 per pay day 
Completion of 75 quarter hours-$14 per pay day -
Completion of two year degree -$30 per pay day -

July 19, 1976 

$156 Annual 
364 Annual 
780 Annual 

6 

11029 

9 -

86 
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ANALYSIS OF SALARY COSTS 

In order to provide data on the initial costs for starting a P.S.O. 
program it was necessary to develop a pay plan which would provide an 
incentive for existing personnel to enter the program, and to provide for 
equal pay for equal work. Several assumptions and computations were 
completed in · regard to average salary of existing police and fire personnel, 
average years of service, and projections of which personnel would volunteer. 

Pay Plan - A classification and pay plan was assigned to a PSO 
at a level equal to that of a police Officer II. This classification is two 
grades above a Police Officer I and a Firefighter II. With a pay plan, a 
man from one department volunteering would re_ceive the same pay as a man 
:from another department. The pay plan was then divided into six steps with 
approximately 5% separating each step. A volunteer would begin on one of 
the six steps based on the number of years he had been working with the city. 
For instance, a Firefighter and a Police Officer both with four years of 
experience with the city, would receive a starting salary in the PSO program 
of $9527. 

Incentive - The most advantageous way to implement a P.S.O. program is 
to man the first implement with all volunteers from our existing Police and 
Fire Departments. In order to attain this goal, the Classification Pay Plan 
has to be set high enough so that an immediate salary increase would be 
given in a sufficient amount to encourage Police Officers to take on Fire~ 
fighting duties, and for Firefighters to give up second jobs to take on Police 
duties. Since the Firefighters will be giving up the most, the greatest 
incentive needs to be given in that area, and automatically will be if 
salaries are equalized since their current pay is below that of Police Officers. 
Based on average salaries and average years of service, these approximate percen
tage increases would be given to place existing personnel on the PSO pay plan: 

Police Officer I 
Police Officer II 
Firefighter I 
Firefighter II 

10% 
9.5% 
26% 
16% 

Although the percentage increases range from 9.5% to 26%, the importance of 
providing enough incentive to recruit volunteers out of our existing departments 

-cannot be emphasized enough. The percentage increases provide the greatest 
incentive to firefighters where recruits are normally hard to attain. 

Total Costs for Salary Increases - To arrive at a total cost for salary 
adjustments which meet the above mentioned objectives, additional data was 
attained. The average pay and years of service for the existing personnel in 
the positions of Firefighter and Police Officer were computed as follows: 

Position Avg. Salary Avg. Yrs. of Service 
Police Officer T $ 8250 1.5 
Police Officer II 8700 4.5 
Firefighter I 7200 1.5 
Firefighter II 8200 4.5 



Analysis of Salary Costs 88 

Using these averages and one further assumption which was if six volunteers 
are requested out of each department, four of them will be at the "I" level 
and two at the "II" since they are younger, have not been in the department 
as long, and have a greater salary and promotional incentive. · 

The anticipated number of recruits were placed on the pay scale according 
to their years of service. After finding the difference in a position's 
average pay and the new pay scale a total amount of funds necessary for 
salary increases was arrived at. 

Educational Incentive Pay - Members of the Police Department who take 
courses in Police Science are paid an educational. incentive pay. It is 
believed that this program should continue in some form with P.S.O.'s and 
be extended to P.S.O. 's completing courses in Fire Science. The administration 
of this pay may be full incentive pay for both curricula, a reduced rate for 
work on a second degree, pay for one degree chosen by the employee, or pay 
for one degree approved or chosen by management. Educational pay would provide 
anoth,er incentive for existing personnel to volunteer plus provide much needed 
training for a person undertaking two complex tasks. 

July 20, 1976 
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The Ne_ws Herald, Morganton, N.C., Monday, A~gust 23, 197~ 90 

PSO p~ogram to Tn~ig'ej 
pOllt~-inll~,/irehia-n·'.foie~\ 

. . . ., __ -· .. ·-· ···· · . . . .. .i 

By EDNA MAE HERMAN ,. _· r 
News Herald Staff Writer callsfor~ice~da~tance~it.tl.soc~I 

l act as a deterrent to crime. . I 
Appllcauts are showing a high degree of • news he ra_ Id Bean explained that ~ this can be done 

interest in the Public Safety Officer (PSO) • with existing personnel,· with the only 
program, according to the City of · · f · ' ·· · , money factor being the initial. capital 

·Morganton. .· . . . . . C ose-u p ' tl f salar . "dditi l 
Participants in the program, which was . '.. . .. ··. . . •1 OU ay or . _Y mcreases, on~ a . ona . patrol car, m1SCeUaneous eqwpment and 

. approved by the city council at its Aug. 2 training. The initial cost is estimated to be 
:eethtingli! will performd f'some of the duties of . t . . . . : about $35,000. . .· . . . · . . . . 

po cemen an iremen. ·· • r · · · · · ·. : He listed as a second reason for 
The program. provides for 12 PSO · · and avaua,_bility of training schoois for the I begi.nnipg the PSO program in Morganton 

positions. When the deadline . for ap- men · •· ' ·· 
plications arrived Friday night, a total of . "The pJ __ ,blic saf~ty officers will ··wor• .- k: the quality of the men in the fire and police 
Zl 

1 
i , departments and providing them with 

personne from the fire and police r~gul~ eight-hour police shifts under the .. opportunities . for professional develop-
departments had applied. . · . . direction 9f the chief of police and will · · I 
· . "We have a pleasant problem,"Douglas ?perate on:police patrol until a fire alarm . ; m~e-hav~ a ~que situation of having · 
0. Bean, assistant city manager, said. JS sounded and t.lten will immediately I babl th t 
"We didn't know when we started if we proceed to the fire and undertake : pro Y e young es , most qualified and 
would have enough applications/' . - firefightin~'- duties under the direction of I best educated group of policemen and 

The PS~ program doe_s not mean that 12 the fire ef," Bea.Ii said. , 1 firemen · you can find anywhere in the. 
-----··.· ·-- ___ _ ___ __ . , . . --~- ···'·- · · state," Bean said. "Because of this we 

additional persons will be hired . Instead, \ : .. They will wear police uniforms, but have people who ,: ,c~ ;,e trained easily to do : 
· six p95itions from the fire department and , these will probably have a different patch both duties as hai, '.,· ·• :_:: ,Jone 41 other cities, · i 

· six from the police department will be \ and different badge to designate them as plus provide the.;;,;, .(Oung men an op- I 
-redesignated as Public Safety Officer I. \ ·. public safety officers, according to Bean. · portunity for their professional develop- : 

Of the 27 persons who applied, 14 were ·1 "We will take the 12 recruits and let -, ment in learning new skills-; · This. is a \ 
from the police department and 13 from them help us. decide how they _ will be . promotion for them .. " . · . 
the fire department. . · •• · distinguished as public safety officers," he · He cited as a third reasan the demand \ 

"The primary objectives of the program says. "Their cars will probably be for increased s.ervices in the future. "As : 
are to provide for better public safety designated, and may have a light with both the population of Morganton increases, 
services at economical costs and to. red and blue lens." The · cats will be there will always be a demand for more 

. provide our personnel with an opportunity equipped with both fire and police services. By creating this program we will 
for professional development," Bean .· frequency radio units. · . \" . have laid the foundation for an economical 
explained. . . · Bean listed three reasons for un- way to increase manPQwer if it should. be · 

Tue 12 PSOs will be trained extensively•·· · dertaking the PSO program. · . · necessary,". he said. 
in both fire and police duties and "First, we can provide better fire and "Under this program we will only need 
minimally in first aid. The men chosen · police service," he said . "This can be done . to hi.re four men to increase the manpower 
from among the fire department ap- in the fire service area through quicker in each department around the clock by 
plicar,ts will receive training in police response time. The public safety officers ·· one," Bean explained. 'Under our existing 
·ctuties and must meet police requirements. '·patrolling . in. a car may be only · a block departments it would.be necessary to hire 
likewise, men selected from the police .:-~way from_a_fire ~d c,mget_ther~ :;;ooner_,, · seven men, three in the fire department 

and four in the police department. " 
department will _j)e given · training in than the fire truck. They can begin life- · With a 12-fnan force of PSOs, sufficient 
firefighting and must meet fire depart- savingoperation!;!and.pullsomeonefroma firemen will still remain in t.'1eir 
ment requirements. · burning house if needed." . traditional r_oles to drive all ne~essary 

. Fire Chief Carroll Sullivan has been The officers will have fire extinguishers apparatus to a fire, have a fire officer in 
interviewing the · applicants · from the and other firefighting equipment, as well command and have one firefighter on the 
police department and Police Chief B. J. as first-aid equipment,. turnout gear, first truck responding. · 
Hamrick has been interviewing the ap- . · breathing apparatus and resuscitators in 
plicants from the fire department. the trunk of their cars. 

The 12 chosen for the program · will be • "Often they can extinguish a small fire, 
selected by a special committee made up a car fire, or grass fire before the truck 
·of the two chiefs, Bean, and City Manager gets there," Bean said. "By getting there 
Ed Wyatt. The selection will be made on before the fire truck and, if no life-5aving 
the basis of recommendations of the is needed and the fire extinguisher is too 
chiefs, the interviews the chiefs have with · small to put out the fire, they can prepare 
the applicants and a review of their past hydrants for the hookup hose from the 
performances. truck." 

Bean said it is hoped that phasing-in of I . From the police standpoint, the program 
the program can begin in September, but it will give increased manpower for 
will depend upon the delivery of equipment . . ·. ii .·.. patrolling the city streets and answering · * Please turn to page _5 
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Enough traditional policemen will 
rem_ain to handle all police functions . 
during a fire when PSOs would be Wlder 
the direction of the fire chief, according to 
the city. 

As the program is proposed now, the 
public safety oificers will ride two to a car 

1
· · · for about one year So that an· eXperiericed 

firefighter and an experienced patrolman . . 
can be teamed together, providing an 
opportunity for additional on-the-job
training. An extensive in~ervice training · 

· program is planned for the PSOs. 
Both Fite Chief Sullivan and Police : . 

Hamric}t are looking· forward to im-
. plementation of the program. They ac- . 

· companied Bean and City Manager Ed 
· Wyatt on a trip to Durham to observe.its 

PSO proja(ram. The only other _ Tar Heei 
city with . a PSO program is Winston
Salem, which Bean also visited in 
preparing his study and proposal which 
was approved by the council. . 

"We are looking forward to it and hope it 
·,' will be a very gratifying program," Chief 

Sullivan said. "In the fire department we 
hope that the public safety of officers· will 
be on the· scene early enough to give the 
incoming fire company .information . 
pertaining to the.nature of the fire so they 
can gear up for the needed equipment. The 
officers also can make ready for the in
coming company to start imrnedia~ at- ·• 

·. tack on the fire." • · · . . ·•· · · 
QiiefHamrick said: "We think it can be 

very successful. I am sure that as with any · 
newprog!'am, some adjustments will have . 
to be made as we go along. I am looking -
forward to working with it. I am pleased 

· ·. with the-enthusiasm shown by the men." 
"Under the design we're using, we can

put more people in the field in the police 
. department," he said. "This will give us a : 
better coverage of the city as far as our . 
patrol force is concerned.,. . 

. The assistant city manager said that the _ 
.. local PSO program proposed is based . 

specifically on Morganton 's needs .. 
. "It is also a flexible program which is~ 

.,,,., 

r\ifferent from others who have laid out a 
grand.plan for years down the road," Bean 
said. "We will make any needed changes 

-- in the program to meet the demands of 
ci~ens ~or oublic safety services." 

What do some of the members of the 
departments • think about the PSO · I 
program? - I 
- Alvin Webb; public relations and . crime 

· prevention officer for · the police depart- · 
ment, spoke of the feeling of the men in. the 
Fraternal Order of Police, which he serves · 
as president. The FOP has 28 members in 
the police department. . 
·. . . . ... . . . . 

"Most are really enthused,'_'. Webb said. 
·. "We all think it will-work from what Chief 

Hamri4kand Doug Bean have told us. The 
biggest thing the •officers like about ltis:t!Je 
salary. Their pay will inc~~ase." _ ·_ 

Webb said he didn't know how it would 
affect the membership in the FOP, notmg 

· that it may cause conflict with the p,olice 
members also having firefighting duties . 

. He said he wsas going to check with the 
state FOP president to see if the . FOP 
members selected.as public safety offii;:ers 

. can remain and also if the firemen. who 
will be· selected and will do police work can 
be members. ·" But I don't . see· a·ny con, 

I 
! 

i 
I 
i 

! 
i 

flict," he said;. · ., 
; 
I 

The starting salary will ·range . from i 
· $8,649 to $10;003, depending on an officer's . i 
years of experience . in _ his : department, 
Bean said. · . - , . · 

City M.mager Wyatt pointed out that I 

"One of the major aspects of going into the . : 
program was ·. from,· ·a long-range · 1 

•·. economical standpoint.''. . ·· ... · . . :. I 
"It is inevitable there wili'.be -internal I -

. _.\ growth in . the .community ·. and the I 
' possibility of some expansion · arid the 

generai demands froin the public for in- I 
creased service," ' he said.- " I am para 
ticular ly pleaSed that .the council chose to 

- approve the program and feel it will be 
_ greatly beneficial to the city, especially in 
,the future ." · · - ' · · . · -· 
,. , - • J • .: - •• ~. ., • ,, ~. • • 
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These Public Safety Officers, on duty last 
Thursday, rushed to the scene of a fire call on 
Vine Arden Road. There, PSOs found an 
overheated furnace but no fire. From left, in 

full gear, are Jerry l\1cCall, Bobby Joe 
Johnson and Johnny Wehunt. The PSO car is 
in the foreground. <Staff photo by Andy Hern) 

PSOs off ·to good start 
By KEN GARFIELD 
News Herald Staff Writer 

Morganton's Public Safety Officers 
(PSOs), trained to perform the duties of 
both policeman and fire fighter, began 
·work Oct. 25, and everyime connected with 
.the new and progressive program says it 
has been a success in its inaugural four 
weeks. 

"It seems to be getting off to a good 
start. The men have taken a real interest," 
says Morganton Police Chief B. J. 
Hamrick. 

Fire Chief Carroll Sullivan says, "The 
men are tickled to death." 

PSO Steve Deal says simply, "I think it's 
a really good program." 

Six men . from the Morgt•,·.;-.;,n Fire 
Department and six from ti.-,; Police 
Department were chosen earht" '·' this fall 
to become PSOs. The firemen received 
police training at Western Piedmont Com
munity College, the policemen received 
firefighting training in Wilson. All. 
received a minimal amount of first aid 
training. 

The PSOs work regular eight-hour shfits 
(three PSOs are on at any one time) and 
are under the direction of the chief of 
police and operate on police patrol until a 
fire alann sounds. Then they proceed im-

mediately to the fire and begin work as fire 
fighters under the direction of the fire 
chief. 

On Oct. 25, the first day for the PSOs, the 
first call came at 10:37 a .m . An apartment 
at 4070 Center St. was ablaze. Steve Deal 
and Glen Taylor were first at the scene, 
arriving about a minute ahead of the fire 
trucks. · 

"We first sized up the fire," said Taylor·. 
"They (Deal and Taylor) confinned to 

the incoming trucks that they did ha ve a 
working fire ," said Fire Chief Sullivan. 
. Taylor said no one was in the apartment 

* Please turn to page 8 
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. Morganton Public Safety Officers (PSOs) 
began work Oct. 25, perfol'ming the duties of 
both firefighter and policeman. Posing with 
their car and equipment are (standing 1-r) 
Police Chief B.J. Hamrick, Bobby. Joe 
Johnson, Jerry McCall, Gary Causby, James 

K_elly, Richard. ~ruder, ~ohnny Wehunt, Gary 
Bishop and Fire Chief Carrol Sullivan. 
Kneeling 0-r) are Steven Deal, Michael . 
Carlisle, Sam Buckner and Glen Taylor. Not 
pictured is PSO James Deaton. (Staff photo by 
Andrew J. Corpening) 

_ . . MONDAY - NOVEMBER 22, 1976 

PSO program off to good start 
* from page one 
at the time. "We fust went and got the 
water lines," he said, and began fighting 
the fire. . 

The blaze resulted in about $6,400 worth 
of damage but no injuries. A 22-year-old 
Morganton man has been charged with ar
son and trespass in connection with the 
fire. 

l 
Deal, 26, and Taylor, 23 .were the first 

PSOs in action. · 
Chief Sullivan said their work at that fire 

was "beautiful, wonderful." Assistant City 
- Manager Douglas 0 . Bean said, "Deal and 

Taylor were pioneers in a ne,v era of public 
services for the city." 

James L. Kelly, 32, began work as a 
f - firefighter in Morganton three years ago. 
· He hit the streets as a PSO last month and 

he says , "It's working out real fine . .. I 
really enjoy it. You're not doing the same 
thing ev.ery day." In his duties so far as a 
PSO, Kelly says he has investigated 
wrecks and handled drunk drivers and 
public drunks. 

Kelly explains that he hasn . had ad
justment problems and even finds his 

; 
1 

'"'.:iin~g as a ~ire fighter helps him in 
11'--- Jwmg · the city streets. Thus he can 

; patrol and respond to calls quicker. 
Taylor, trained first as a fireman, says 

PSOs can respond swiftly to fires because 
they are already out patrolling: "We can 

.size up the fire and see what we're going to 
need ... If there is anyone in the house we 
can get them out." 

Richard A. Bruder, 26, is a policeman 
turned PSO. His first action came 
Halloween night at the Carolina Shoe 
Company, where a truckful of trash and 
glue and leather products were in flames. 
"That first one you get, you learn quite a 
bit off that," he recalls. · 

Bean has kept figures on the first mon
th's work of the PSOs. Since Oct. 25, there 
have been 29 fire calls. A ·total of 21 times, 

· the PSOs who were on duty arrived at the 
scene ahead of the trucks. Two times they 
arrived at the same time, and six times af

. terwards. 
"A total of 79 per cent of the time they 

were there either before or at the same 
time as the fire trucks,'' notes Bean. 

The PSOs are now using one fully equip
ped car, according to Bean. That car con
tains a Scott Airpak (portable breathing 
apparatus), a CO2 fire extinguisher and a 
dry chemical fire extinguisher, two sets of 
turn-out gear, a fire ax, crowbar, hydrant 
wrench, 50-foot lifeline, first aid kit, and a 
special communication system that can 
tune in both fire and police frequencies. 
The car also has mounted blue (police) · 
and red (fire) flashing lights. 

Bean explains that plans are under way 
to equip a second car and then all patrol 
cars with all the necessary equipment so . .. .. 
that, eventually, PSOs can "jump right in _:' . 
any car." · 

Bean, Chief Hamrick and l1lief Sullivan 
are involved as the program enters its 
second month in mapping out strategies to 
upgrade the program. TI1ey are also 

monitoring the program to make sure it ' 
progresses on a steady course'. i · 

Bean says, "There will be continuous j 
training" for the men, including additional , 
first aid tra ining. "We're going to get into 
it even more," he adds. 

Chief Sullivan saysthe two major areas 
to monitor are the running of routes by 
PSOs, and the procedure involved in 
smoothly responding to calls. 

Right now, then, everyone appears hap
py . PSOs are participating in .?. 
progressive program that only two oth <:•r 
North Carolina cities, Dur ham and Win- , 
ston-Salem have adoptecL And they are 
making a bit more money (about $900 a 
man more on the average, according to 
one PSO). 

The administrators of the program are 
satisfied with its start and are detennined 
to see to it that it gets even better. "I'm 
sure it will work. It has got to. I have the 
highest hopes of it working,'' says Chief 
Sullivan. 

"As we see things we're.going to make 
changes as we go ... We'll do what we 
have to do to make it work," says a deter-
mined Bean. · 

Morganton's Public Safety Officers are 
Richard A. Bruder, 26; Sam D. Buckner, 
30; Steven A. Deal; 26; James Deaton 25· 
Jerry McC~ll, 'n; Johnny L. Weh•mt: 29; 
Gary R. B1Shop, 28; Michael A. Carlisle 
25; Gary W. Causby, 30; Bobby Joe John: 
son, 'n; James L. Kelly, 32; and Glen H. 
Taylor 23. 



,::_ . 

.Morganton, N.C., Tuesday.afternoon, Februa.ryB, 1977 

PSO program expanded; 

o /ficerpraised 
By EDNA MAE.HERMAN 
News Herald Staff Writer 

Expansion of the city's Public Safety Of
ficer (PSO) program was approved by the 
Morganton City Council at its regular 
meeting Monday night. 

The PSO program went into effect Oct. 
25 with 12 men selected from volunteers 
from the fire department and the police 
department. The council action will ex
pand the program to 20 PSO 's. 

Of the eight new positions to be 
designated as PSO's, one will come from 
the fire department and one from the 
police department. Public Safety Officers 
are trained in both fire and police duties. 
Antirecession Title.Il Public Works Funds 
will be used for salaries and other capital 
expenses in connection with the PSO ex-

Approval of the final plat will allow tl..: 
Morganton Redevelopment Commission to 
get the property appraised and come up 
with a minimum price for each lot, then 
advertise the loll! for bids, according to 
Harold Campbell, executive director of the 
Redevelopment Commission. The council 

. requested that he present council mem
bers a copy of the disposition package 
which includes restrictions, contracts and 

· other pertinent documents involving the 
property. 

The council also approved a preliminary 
- plat for Section 3, which is E, F and G 

Streets of the urban renewal project area. 
This involves about 20 lots. 

Two public hearings, one on annexation 
and one on rezoning, were held at the coun
cil meeting. No opposition was voiced to 
either of the two petitions. 

· pansion. The estimated additional cost is 
$15;221. 

Doug Bean, assistant city manager, said 
in his report to the council that now there 
are only three PSO 's per shift and more 
are needed . Also other men in the fire and 
police departments who would qualify for 
the PSO program are anxious for the op-
portunity, he advised. _ 
· Councilman Richard M. H. Stock made 
the motion to implement the expansion of 
the PSO. program. This. was unanimously 
approved by the other councilmen, Cecil J. 
Saunders, Lloyd W. Turner _and Don C. 
Lambeth. 

Mayor Andrew M. Kistler II presided at 
the meeting and spoke of the success of the 
PSO program as he presented a certificate 
of appreciation to Public Safety Officer 
Michael All.en Carlisle. 

The council approved the petition of 
Bethel Road Associates ta an ,iex 511:7 acres 
on the north side of Bethel Road. Following 
the public hearing on this long-standing 
matter, Councilman Saunders made the 
motion to approve the annexation petition 
and it was unanimously approved by the 
other council members. It beeame ef
fective at 12 :01 a.m. today. 

Hickory Attorney Murray Tate spoke 
briefly to the council on behaU of Bethel 
Road Associates, saying they were 
anxious to get the property annexed and 
get started with the proposed develop
ment. He said that financing had been 
arranged and about 100 new homes will be 
built there. 

The second public hearing was on the * Please turn to page 12 

The certificate was presented to Carlisle 
on behalf of the city in appreciation for his 
saving the life of Mrs. Dorothy Bradshaw 
on Jan. 10 in the performance of liis duty as 1• 

a PSO. Mrs. Bradshaw was reportedly 
overcome by smoke in a fire at her borne 1, 

at 109 Oak St. but was revived by mouth-to- Ii 
mouth resuscitation by Carlisle. 

''.This is what makes the PSO wor
thwhile," Mayor Kistler said in making 
the presentation. 

Carlisle is a fireman who became a PSO. 
He is a graduate of Oak Hill High School !' 
and lives in the Oak Hill section. He is 1 

married and has two children. ! 
· In other action, the council approved the ! 

final plat for Section 2 of urban renewal • 
project area. This section is the Second fl 
and Third Street area off Bouchelle Street f 
and includes 30 lots. 

I 
-- -------------------~--<I 

Michael Carlisle 

------- ------------
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PSO program expanded 
* from page one 
petition of Dennis Byrd and Jerry Norvell 
to rezone frorri RA-15 to highway business 
property located south cl Fleming Drive, 
east of East Prong Creek and west of San
dy Run Creek. This petition also was ap
proved by the council. 

The public hearing on the petition of 
Burke County to annex about 28 acres on 
Parker Road was continued until the coun
cil's March 7 meeting. 

Other action by · the council included 
. okaying a city code revision changing the 

tenll.S of the members of the Cemetery Ad
visory Commission from six years to three 
years. The new terms· will become ef
fective Aoril L 

The !iii members o( the commission and 
the new dates for their terms to expire 
are: Bou K. Hogan and Mrs. Fred V. 
Black, April 1, 1978; Mrs. J.E. Butler and 
Gordon Newton, April 1, 1979; and Mrs. 
Ann W. Vernon and Moses L. Adler, April 
1, 1980. 

In other matters the cQUncil: 
-Set a public hearing for March 7 on the 

petition of Jerry Norvell and Clinton Lytle 
· as agents to rezone from RA~. highway 

business and flood plain to general in
dustrial 63.2 acres located south of U.S. 64-
70 and west of Fleming Drive . . 

-Approved the appointment of Max 
Lowery to the ltedevelopment Com
mission, the term to expire Feb. 10, 1980. 

-Adopted an ordinance designating the 
Morganton Planning and Zoning Com
mission as the city's Historic Properties 
Commission. 

-Okayed the renewal of 41 taxicab fran-· 
chises for 1977. 

-Formally accepted an Environmental 
Prntection Agency grant of $1,212,000 and 
a state clean water funds grant of $202,000 
for the Silver Creek outfall. 

-Awarded bids on four projects as 
follows: a six feet high chain link fence for 
Forest Hill cemetery to Fence Builders at 
$2 .• 97 per foot, not to exceed 1,500 feet; to 
Millpower Supply at. $15,941.55 for 
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miscellaneous electrical hardware; a six
months lease on a memory typewriter to 
the IBM Corporation at $180 per month, 
with h,alf of this going toward the purchase 
price if the typewriter is bought later; to 
Neill Grading and Construction Company · 
at $123,997.94. for water and sewer work in 

· College and Howard Street areas of urban 
renewal, Emerywood water line loop, 
water loop at Bethel Street and Bethel 
Road and extension of eight inch water line 
on Bethel Road to serve a new subdivision. 

-Approved removal of loading zone in 
front of Central Grocery on Vine Arden 
Road and establishment of parking. · 

-Gave approval of sale by negotiation 
of tape recorder to the Redevelopment 
Commission. 

-Okayed tax releases for 1976 as 
presented by Tax Collector Jack Russ. 

Mayor Kistler appointed William E. 
Roberson to the Oowntown Revitalization 
Commission. 
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MEMORANDUM 

TO: Edward A. Wyatt,· City Manager 

FROM: Douglas 0. Bean, Assistant City Manager 

SUBJECT: Public Safety Officer Program Expansion 

DATE: January 7, 1977 

The City's Public Safety Officer Program has been in effect since 
October 25th and so far has proved to be successful in terms of increased 
services. I believe that we are now at a point where expansion of the 
program is a necessity as can be determined by the following considerations: 

1. Successes of the P.S.O. Program: -

A. From October 25th until January 1, there were 56 fire calls_of 
which P.S.O. 's arrived on the scene either--before or at the 
same time as the fire apparatus 82% of the time. Of the ten 
calls in which P.S.O.'s arrived after the fire apparatus, five 
(5) calls were false alarms, one (1) grass fire, and one (1) 
truck fire. 

B. In the 57% of time P.S.O. 's arrived on the fire scerebefore 
the fire apparatus, their service has proved invaluable in 
radioing the fire captain as to the disposition of the fire, 
being prepared to hook on to a hydrant, and, in general, 
beginning fire suppression activities. 

C. Six (6) new P.S.O.'s who came from the fire department have 
progressed rapidly and are now becoming productive police 
officers, which gives more police coverage for the e~~ire City. 

D. All of our twelve (12) new P.S.O.'s finished at the top of their 
recruit schools and have been above average in learning their 
new duties. 

E. Having more trained P.S.O.'s on the street means more qualified 
men available to answer a call and a decreased need for reliance 
on volunteer response. 

F. Morale of P.S.O.'s is extremely high. 

2. Deployment 

A. There are currently three P.S.O.'s per shift, which means that only 
one P.S.O. at a time can be off since we are trying to provide 
coverage for the entire City. 
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B. By increasing the P.S.O.'s on each shift, cars can be assigned 
to districts throughout the City and provide quicker response time. 

3. Staffing 

A. There are currently men in both the Police and Fire Departments 
who, we believe, would qualify for P.S.O. and are anxious for 
the opportunity. 

B. Currently both departments are having to work all their operations 
around the P.S.O. Program because of the shortage of P.S.O.'s to 
schedule for different assignments. 

C.. The first group of recruits are now at a point that they can 
begin training new recruits. 

Because of the above considerations, I would recommend the following expansion: 

1. Eight {8) positions be designated as · Public Safety with one {1) co.ming 
from Fire and seven (7) from Police. 

2. Antirecession Title II Public Works Funds can be appropriated for salary 
increases and other capital expenses. 

3. Starting salaries for new recruits would be on the same sliding scale, 
which is based on seniority, as was used at the beginning of the program. 

O. Bean 

DOB/pd 

Attachment 



r -' . 
\_ 

COST ANALYSIS 

Salaries - - - - - - - - - - - $ 4500 
(Based on one half year's increase) 

Uniforms & Accessories 2800 

Training - - - - - - - - - - - - ~ - ~ 650 

Gas, Oil, Tires - - - - - - - - - - - - - - - 3000 

Maintenance Repair Autos 1000 

Equipment - - - - - - - - - - ~ - - - - - - 3571 

Total $15521 

Sala_ries - Based on one...:half year for salary increases. Recurring 
expense, which annualized will cost approximately $9000. 

Uniforms and Accessories - Uniforms, turnout gear; weapons, etc., 
which is basically a nonrecurring expense. 

Training - Basic recruit school. Nonrecurring. 
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Gas, Oil, Tires and Maintenance ?11d Repair - Needed to maintain two (2) 
P.S.O. vehicles. Will be recurring expenses. 

Equipment - Does not include purchase of new vehicles but does allow 
for equipping all patrol cars. Nonrecurring. 
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APPENDIX G 

MEMORANDUM 

TO: Members of the City Council 

FROM: The Finance and Personnel Committees 

SUBJECT: Public Safety Officer Program 

DATE: September 30, 1977 

Pursuant to our study of the P.S.0. program completed last month and in 
conjunction with the staff, we submit to the Council the following 
recommendations and feel that they should be implemented as rapidly as 
possible: 

1. It is recommended that three new positions be created. Two of 
· these positions woul,d be firefighters assigned on a regular basis 
to the Fire Department and filled by two P.S.0. 1 s requesting 
transfer. The third position would be a P.S.O. position. 

2. currently there is one vacancy for a firefighter and it is 
proposed that this position be reclassified as a P.S.O. 

3. It is recomrnended that two of the seven (7) remaining patrolman 
-positions be reclassified as P.S.O . 

4. Currently there are twenty {20) allocated P.S.O. positions. 
With the above proposals there would be a total of twenty-four (24) 
allocated P.S.O. positions. 

5. With twenty-four {24) P.S.O.'s it would be possible to assign 
four (4) officers a month to work in the Fire Department on a 
regular fire shift. Every six months all P.s.o.'s would serve 
one month of duty. This arrangement would allow for: 

a. Training time 
b. A supplement of manpower for the Fire Department 
c. P.S.O.'s to obtain an appreciation of the fire service 
d. P.S.O.'s to develop a rapport with the fire personnel since 

currently .they only work together at a fire scene. 

These considerations become even more important given the fact that with 
a new police station the Police and Fire Departments will be even more 
physically separated. Since the P.S.O.'s work a regular ·police shift, 
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there needs to be a means for allowing them to work more with fire personnel. 

· 6. All new P. S .0. positions will be filled if possible by promoting existing 
emJ?loyees. 



EXHIBIT A. Firefighter Positions by Shift 

Shift 

A B C -
Current 7 7 7 
Proposal with 8 7 7 

Two New Positions 
and One Vacancy 

Proposal Utilizing 9 8 9 
P.S.O.'s 

EXF.IBIT B. Costs 

Annualized bst 

- Three New Positions 
- Reclassifying one 

firefighter position 
. as P.S.O. 

- Reclassifying two patrolmen· 
, as P . S . 0. ' s 

$ 30,440 
2,000 

2,150 

Total 
21 
22 

26 

Total $ 34,590 (32,765 - Salaries) 

Cost for 1977~1978 Begirmirtg October 1 

- Salaries for 19 Paydays 
.:. Uniforms , etc. · 

Total 

$ 23,943 
1,825 

$ 25,768 

Funding 

First Quarter Anti-Recession Funds 
Second Quarter Anti-Recession Funds 

Total 

$17,028 
13,000 

$ 30,028 

Donald C. Lambeth 

Richard M. H. Stock 
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