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Abstract
This study examines the best practices and lessons learned from cities that have
consolidated their police and fire departments. The case studies analyzed were conducted by
Michigan State University’s School of Criminal Justice. Michigan State University is the
leading research agency in the world in regards to police and fire consolidation. The case studies
indicate that although many cities’ fire and police departments operate separately, some cities are
merging their police and fire departments for many reasons, such as cost effectiveness,
efficiency, and sustainability. The purpose of this study is to determine if the consolidation of
police and fire departments is financially and fundamentally beneficial for the City of Sullivan,
Indiana. A strategic five year plan that details the implementation of police and fire department
consolidation and overcoming barriers of change for the City of Sullivan has been created based
upon the research analyzed.
Keywords: implementation, sustainability, consolidation, cost effectiveness, efficiency
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Introduction
In 2011, at about 7:30 a.m., a disgruntled employee of a limestone quarry opened fire on
his coworkers, wounding six and killing three near San Francisco, California. The gunman then
disappeared into the extremely wealthy Silicon Valley area. Police officers canvassed the area
door-to-door with guns drawn checking for the suspect and telling residents to stay inside their
homes. The gunman then shot a woman in a suspected carjacking near Cupertino. With a
gunman on the loose, there were not enough police officers to secure a search area. Police were
shorthanded when the search neared toward Sunnyvale. The Sunnyvale Public Safety
Department was able to utilize 24 firefighters who recently got off of shift to don tactical and
police equipment to help secure the search area. The firefighters smoothly transitioned from
their fire turnout gear to police gear seamlessly without a hiccup in the process. The Sunnyvale
Public Safety Officers (PSOs) were able to assist in the search of the gunman which added much
needed coverage to the search efforts. The gunman was later shot and killed in a Sunnyvale
neighborhood. If it wasn’t for the hybrid public safety officers in Sunnyvale who provided
additional support, it is unclear if the gunman would have been located as quickly. Sunnyvale
was able to assist in the search because they were the first major community to consolidate their
police and fire departments in 1950.
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Background
An enticing but daunting outside-the-box idea could transform the future of public safety
and public budgets as we know it. The public safety officer concept formulates the future of
public safety with the creation of a hybrid officer who is qualified and trained in several
disciplines. In a post-9/11 world, public safety officers need to be prepared to react and respond
to any emergency, regardless if it requires fire, medical, or police expertise. The communities
who have carefully and strategically planned and executed police and fire consolidation have
reaped the benefits for decades.
The majority of communities provide traditional police and fire services as separate
entities. Firefighters are trained and certified as firefighters while police officers are trained and
certified as police officers, and the two professions do not blend. Although combined fire and
police departments date back to ancient Rome, few communities have gone against the status
quo and combined their police and fire departments into one single entity (Morley and Hadley
2013). However, since the mid 2000’s recession and the state of Indiana’s property tax caps in
2010, many communities have been forced to make drastic budget reductions.
One infinite strategy is to consolidate a community’s police and fire department to save
tax payer dollars but also improve efficiency and productivity. Traditionally, community leaders
have merged their police and fire departments due to the residual effects of consolidation; cost
effectiveness, reducing employee burnout, and increased efficiency. However, police and fire
consolidation does have upfront costs that can deter community leaders from merging the two
separate departments. Communities often use other cost saving strategies to shy away from
police and fire consolidation, such as limiting their fuel consumption, employee training, hiring
freezes, and limited training opportunities. Although, all of these strategies are cost efficient in
the short term, each have their own negative long term effects.
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Defining the Problem
With over 200 fire departments and 300 police departments in Indiana, these departments
have been asked to trim their budgets and be more productive with less personnel (Indiana Fire
Department Listing, 2015). Approximately 80 to 85 percent of police and fire budgets are for
personnel costs (Wilson, Rostker, and Fan, 2010). Fire Departments have reduced personnel
and utilized their volunteer fire fighters to help offset the workload. Police Departments have
increased their reserve officers to help offset community coverage. Providing public safety
services have been increasingly challenging since the 2009 recession and massive budget cuts
from the federal government down to local government.
The burden of controlling a budget without increasing taxes has been troublesome for
communities across the United States, specifically, in the state of Indiana. In 2009, Indiana state
legislators passed the Property Tax Caps which essentially limits the amount homeowners and
business owners pay on their property taxes and limits the amount of taxes local governments
can collect. The bill, also known as the Circuit Breaker Bill, assured the property owner they
would not pay more than 1% on homestead properties, 2% on rental properties, and 3% on
businesses (Department of Local Government Finance, 2013). While the legislation put money
back into property owners’ pockets, it took vital money out of local governmental budgets.
Public Safety has seen the trickle-down effects of budgets cuts with restrictions on fuel
consumption, hiring freezes, outdated equipment, halted continuing education funds, reduced
training, and career burnout facing seasoned veterans. Raising taxes to offset the difference in the
budget is not a popular strategy so community leaders often are forced to reduce the public safety
budget.
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Historical Perspective
A group of Roman slaves called vigiles urbani or city watchmen, served as the first
public safety officers who were police officers and firefighters, in 6 C.E. (Federal Bureau of
Investigation, 2010). The city watchmen were a quasi-public safety force that performed police
duties during the day and firefighting duties at night, eventually earning citizenship after six
years of service in the group (Ballie, 1926). Several countries followed the Roman strategy of
combining fire and police protection into one single entity instead of differentiating the two.
However, several countries including Great Britain, Japan, and Germany could not sustain their
consolidated police and fire forces through World War II and had to separate the two entities
(Morley and Hadley 2013). Police and fire consolidation entered the United States in 1911 when
Grosse Pointe Shores, Michigan combined their public safety departments. The City of Gross
Pointe Shores has taken the police and fire consolidation to the next level and certifies all of their
public safety officers as paramedics as well as police officers and firefighters. With the addition
of emergency medical services, Grosse Pointe Shores became the first Public Safety Department
that trained their officers in three disciplines; police, fire, and medical. The state of Michigan
leads the nation with the most consolidated police and fire departments. In 2013, there were 132
police and fire departments that consolidated in the United States with 61 from Michigan
(Wilson & Henion, 2013). Public Safety consolidation continues to challenge the status quo but
has seen small but effective growth since its conception in the United States.
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What is Public Safety Consolidation?
Consolidation is defined as “the action or process of making something stronger or more
solid” and “the action or process of combining a number of things into a single more effective or
coherent whole” (Jejunum , 2003). A Public Safety consolidation merges police and fire services
into one single entity. Firefighters will be cross-trained as police officers and vice versa, creating
a hybrid officer who is more valuable to his/her/ze community. Police officers and firefighters
will be referred to as Public Safety Officers (PSOs) once fully integrated into each other’s
respective discipline. The action of combining the disciplines of a firefighter and police officer
into a single discipline enhances and makes the public safety officer discipline more effective as
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a whole. The type of merger can be as nominal as an Administrative consolidation or as in-depth
as a Full consolidation. The three categories of consolidation include:
 Administrative- Police and fire departments to remain as separate entities with
combined organizational oversight.
 Partial- This is more advanced and involves the merging of operational functions
to include cross-training of personnel and sharing of equipment and supplies.
 Full- This combines administrative and operational activities of police and fire
departments to a complete merger of both departments
Consolidation Case Studies
The lessons learned and best practices from the following six successful consolidations
and three failed consolidations are important to an understanding of their development and
functions. A key factor of success in a full consolidation is learning from other agencies
mistakes to ensure they are not repeated. Reviewing case studies is important to learn how other
agencies overcame obstacles or were obstructed by barriers. Five out of six successful
consolidations detailed have been implemented since 1985 with the oldest department dating
back to 1950, in Sunnyvale, California. These public safety departments executed the
consolidation idea over decades and ensured the race was a marathon, instead of a sprint.
Consolidated departments understand that changes to public safety awareness and cultural
differences do not occur overnight, as it takes years with adjustments and adaptations along the
way. Currently, successful public safety departments have a police/fire cultural mindset that
creates the expectation of an integrated and singular public safety officer, instead of
differentiating a police officer and firefighter. Successful consolidations such as Sunnyvale
show how police and fire consolidation is scalable from a micro-level to a macro-level. When
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Sunnyvale transitioned to the public safety department, they had 9,000 residents living in the city
compared to over 140,000 residents today. Not only did the City of Sunnyvale grow, the public
safety department grew as well, establishing the scalability of consolidation.
A collaborative culture can make or break a public safety consolidation. Unfortunately,
creating change in historic police and fire departments can be a difficult burden to overcome.
Departments like the New York Police Department (NYPD) or the Chicago Fire Department
(CFD) are immersed in pop culture as well as the deep pride each officer and firefighter carries
with them. Getting historical agencies like NYPD or CFD to even entertain the consolidation
idea is extremely unlikely. As the failed consolidations teach us, a police and fire merger is not
for every community. The transition to a successful consolidation takes years of planning and
development, whereas a failed consolidation can be derailed by negativity and fear, in a matter of
months. As the failed case studies of Durham, Alamogordo, and Meridian Township show, if a
strategic plan is not followed, politics can ruin a cost effective and innovative plan. By using
best practices from the successful consolidations and the lessons learned from the failed
consolidations, a generalized consolidation plan can be successfully implemented. Through
analyzing the following case studies, the size of each community is pertinent to understanding
why or why not a consolidation will fail or succeed.
Case Study: Aiken, South Carolina
Aiken is a city in South Carolina with approximately 29,524 residents according to the
2010 Census report (U.S. Census Bureau, 2011). The Aiken Public Safety Department has 135
full-time and 33 part-time employees (Wilson, Weiss, & Grammich, 2016). In 1960, public
officials brainstormed the idea of consolidating their police and fire departments. It wasn’t until
1970, when the fire chief received a promotion to the Aiken Public Safety Director, it was
decided to move forward with the consolidation idea. Over the next seven years, the new public
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safety director implemented changes such as consolidating administrative duties that included
supplies, communications, training, inspections, and records within the fire and police
departments. Police officers attended and became certified as firefighters while firefighters
attended and graduated from the police academy. Under the consolidation, police officers’ and
firefighters’ new title was Public Safety Officer and commonly referred to as a PSO. The
integration of the fire and police departments went over so well, the Aiken Public Safety
Department received the first ever Class 2 Fire rating for a department in South Carolina. The
rating essentially meant the department met high standards of certified firefighters, passed fire
safety inspections, and kept the fire equipment in superb condition (Wilson, Weiss, &
Grammich, 2016).
Aiken is a model city that strategically implemented the successful consolidation of their
police and fire department. The success of the implementation can be contributed to the training
and outline behind the consolidation. Newly hired PSOs, complete a three month police
academy first, then complete a three month field training program (FTO), where officers ride-along with a trained and certified training officer before being released to patrol by themselves.
After 18 months of being a certified police officer, the PSO’s then complete a two month long
Fire academy. After completion of the Fire academy, the PSO’s complete several weeks of field
training learning how to drive the fire apparatus. Since firefighters and police officers can have
diverse personalities, the Aiken Public Safety Department develops their own public safety
officers instead of hiring from outside departments. “We hire those that we teach, and teach
them what we want them to learn,” said former Aiken Fire Chief (Wilson, Weiss, & Grammich,
2016, p. 15).
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In Table 1, it shows two cities comparable in population totals as well as crime statistics.
The City of Anderson has separate police and fire departments and has 195 full-time employees.
The City of Aiken has a consolidated police and fire department and has 60 less full-time
employees, than the City of Anderson. The difference between the two comparable cities is
remarkable considering Aiken has 60 less employees and over 3,000 more residents but has
significantly less crime in every category listed in Table 1.
Case Study: East Grand Rapids, Michigan
The state of Michigan is home to 61 consolidated agencies. East Grand Rapids is one of
the 61 and is located in the Grand Rapids Metropolitan area. East Grand Rapids has 10,807
residents according to the 2010 U.S. Census report (U.S. Census Bureau, 2011). East Grand
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Rapids officials first discussed the idea of consolidating their police and fire in the 1950s but it
wasn’t until 1985 when the city fully consolidated their fire and police services (City of East
Grand Rapids, 2015). Like most cities who consolidate, East Grant Rapids was looking to
maximize the emergency personnel and save costs.
In 1985, East Grand Rapids had 40 combined employees of the police and fire
departments and in 2015, the city had 28 PSOs, which is an over 25 percent reduction in
manpower (City of East Grand Rapids, 2015). Even though East Grand Rapids has fewer
personnel, they are able to provide nearly twice the number of police and fire employees per
1,000 residents due to their consolidation efforts. In Table 2, it shows East Grand Rapids Public
Safety Department with 2.59 PSOs per 1,000 residents, significantly more than neighboring
jurisdictions that have separated police and fire departments.

East Grand Rapids believes in the public safety officer strategy with increased efficiency
of the PSOs by being multi-trained. Some PSOs in East Grand Rapids are also certified as a
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paramedic, which only enhances their skill. For example, if an individual is pinned underneath a
vehicle, a typical call involves three entities, the fire department for excursion, police department
for traffic control and security, and emergency medical services to treat the injured person. The
advantage of a PSO is they can assume any duty necessary to remove the person and treat them
accordingly. By combining all three emergency disciplines into one position, the City of East
Grand Rapids enhances the quality of their employees and makes them more qualified and
skilled.
Case Study: Glencoe, Illinois
Glencoe is a city in northern Chicago, Illinois with 8,723 residents according to the 2010
census report (U.S. Census Bureau, 2011). Glencoe is an affluent area with high home ownership
rates and high per capita income. Glencoe is one of three consolidated public safety departments
in Illinois and the first to be accredited by the prestigious CALEA accreditation for police
departments and CFAI accreditation for fire departments (Wilson, Weiss, & Grammich, 2016).
Glencoe has 42 full-time employees with 33 of them being trained as certified police officers and
firefighters. The idea for merging Glencoe’s police and fire departments came in the early
1950’s from city officials. The original reasoning for consolidation was to more effectively and
efficiently use the resources of their emergency services personnel. Through the 1970’s, police
and fire personnel learned, trained, and became certified in each other’s respective discipline
before completing the consolidation in the early 1980’s.
Glencoe’s PSOs first complete an Illinois state certified police academy that is four
months long. Upon graduating from the police academy, PSOs complete four additional months
of field training with a police trainer. Once the PSO has completed one year of patrol and
completed the field training program, the PSO will complete a nine-week firefighting academy.
After graduating from the fire academy, PSOs will be certified as a firefighter and hazardous
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material responder. PSOs will then be assigned to a field training program for three months with
a firefighter trainer. Once fully trained and certified, PSOs choose to work patrol or in the fire
house on a three month rotation based off of seniority. If a PSO is on duty at the fire house and a
citizen arrives at the station with a police complaint, the PSOs will take the report instead of
directing the citizen to a PSO on patrol. Thus, effectively and efficiently utilizing the skill and
resources of Glencoe’s emergency personnel.

A comparable community to Glencoe of size and socioeconomics is the City of Winnetka
with approximately 12,000 residents that neighbors Glencoe to the south. Winnetka has separate
police and fire services while Glencoe’s is consolidated. In fiscal year 2013, Winnetka budgeted
$11.3 million on police and fire services while the Glencoe Department of Public Safety only
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budgeted $7.6 million (Wilson, Weiss, & Grammich, 2016). Glencoe’s crime rate is
significantly lower than Winnetka, as shown in Table 3. While there is no direct correlation
between Glencoe’s lower budget and crime to consolidation, Glencoe city officials believe the
connection is indirectly related.
Case Study: Highland Park, Texas
Highland Park is a city in the suburb of Dallas, Texas that has approximately 8,564
residents according to the U.S. Census (U.S. Census Bureau, 2011). Highland Park is a high
affluent community that attempted to consolidate its fire and police services in 1913, but
eventually hired a police chief which kept their emergency services separated. In 1977,
community officials voted to consolidate their fire and police departments into the Highland Park
Department of Public Safety. Over the next 15 years, Highland Park officials transitioned their
employees and implemented the consolidation changes through attrition and strategic structural
moves, before the effort was completed.
Highland Park officials consolidated their police and fire services for better productivity
and efficiency rather than to save money. The Highland Park community has more certified
police, fire, and medical staff available per shift than surrounding communities (Wilson, Weiss,
& Grammich, 2016). The goal of the Highland Park Public Safety Department is to have a
response time within two minutes of the call and have a PSO show up who knows what to do in
any situation, whether it be a fire, police, or medical call. The public safety department at
Highland Park requires applicants to have a four year degree because they found through trial
and error that applicants without a four year degree are more likely to fail training. A PSO in
Highland Park completes two years of training before they are fully trained and certified for
police, fire, or medical duties. Highland Park pays their PSOs above neighboring communities
and the national average with pay of $73,169 a year once fully qualified and $58,203 during the
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training phase (Highland Park, 2015). In Table 4, it shows the national median pay for
firefighters and police officers/detectives compared to the higher salary of a Highland Park PSO
after only two years of employment.

Case Study: Sunnyvale, California
The City of Sunnyvale, California has been the leading public safety agency to study and
model other departments since 1950 when Sunnyvale consolidated their police department and
volunteer fire department. According to the 2010 U.S. Census Bureau, Sunnyvale had 140,081
residents living in the city limits but only had 9,000 residents in 1950 when city officials decided
to consolidate (U.S. Census Bureau, 2011). Conversations of consolidation and a public safety
department started in 1948 between the mayor and the city council, and was implemented in
1950. Lockheed Missiles and Space Company relocated to Sunnyvale in the mid 1950’s and
contributed to the city’s massive growth (City of Sunnyvale, 2013). Currently, Sunnyvale is the
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largest city with a fully consolidated public safety department in the U.S. (Wilson, Weiss, &
Grammich, 2016). In California, city police agencies have contracted their respective city police
services out to their respective county sheriff’s office to mitigate funding loss, but the City of
Sunnyvale has not been affected by budget cuts and has continued their public safety model
successfully. Table 5 shows the benefits and cost savings per capita that Sunnyvale sees
compared to neighboring jurisdictions. Shortly after the consolidation, the City of Sunnyvale
saw their personnel and equipment cost reduced by 20 percent (Wilson, Weiss, & Grammich,
2012).

The police academy for a Sunnyvale PSO is eight months long with an additional four
months of field training. The fire academy is four months long and the EMS academy takes six
weeks to earn the EMT-basic certification. PSOs can bid by seniority on which discipline and
shift they can work. If a PSO is working as a firefighter in the fire station, they do not need to
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carry a firearm but they are required to have it with them (Wilson, Weiss, & Grammich, 2016).
As previously discussed, a group of 24 Sunnyvale PSOs were departing from a firefighting shift
when they were called upon to perform police officer duties in an emergency. The PSOs were
quickly able to transition to their tactical vests and weapons and help join the search for a
gunman who was on the loose, thus, providing invaluable personnel coverage to the incident
commander in a time-sensitive situation.
Case Study: Whitestown, Indiana
Whitestown, Indiana is a small city located northeast of Indianapolis and as of the 2010
U.S. Census the city had 2,867 residents and grew to 6,590 residents according to the U.S.
Census 2016 population estimate (U.S. Census Bureau, 2016). Whitestown was the first city in
Indiana to combine their police and fire services in 2012. Whitestown PSOs are trained in law
enforcement, firefighting, and emergency medical care to earn the trifecta in public safety
consolidation by going above and beyond to ensure their PSOs are qualified to respond to any
situation presented. In Indiana, to be certified as a firefighter, personnel must complete
Firefighter 1 training. Depending on the fire department size, getting certified as a firefighter
can take up to six months or as little as two months of training. Larger departments typically
have a qualified trainer who is able to conduct in-house training. Otherwise, firefighter recruits
must attend classes one or two days a week with some training on the weekends until
completion. The state of Indiana offers training for free, but often times it’s difficult for smaller
departments to send a firefighter away for that period of time. While it is too early to determine
the sustainability of the Whitestown police and fire consolidation, it appears to be on the
successful track.
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Case Study: Alamogordo, New Mexico
The city of Alamogordo, New Mexico has approximately 30,403 residents according to
the 2010 U.S. Census (U.S. Census Bureau, 2011). Alamogordo is uniquely located near an Air
Force Base and a national monument in South Central New Mexico. The city transitioned to a
public safety department in 1967 when it consolidated its fire and police services. In 2011, the
longtime Director of Public Safety for the City of Alamogordo retired after 25 years of service.
The retired director worked his way up through the ranks starting as a PSO in 1984 before
becoming the director in 2001. The Alamogordo Public Safety Department had seen success
with the consolidation, even having one of New Mexico’s lowest crime rates and a high fire
service rating.
However, the interim director identified several issues within the department, such as low
staffing levels, vehicles maintenance issues, and the possible need for new infrastructure.
Negative allegations in a fatal incident, among other interagency issues, resulted of the
termination in the interim director in 2012. The city officials placed the department under control
of the city manager and assistant city manager. Both individuals echoed what the previous
director noted and additional poor staffing levels and poor equipment. The City of Alamogordo
conducted a comprehensive study to analyze the department as a whole and make
recommendations (Berkshire, 2012). The study was conducted by a consulting firm and there
were several key issues found plaguing the department from front line employees to upper
management to poor relationships with neighboring departments. Employees felt undervalued
and ostracized, which reflected on their low morale and productivity. A major failure noted by
the study was firefighter training was underperformed and the firefighters felt like second-class
employees. Typical shared services and training is 33 percent for each fire, police, and EMTs
but 50 percent each for police and fire if there is no EMT training. Alamogordo trained 75
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percent police and 25 percent fire, resulting in an imbalance of the process and ideology of a
consolidated department.
The consultant firm recommended the city split their fire and police services into two
separate entities and forgo the public safety model. City officials believed Alamogordo would
benefit with cost savings and would increase their personnel by deconsolidating their public
safety department (Alamogordo City Commission, 2013). The fire service portion did benefit
from the separation because prior to the deconsolidating, they received much less training than
the police portion. After the separation, fire personnel received adequate fire training.
Case Study: Durham, North Carolina
Durham is centrally located in North Carolina just north of Raleigh, and has 267,587
residents according to the 2010 U.S. Census (U.S. Census Bureau, 2011). Durham is home to
the world renowned Duke University which is known for its medical school and basketball team.
Durham city officials first discussed public safety consolidation in 1970 due to a growing crime
rate and to reduce the weekly hours worked by their firefighters (Durham History, 2015). The
Durham city council found firefighters only spent two percent of their time fighting actual fires
and sought to make firefighters more productive. Once consolidation was complete, firefighters
reduced their weekly hours from 72 to 56, a decrease of 16 hours (Robbins, 1975). Once the city
finalized consolidation, they observed an increase in expenditures due to personnel costs.
However, the city did see improved response times and better qualified candidates to apply for
employment.
A major failure in the implementation of the consolidation, was the lack of adequate
training, both in-service and out-of-service for the PSOs. By not giving the PSOs the training
they needed, resentment started to form within the public safety ranks. An additionally
important issue among all PSOs was the salary and differential pay from being a police officer,
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firefighter, and PSO. While they received higher starting pay than surrounding departments, the
pay scales evened out at the top.
Firefighters in Durham were active in the community and voiced their concerns of the
consolidation. By using their platforms, firefighters were able to generate support in opposition
of the public safety department concept. The Durham Public Safety Department and the City of
Durham did not showcase their success stories such as faster response times, high starting salary,
and bringing more qualified applicants to the city, to the public. Simple strategies such as
newspaper articles or town hall discussions were not utilized to get the positive message out
about successes of the consolidation. The role of politics over public safety coupled with the
failure of the city to emphasize the public safety model’s success, resulted in continuing
momentum against consolidation and support of deconsolidation.
Another thorn in the side of the Durham Public Safety Department was pressure from
civil rights groups. Particularly, from African American groups who voiced concerns of the
disproportionate number of blacks in public safety did not reflect the number of blacks in the
City of Durham. No African Americans served at the chief or assistant chief level which only
amplified the external pressure. Pressure also came from civil rights groups regarding the
rigorous fitness standards required for a Durham PSO, which led women to believe the difficult
standards mitigated their chances of being hired.
A 1984 study of the Durham Public Safety Department found the city could save $1.8
million by deconsolidating into separate police and fire services (Coe and Rosch, 1987). The
study figured the savings by reducing the salary of a police officer and firefighters from the
salary of a PSO. Perhaps the nail in the coffin for the public safety concept was a 20 minute
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response time for a break-in at a city council member’s home. In 1985, the Durham Public
Safety Department was deconsolidated back into separate police and fire departments.
Case Study: Meridian Township, Michigan
Meridian Township is a community located in the heart of Michigan in the East Lansing
metropolitan area that is home to prestigious Michigan State University, the largest university in
Michigan. As previously stated, Michigan is home to the most consolidated police and fire
departments in the country. According to the 2010 U.S. Census, Meridian Township had a
population of 39,688 residents (U.S. Census Bureau, 2016).
Perhaps the most logical and simplified report was in the case of Meridian Township,
Michigan. The city consulted a firm to conduct a study in 1975 that recommended the city to
consolidate its fire and police services. In Michigan, fire and police consolidation was a
common theme and a strategy that was growing in popularity. The consultants researched over
20 consolidated police and fire communities and believed if Meridian Township implemented
the idea, they would have better response times, reduce their unproductive time for firefighters,
and improve cost-effectiveness over time (Wilson, Weiss, & Grammich, 2016). The report
recommended the city to not force existing employees to cross-train but only cross-train newly
hired employees. Additionally, the report suggested the transition to a consolidated public safety
department can take up to 10 years to complete. Meridian Township consequently conducted
their own comprehensive study on public safety consolidation and concluded they would face
strong opposition to change, and the concern of job loss. The city went several years mulling
over the idea of a public safety department before committing to the innovative strategy. In 1981,
city officials discussed cross-training 18-24 employees among other ideas, but nothing came to
fruition. In 1989, city officials once again discussed the public safety model but the idea fell flat.
In 1990, the police chief retired and the idea of hiring a public safety director came up, but the
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officials hired another police chief instead of moving forward with the consolidated study.
Finally, in 1994, Meridian Township officials started the public safety model implementation
process by cross-training police officers as firefighters. By 1996, the department had improved
staffing issues and overtime costs by certifying more firefighters, police officers, and emergency
medical technicians.
The difficulty with implementation started with the fire department, which was a popular
entity within Meridian Township. Firefighters started campaigning against city officials who
were in favor of the public safety model. Officials who supported consolidation were defeated
and replaced with officials who opposed consolidation (Wilson, Weiss, & Grammich, 2016).
The public safety director resigned and accepted a director position with another city, adding
more momentum to the opposition to consolidation. City officials hired a police chief and fire
chief in the former director’s position, separating police and fire services. Ultimately, police
officers felt the consolidation was successful and improved patrols staffing and response times,
while firefighters believed it failed because it weakened their skills. Due to the strong opposition
from firefighters, key officials, and citizens, the consolidation was not successful. Meridian
Township officials let politics come into play and control the implementation, creating a toxic
environment for those involved. Yet, with all the controversy and political drama, Meridian
Township officials discussed contacting a consultant to research the feasibility of public safety
consolidation in 2011 (Charter Township of Meridian, 2011).
Alaska State Troopers
The state of Alaska offers countless islands and mountains with bitter cold winter
weather. For the state’s law enforcement community, Alaska can be extremely challenging to
navigate. The Alaska State Troopers are the most unique law enforcement agency in the United
States; their duties may take them on a snow-mobile, helicopter, patrol boat, dog sled, and often
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alone in remote areas where help can be hours away. State troopers in Alaska have to be
extremely well rounded to avoid the dangers of bears, avalanches, and the criminal suspects they
encounter. The disastrous elements mother nature imposes in Alaska does not deter trooper
applicants, as 2,455 candidates applied with only 33 being hired in 2009 (Alaska State Troopers,
2009). Recruits go through an 18 week academy with an additional 15 week field training
program and then finally, a one year probationary period before earning the prestigious name,
Alaska State Trooper.

In Alaska, a missing person is reported every 12 hours to emergency services (Alaska
State Troopers, 2009). Whether it is an overdue or lost hiker, hunter, or tourist, state troopers
must be ready to search and rescue persons in the highest mountains and deepest waters in
Alaska. On average, an Alaska State Trooper handles five non-homicide related deaths, 11
domestic violence offenses, and is responsible for over 4,000 square miles of land (Alaska State
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Troopers, 2009). The Alaska State Trooper is the ultimate public safety officer who is trained to
handle a wide variety of emergency distresses from understanding fish and wild life laws, to
talking down a suicidal person, to rescuing a person who succumbed to a snow avalanche.
Unlike a traditional PSO who is trained as a police officer and firefighter, an Alaska State
Trooper adds on several other qualifications due to the nature of their job to maximize their
productivity and efficiency.
Career Burnout
Police officers, firefighters, and emergency medical personnel face intense, time-critical,
and sometimes devastating situations on a daily basis that can be contributed to career burnout.
Burnout is defined as a lingering state of emotional exhaustion stemming from an unrelenting
series of on-the-job pressures with few moments of positive experience (Champoux, 2000). The
emotional exhaustion emergency service personnel can go through can be staggering, when
situations force emergency personnel to at times, save a life, watch a life be taken, or to take a
life with force, become the norm. Emergency service personnel can experience negative
emotional reactions in recognition of their own mortality, called death anxiety (Brady, 2015).
This phenomenon occurs because emergency service personnel are constantly reminded of death
while at work, due to the very nature of their job. Emergency personnel do not have to have
prolonged exposure to experience negative effects during critical incidents (Lesperance, 2017).
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Police officers and firefighters are trained to handle a variety of complex problems but
are not trained how to self-manage themselves when off-duty. Police and fire departments lack
mental health resources to help treat emergency personnel for the graphic visualizations they
encounter, and sometimes never forget. For example, in 2016, Chicago, Illinois police saw over
4,300 shootings and over 750 murders, the most out of any city in the U.S., more than New York
and Los Angeles combined (Department of Justice, 2017). For Chicago police and fire personnel,
the chances of career burnout are high, but a more alarming statistic is the suicide rate for
Chicago police officers is 60 percent higher than other departments (Department of Justice,
2017). Table 6 shows the lack of mental health counselors the City of Chicago provides their
officers compared to the City of Los Angeles, who has less officers. It is not clear the exact
correlation between police officer suicide rates in Chicago and the amount of crime, but there is
likely some connection. Add in lack of appreciation for performance, management-employee
disagreements, and it is a perfect mix for career burnout, which has the possibility to lead to
death anxiety.
Out of over 2,000 firefighters questioned, the study between occupational stress and
firefighters found 14 occupational stress factors that contribute to career burnout (Beaton and

33
Murphy, 1993). Burnout can not only lead to problems in a police officer and firefighter’s
professional life, but their personal life as well. Divorce rates, suicide rates, and chances for
burnout for emergency service personnel are higher than the average person. High-risk indicators
for Post-Traumatic Stress Disorder (PTSD) include close proximity to the event, extended
exposure to danger, and not having an opportunity to vent (Schupp, 2015). Firefighters and
police officers see themselves as the heroes who save people and believe they can’t show
vulnerability, thus a reason why emergency service personnel limit venting to a counselor or
coworker of their problems.
Police officers and firefighters cope with job related stressors in their own way, but there
are methods for mitigating nominal situations to the most serious PTSD situations. One common
method of mitigating burnout is an early retirement with a pension typically consist of 20-25
years of service. Additionally, police and firefighters use a dark sense of humor to cope with
their stressors in regards to the everyday gruesome visuals they see. Using dark humor to
converse is the norm to emergency personnel, but to the average citizen, the humor can be
appalling. A strong support group is a mitigating factor in regards to PTSD and career burnout.
This involves working in groups or at a minimum of two personnel because it gives the other
person the feeling that security is nearby and moral support for their decision (Holland, 2008).
Perhaps a vital mitigating factor to burnout is the employee’s schedule. When emergency
personnel work long hours and several days in a row, it maximizes the chances for career
burnout. Police and fire leadership improve morale and burnout by offering flexible schedules to
first responders. By working 12 hour shifts, overtime is reduced compared to working an 8 hour
shift (Amenodola, 2011). By working 8 hour shifts, first responders typically work a five day
work week, thus only receiving a two day sabbatical from their high stress environment. The
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Panama schedule allows employees to work 12 hour shifts and receive multiple days off in a row
and every other weekend off, increasing much needed morale. Police and fire personnel can take
two days of vacation and receive a full seven days off of rotation using the Panama schedule. By
giving police and fire personnel multiple days off in a row it allows them to decompress from
work stressors and utilize their own personal coping methods more effectively. Career burnout
can lead to reduced employee productivity and efficiency and a high turnover rate. In the
emergency services field, burnout can be detrimental to employees and the citizens they
encounter if the employee is not focused and fatigued from being burned out from stressors.
SWOT Analysis
The Strengths, Weaknesses, Opportunities, and Threats (S.W.O.T) analysis is typically
conducted by an organization to identify factors that are external (strengths, weaknesses) and
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internal (opportunities, threats). In this element, Figure 3 will depict a visual representation of a
S.W.O.T analysis for those community officials considering consolidating their police and fire
departments. The information depicted in the analysis is derived from the nine case studies in
this paper and is non-specific to a particular entity.
Innovative Thinking
Communities who struggle with budget cuts, often look for innovative ways to cut costs.
However, the majority of communities play the financial finite game when cutting costs, instead
of playing the infinite game with their finances. The finite way of cutting costs include reducing
employee fuel consumption, reliance on grants, civil asset forfeiture, and reducing employee
training opportunities. The infinite way of cutting costs is creating a public safety officer
through consolidation or switching to hybrid vehicles to save cost on fuel. Finite strategies have
set rules and an end game, where infinite strategies are dynamic and ever changing with no end
game. For example, the finite strategy is comparable to going on a diet for one month where the
infinite strategy is changing your eating and health lifestyle, forever. To foster creative thinking,
communities need innovative leaders who will collaborate with others on problem solving while
encouraging participation. When dealing with the public and employees, public officials need to
utilize several different types of leadership styles to suffice the diversity of their audience. For
example, community residents and employees may follow a transactional leader during a police
and fire consolidation because of the incentives of the concept. If the budget is being restricted
and employees may be laid off, then employees and residents may be more inclined to support
the new idea because it could save jobs.
Finite Strategies
The Department of Justice’s Equitable Sharing Program allows law enforcement to keep
80 percent of assets they seize during the course of the investigation (Justice Department, 2013).

36
The assets can include cash money, cars, boats, houses, property, and other miscellaneous assets.
The seizing of assets of criminal organizations can cripple or dismantle organizations who rely
heavily on illegal assets. The program was created in 1984 to pay for the costs associated with
forfeitures. Essentially, law enforcement can seize a person’s assets without a conviction, and
use those funds for their department’s personal use. In 2014, the Los Angeles Sheriff’s
Department seized over $12 million through the Equitable Sharing Program and used $5 million
of the money to purchase a new helicopter (Feathers, 2014). However, the program is based off
of legislature and can be dissolved at any time, thus, creating a loss of income and a potential
bind for police departments who are dependent on asset forfeiture.
Many communities reduce and restrict their police and fire fuel consumption to cut costs.
A take-home car for police officers is a tremendous benefit for the officer, and the community.
However, community officials often fail to objectively see the benefits because they focus on the
financial aspect of a take-home vehicle. Supporters of take-home vehicles for police officers
argue the marked police vehicles are a crime deterrent when they’re driven by an off-duty
officer. When an off-duty officer is driving their police vehicle, they can respond to emergency
calls quicker than the on-duty officers. However, officials choose to leverage cost cutting over
safety. Restricting fuel consumption for emergency personnel is a short term fix to save money,
and not a long term solution.
Few police and fire departments are able to be awarded grants that can range from
hundreds of dollars to millions of dollars. Grants for emergency personnel can add new
employees, equipment, or other highly needed tools. In fiscal year 2014, the Boston,
Massachusetts police department received over $346,000 in grant money towards domestic
violence advocacy (Bureau of Justice Assistance, 2015). In just six months, the grant money
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served over 500 victims of domestic violence which would not have been possible without the
grant money. The Community Oriented Policing Services (COPS) has a program called “Vets to
Cops” and provides funding for entry level law enforcement officers, who are military veterans
for three years. The grant provides 75 percent of the salary and fringe benefits of each officer up
to $125,000. In Indiana, only 30 police departments applied for the grant and three were selected.
The downside to grant money is it will eventually be depleted (COPS Hiring Program, 2016).
Departments rely on grant money, but it is only a short term fix to reducing costs. Some grants
are based off of a reimbursement system as well, which can put a hardship on already cash
strapped departments.
Infinite Strategies
While some finite strategies for cost cutting work well in the short term, they are not
sustainable. Instead of restricting take-home vehicles or the amount of miles driven by
emergency personnel, switching to a hybrid vehicle to reduce costs is sustainable and an infinite
strategy. In 2009, the New York Police Department (NYPD) purchased over 75 hybrid Nissan
Altima police vehicles to be used in their fleet of over 3,000 vehicles (Siuru, 2009). The hybrid
Altima cost $1,500 more than the widely used Chevrolet Impala initially, but gets 35 miles per
gallon (MPG) in the city while the Impala gets only 16 MPG. With the fuel savings on the
hybrid, The Altima proves to be the better and more efficient vehicle financially and
environmentally. The hybrid Altima also emits fewer carbon emissions than the Impala,
lessening its carbon footprint.
The most efficient and effective infinite strategy to reduce long term costs is the creation
and consolidation of the public safety officer. Combining two or three disciplines into one, saves
thousands of dollars on fringe benefits, salary, equipment, supplies, training, and other
miscellaneous costs. PSOs also reduce fuel consumption because it translates to fewer
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employees driving police and fire vehicles. By investing in infinite financial strategies,
communities will see a much greater return on their investments than they would with finite
strategies.
City of Sullivan, Indiana
The City of Sullivan is located within Sullivan County, in southwestern Indiana, along
the Indiana-Illinois border, and has 4,249 residents according to the 2010 U.S. Census (U.S.
Census Bureau, 2011). The town of Merom was the first official county seat of Sullivan County
until a law was passed that required the county seat to be located in the middle of the county.
Sullivan was first to be named Benton, but there was already a city named Benton in Indiana so
officials named the city, Sullivan, after the county. Sullivan was made the county seat of Sullivan
County in 1842, and incorporated into a town in 1853. The city and county were named for
Revolutionary War hero Daniel Sullivan in 1817. The school district in the City of Sullivan is the
Southwest School Corporation and has Sullivan High School, Sullivan Middle School, and
Sullivan Elementary School in city limits. The motto of the city is “Take time to care.” The
median household income for Sullivan city residents is $27,083 with 30.6% of residents below
the poverty level (U.S. Census Bureau, 2016).
History
Figure 4 shows the City of Sullivan’s population data from 1900 to 2010 with 2016 being
an estimated population by the U.S. Census Bureau. Sullivan has seen a decreased population
since 1980 with its population high of 5,423 residents in 1950. According to the Indiana
Business Research Center, the City of Sullivan is expected to have a continued loss of population
projected from 2010 until 2050 (Indiana Business Research Center, 2010). The City of Sullivan
has few sustainable jobs besides K-12 schools since the hospital relocated outside the city limits.
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Sullivan City Police Department
The Sullivan City Police Department consists of seven full-time officers (City of
Sullivan, 2015). Police Officers in Indiana must complete 600 hours of training that is 15 weeks
long at the Indiana Law Enforcement Academy in Plainfield, Indiana to certify as a police officer
(ILEA, 2017). The salary for a Sullivan City Patrolman is $34,924.76 compared to the annual
mean wage in Indiana at $51,960 (Bureau of Labor Statistics, 2017). Figure 5 shows a graphical
depiction of the Sullivan Police Department’s organizational structure. The location quotient for
police officers in Indiana is 3.86 per 1,000 residents while the quotient for Sullivan is 1.65, well
below the state and national average.
•

National locational quotient - 2.3

•

State of Indiana locational quotient - 3.86

•

City of Sullivan locational quotient - 1.65
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Sullivan City Fire Department
The Sullivan City Fire Department consists of five full-time firefighters (City of Sullivan,
2015). Firefighters must complete 100 hours of training required to take the Indiana Fire exam,
and once they pass the exam, they are Indiana certified firefighters level I and II. The salary for a
Sullivan City Firefighter is $33,125.04 compared to the annual mean wage in Indiana at $46,620
(Bureau of Labor Statistics, 2017). Figure 6 shows the graphical depiction of the Sullivan City
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Fire Department organizational structure. The location quotient for firefighters in Indiana is 2.58
per 1,000 residents while the quotient for the City of Sullivan is 1.18, well below the state
average.

Public Safety Organizational Chart
The proposed public safety organizational chart combines the five employees of the fire
department and the seven employees of the police department into one single department. There
is no one singular type of organizational chart that is best to use, but each structure should be
focused on a specific task and the environment (Maguire, 2003). The fire and police department
goes from 12 total employees down to only 10 employees, with room to grow or shrink in
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numbers. The Public Safety Director will assume overall responsibility of the department and
report directly to the mayor, who reports to the city council. The captain reports to the director
and oversees two lieutenants. The captain position is optional, as the employee structure can
suffice without it, but the position is recommended. The captain position is preferred because
the position serves as a buffer between the director and the lieutenants. A captain will be more
in tune with personnel because the director will be working with the mayor, city council, and
public more often due to the significance of the position. The captain position is someone who
can fill the role of director or lieutenant at a moment’s notice, and a likely candidate to fill the
director position when it becomes vacated. The two lieutenants will each oversee three PSOs. In
Figure 7, the department will operate on a chain-of-command that flows upward and downward.
This allows for employee growth and leadership opportunities.
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Schedule
The Panama shift schedule is a rotating shift pattern that is 2 days on, 2 days off, 3 days
on, 2 days off, 2 days on, 3 days off and is common in public safety. The Panama schedule is
essential for 24/7 operations and gives the employees every other weekend off duty (Friday,
Saturday, and Sunday). The Panama shift allows employees to identify days on and days off in
the future for personal events. One main advantage of the Panama shift is the employee only
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works 15 days out of a 30 day calendar and 16 days in a 31 day calendar. Ultimately, the
employee works half the year and has plenty of family time away from work. Figure 8 depicts
the Panama schedule broken down to the Blue crew and Red crew, the crew names symbolizes
red for fire and blue for police.

The Red and Blue crew will each have a lieutenant as a supervisor along with three
additional PSOs. One PSO will work a 24 hour shift in the fire station on the days worked. One
PSO will work from 6:00 a.m. to 6:00 p.m. and will be relieved by a PSO working 6:00 p.m. to
6:00 a.m. The Lieutenant will work 12:00 p.m. to 12:00 a.m., during high volume times for
emergency services. The PSOs will rotate between police and fire shifts. For example the PSO
working the 24 hour shift at the fire station will exit duty at 6:00 a.m. and be replaced by a PSO

46
on his/her/ze own shift. On a weekend worked, each of the three PSOs will have worked in the
fire station one day. The public safety director will work Monday through Friday 8:00 a.m. to
4:00 p.m. and fill in for any employee when on vacation or who calls in sick. The captain’s
schedule is a four day 10-hour shift of Thursday, Friday, Saturday, and Sunday from 4:00 p.m. to
2:00 a.m. By scheduling the lieutenant and captain during peak times, it is putting another PSO
on shift to maximize efficiency and productivity instead of scheduling during slow or down
times (Taylor, 2008). Each lieutenant will overlap with all members of their crew by working
the 12:00 p.m. to 12:00 a.m. shift. This provides on-the-job leadership opportunities by having
all positions overlapping.
About 29 percent of all violent crime committed by juvenile offenders are between 3:00
p.m. and 7:00 p.m. compared to 26 percent of all violent crimes committed by adult offenders
happens between 8:00 p.m. and 12:00 a.m. (U.S. Department of Justice, 2014). The primary
goal of the Sullivan Public Safety Department’s schedule in terms of crimes is to maximize
PSOs during high crime days and times. Between the hours of 3:00 p.m. and 12:00 a.m., there
will be at least one PSO on patrol, a lieutenant, and a captain in service and able to respond to
police related calls and the same plus the fire station PSO to respond to fire related calls. Thus,
providing more coverage for police and fire when combined than when the two departments
were separated.
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In 2015, nationally there were 33,635,500 fire department calls but only 1,345,500 actual
fire calls, the rest being mostly medical callouts (NFPA Survey, 2016). The advantage for the
public safety strategy is it reduces the number of callouts a fire engine is forced to drive to, thus
burning fuel and adding wear and tear on the vehicle. Since 96 percent of fire calls are for nonfire related calls, a PSO on duty can arrive at the scene quicker and handle the call without
requiring the engine to depart the station. The PSOs on patrol duty will store their turn-out gear
in their vehicle for when they are needed on an actual fire service call. See Figure 9 for a
graphical depiction of the process of transitioning from a police oriented PSO to a fire oriented
PSO.
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Implementation
People are hesitant to change, especially when the change is sudden and there is no
forewarning. In the case studies mentioned, the PSO implementations occurred over a long
period of time instead of an overnight, short process. Aiken took almost 20 years to implement
while East Grand Rapids mulled over the idea for 35 years. Since the City of Sullivan is small in
size, a five year plan for full implementation is sufficient. A three year plan is feasible, but to
ensure sustainability, a five year plan is recommended.
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The first six months will be spent refining the details of the five year plan. The Sullivan
City Police and Fire Department employees, along with city officials will complete the public
safety officer transition and work out all the details. Having employee input is vital to a
successful implementation. It is imperative that the City of Sullivan’s mayor, city council, police,
and fire departments support the implementation fully and positively portray it to the public. For
the implementation to be successful, leadership has to intentionally support the public safety
officer program. Also in the first year, a public safety director will be chosen to lead the change.
From the six month mark to one year, a media blast to educate the public will take place. The
city’s social media pages (city, fire, and police) will promote the program to their social media
followers and answer any questions the public may have. The city will contact local newspapers,
radio stations, and television news stations to complete the media blast and promote the public
safety officer program. City and emergency service leaders will hold three town hall discussions
with the public to explain the concept and answer any questions the public may have. Having
the public’s input has shown to help increase the success factors during implementation. The key
points the city should focus on during public discussions are:

















Cost savings
Increased productivity
Increased efficiency
Increased qualified applicants
Boosted morale
Better use of facilities
Enhanced community policing
Unity of command
Better time management on-duty
Quicker response times
Single records system
One single bargaining unit
Reduced stress
More time away from work
Increased patrols and personnel coverage
Community oriented
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 Better allocation of resources
The City of Sullivan has approximately seven police officers and five firefighters
according to their website (www.cityofsullivan.org). However, with a high turnover rate, the numbers do fluctuate and staffing numbers can be dynamic. Year two and three will be spent
cross-training and certifying police officers and firefighters. To fully train a police officer it
takes four months for the academy and up to two months for additional field training. One
firefighter will attend the police academy initially, while one police officer trains and certifies as
a firefighter starting in January 2019. Once each respective police officer and firefighter has
completed cross-training, the next person will attend training, and so on. The departments
become partially consolidated during the two year cross-training period. Once all firefighters
and police officers are cross-trained, there is additional time included for retirees, resignations,
and the unexpected. Once every firefighter and police officer is cross-trained, the police and fire
department will transition to a fully consolidated public safety department. The titles firefighter
and police officer will be replaced with Public Safety Officer (PSO). The city and the public
safety department will conduct an additional media blast to emphasize the success of their
implementation, to educate the public, and to answer their questions again.
After full consolidation has been in effect for one full year, city officials will create a
committee to develop a comprehensive after-action report on the entirety of the five year
strategic plan. The committee will consist of all PSOs, city officials, and community
stakeholders and will recommend changes to the process that benefit the city. From the
conclusion of the after action report, a committee will meet every two years to ensure the
principles of the PSO process are intact and continues to be successful and sustainable. During
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this process, the city will conduct follow up media updates and town hall events to ensure a
strong community partnership continues.

In Phase 1 and 2 the Sullivan Police and Fire Departments will be in an administrative
consolidation where the police and fire departments remain separate entities but have a combined
organizational oversight. Phase 3 will be a partial consolidation where police and fire personnel
are in the midst of cross-training into each other’s respective discipline while sharing equipment
and supplies. Phase 4 and 5 will be a full consolidation which combines administrative and
operational activities of police and fire departments and which both will be referred to as the
Sullivan City Public Safety Department. Figure 10 depicts a viewer-friendly chart of the
implementation Phases.
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Cost Effectiveness
The cost effectiveness of having a consolidated police and fire department comes from
reducing employee turnover, reduced vehicle maintenance, less employees, reduced employee
absenteeism, consolidated infrastructure, reduced supplies, and other miscellaneous items over
time. Each successful consolidation has saved tax dollars of some sort, with each amount varying
with each department. In the City of Harper Woods, Michigan, they projected to save $400,000
to $700,000 annually once consolidation is complete. The amount is significant when you
consider the population of Harper Woods is only 14,000 residents (Wilson, 2013). The Sullivan
City Fire and Police Department are already operating on a reduced budget with both
departments losing a combined $175,105 from 2012 to 2016 for employee salaries, supplies, and
services and charges (Gateway, 2017). In Table 8, it shows a loss of $145,083 for the fire
department and $30,022 for the police department since 2012. Salary for personnel services for
2016 was $266,873 for the fire department and $306,112 for the police department for a
combined $572,985. By using the organizational chart in Figure 7, the total salary for personnel
services is $438,000 which is a reduction of $134,985 from 2016. If the optional position of
Captain is taken away, the cost savings from employee personnel services is $180,985 annually.
The salaries associated with the proposed Sullivan City Public Safety Department include
clothing allowance and holiday pay. The City of Sullivan’s PSOs will be paid as salary instead
of hourly, to prevent additional costs from building up. For 2016, the fire department budgeted
$22,500 for supplies while the police department budgeted $31,500 for a combined total of
$54,000 (Gateway, 2017). By consolidating supplies, the cost savings is projected to be reduced
by 25 percent which is a cost savings of $13,500. Supplies include but are not limited to office
equipment such as paper, printer, phones, and other miscellaneous items. For 2016, the fire
department budgeted $24,000 for services and charges while the police department budgeted
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$19,650 for a combined total of $43,650 (Gateway, 2017). Through consolidation, the cost
savings for services and charges is expected to be 20 percent for a savings of $8,730. Services
and charges include but are not limited to cable, internet, electricity, and vehicle and building
maintenance. In a small city, the police and fire departments have interaction on a near daily
basis responding to calls or meeting up at city hall since the fire department is collocated in the
same building.
Replacing employees in public safety can be costly due to training new employees,
interviewing, unemployment benefits, exit interviews, lost productivity, and other miscellaneous
costs. After a review of the Sullivan police and fire departments employee database, it is found
the police and fire departments have higher than normal turnover rates.
According to Gateway employee compensation report from 2012 to 2016, the Sullivan
City Police Department has a turnover rate of 29.36% (Gateway, 2017). The law enforcement
average for departments with fewer than 10 officers is 19.9 percent (Bureau of Justice Statistics,
2008). The past five year’s turnover rates for the police department are as follows:
•
•
•
•
•

2012- 37.5%
2013- 25%
2014- 14.3%
2015- 50%
2016- 20%

The fire department’s turnover rate, while lower than the police department, is still high
at 22.86 percent and is displayed below (Gateway, 2017):
•
•
•
•
•

2012- 14.3%
2013- 40%
2014- 20%
2015- 40%
2016- 0%
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Calculating the Sullivan City Police Fire and Police turnover costs projections are
$10,000 annually and accounts for training, supplies, uniforms, medical insurance, salary, and
the Indiana Public Employee Retirement System (PERF). Through several cost saving measures
the budget will be reduced each year following implementation. The first year of the
consolidation will see an increase of approximately $10,000 in the budget due to the transition
with miscellaneous and unexpected costs. The first year will be spent planning and there is not
cost savings expected during Phase One. In Phase 2 there will be expenses occurred for the
media blast. The cost savings will thrive in Phases 3, 4, and 5, and each year after. While it is
difficult to discern the exact amount saved, estimates are displayed in the Table 9 below. With
the right leaders and planning, the Sullivan City Public Safety Department budget can be reduced
by $279,135 at the completion Phase Five in 2022.
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Advantages
The main advantage for the City of Sullivan to accomplish their police and fire
consolidation is the size of the city. Out of the 132 communities who have consolidated their
police and fire departments, 87 of them have a population fewer than 15,000 residents (Wilson,
Hollis, & Grammich, 2016). With a population of just over 4,000 residents, the City of Sullivan
is not projected to grow past the threshold of 15,000 residents in the years to come, the city is
actually projected to decrease in population (StatsIndiana, 2016). It appears the smaller the
population of the city, the greater the chances for a successful consolidation. The higher chances
for success is likely due to the logistics of cross-training personnel and the larger departments
translates to longer and more complicated implementation. In small departments and
communities, they can accomplish the task much quicker due to fewer employees that need
cross-trained. Smaller communities are more cohesive than larger communities, simply due to
knowing community officials and leaders in a small town. Sullivan is a friendly community
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where “everyone knows everyone”. It is not uncommon to see people shopping at the local
Walmart and stopping to converse with several other customers they know. The small size of
Sullivan is a large advantage for a media blast. Once the City of Sullivan conducts their media
blast for police and fire consolidation, it will be the talk of the town. A positive and strategic
media blast will spread through the City of Sullivan quickly through radio, newspaper, social
media, and word of mouth.
Smaller communities are more likely to provide their police and fire personnel more
specialized and cross-training. According to research conducted by Michigan State University’s
School of Criminal Justice, 70 percent of smaller agencies provide specialized training for their
personnel, compared to only 51 percent for larger departments (Wilson, et al., 2016). As
previously noted, in the case of Durham, North Carolina, one major factor for their failed
consolidation was opposition created by the lack of adequate specialized training after
consolidation. Specifically, as seen in several case studies, firefighter training is overlooked
compared to police officer training. As firefighter training is reduced, traditional firefighters
become upset and create tension and opposition. Not every community meets the benchmarks for
police and fire consolidation, but the smaller the size of the community, the more likely chance
of a successful consolidation. There are several factors that have to fall into place for a
successful consolidation, such as the elected officials of the community.
Elected officials can make or break a police and fire department consolidation. As noted
previously, firefighters once campaigned against elected officials in Durham, because of their
support for consolidation. The City of Sullivan has a progressive and proactive administration
who does not shy away from creating change. Local officials in the City of Sullivan
accomplished the first annexation in more than 50 years, demolished an old and dilapidated
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school, and created a program to tear down and remove abandoned buildings (City of Sullivan,
2013). City officials have improved infrastructure within the city with a sidewalk program,
paved key roads, built a new Sullivan Civic Center, and created public and private partnerships
to bring in more businesses and residents to the community. Sullivan City Mayor Clint Lamb
said, “When business succeeds, business expands. New business is attracted. When new business
is attracted, those are the ones that employee people,” in an interview with WTWO Channel Two
News out of Terre Haute, Indiana (Edwards, 2015). Officials of Meridian Township mulled over
the consolidation idea for years without creating and committing to a plan. The City of Sullivan
officials have the benefit of being proactive and forward thinkers, who would create, implement,
and publicize the consolidation 100 percent.
Challenges
The City of Sullivan is ripe for a successful consolidation of its police and fire
departments. However, a few challenges present themselves as barriers to success. With a
progressive and proactive administration that displays transformational leadership, the City of
Sullivan has momentum if they choose to proceed with the consolidation. Yet, if city officials do
not support the consolidation, the idea will likely never come to fruition. The City of Sullivan’s
officials can be a double edged sword, depending who is elected at the time. Officials have their
own agenda and if consolidation is not accepted and part of the agenda, it may never occur due
to the longevity of elected officials in small communities. In the City of Sullivan, there are few
candidates for the elected offices due to the low population and interest of the positions. The
police and fire consolidation likely has one chance at approval. With a detailed and costeffective plan, city officials are likely to approve it, as they are most concerned about finances
more than other factors.
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A potential challenge comes from personnel issues from the transition to a consolidated
department. The police and fire chief’s position will be eliminated and the position of a public
safety department will be created. Whichever chief loses their position may cause tension if the
transition is not handled correctly. A recommendation to mitigate the possible personnel tension
is to continue the salary of the chief who loses their position and to place them in the captain’s
position. Other potential tension comes from which employees are placed into lieutenant
positions during the transition. It would be ideal to have employees interview for the positions
and have a fire employee be designated to one and a police employee be designated for the other
open position. By having each respective discipline fill the two lieutenant positions it helps
ensure equal training and each discipline has a leadership position in the newly created public
safety organizational chart. This also helps ensure the consolidation is not vulnerable to
inadequate fire training that has plagued so many consolidated departments beforehand.
Personnel issues and problems need to be addressed and finalized during the first six months of
Phase 1. It is imperative that all personnel concerns are addressed before moving onto the next
phase of consolidation.
A more generalized challenge comes from firefighters. In the majority of failed case
studies, firefighter opposition has caused tension and helped result in the failed consolidation.
Firefighters are more career disciplined and cultured with tunnel vision, compared to police
officers, when it comes to accepting consolidation. The tension from firefighters come from the
idea they will be working as a police officer more than a firefighter. Since most calls are police
or medical related, firefighters would be the discipline who is forced to get out of their comfort
zone the most. Police officers are more accepting of consolidations due to knowing they will
only be fighting fires less than a quarter of the time. This is in part due to the changes in
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technology, infrastructure (fire retardant materials), and fire prevention that makes buildings and
homes safer. Building codes that require sprinklers and smoke detectors also play a large factor
in a decrease of fires. In years’ past, there were more fires to fight compared to today (Bukowski,
2002). Through a calculated plan, the City of Sullivan could address the firefighters’ questions
and concerns, and obtain their support through persuasive and democratic leadership.
Resistance to Change
When organizations change common and historical policies or guidelines, there is often a
resistance that comes from employees. Resistance to change can originate from employees
internally in the organization, or externally from those in the community. Leaders must be ready
to overcome the barriers to change with a strategy that meets the needs of the resistance.
Resistance to change can stem from a shift in the employee’s role, a new supervisor, or a simple
new method to clock in and out of work. The resistance can gain momentum or lose steam
depending on the depth of the change, and actions of the decision maker. Resistance to change is
to be expected and a natural part of the change process (Bovey and Hede, 2001). When a person
has functioned in a certain way for several years they become accustomed to the routine,
complacent, and over confident. Essentially, change threatens the status quo. The phrase, “This
is the way we have always done it,” becomes the norm and part of the resistance. The fear of the
unknown and uncertainty amplify the resistance to change from employees.
To implement an outside-the-box idea, communities and leaders have to be open to new
ideas and be willing to change. A successful fire and police consolidation require open
mindedness and those willing to change. It is vital for community leaders to identify common
change failures in organizations and address them when implementing a new program or policy.
Change management is a perplexing and inevitable process organizations must mitigate when
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implementing new ideas. It is a continuous process that requires planning, coordinating,
organizing, and supervisory skills by leaders (Ha, 2014).
Resistance movements may never get off the ground or lose steam if organizational
leaders effectively mitigate the resistance before, during, and after the change. First, leaders
must identify key people who can vocally and diplomatically show support for the change to
occur. By identifying key people, both externally and internally, who can sway opinion’s
towards change is being proactive in mitigating the resistance to change. Essentially, the
consolidation’s inner circle of transformational leaders are creating community subtransformational leaders to help push their agenda. The specific sub-transformational leaders will
be influential people in the community such as volunteer organizers, politicians, PTO moms,
sports coaches, business owners and other prominent people who are natural leaders. With the
change management failure rate hovering around 70 percent, it is vital for leaders to be proactive
well before the actual change (Paren, 2015).
City of Sullivan and Change
The City of Sullivan must develop their leadership team starting with the city council,
mayor, and fire and police chiefs. Next, the team develops change agents in the community to
help initiate the idea of a police and fire consolidation. The inner circle must then identify and
utilize external change agents in the community who can lobby other residents to support the
plan. Town halls, social media, news media, and word of mouth will be utilized the spread the
idea of consolidation and support. The power of voice is important, especially in a small town
such as Sullivan. Rumors can spread quickly and sway public opinion before the public
understands the facts. Community transformational leaders are essentially thought leaders
because they influence the thinking of other people (Kanter, 2013). By having the right leaders
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supporting the idea for consolidation, the idea is gaining support due to the influence and
inspiration of the community leader.
In the City of Sullivan, it is imperative to gain support from the community regardless of
how long it takes. In 2014, The City of Sullivan attempted to annex 1,100 acres but failed when
several prominent landowners and business owners won a lengthy legal battle in court
(Odendahl, 2014). The lesson learned from the failed annexation was the city did not
strategically plan the annexation and rushed the process. This is why the first twelve months of
the implementation plan are solely used to create a plan and gain public and employee support
for consolidation. Below are five key strategies that will set the tone for the City of Sullivan’s
consolidation and a successful change that should be performed simultaneously:
 Start before you Start:


Give plenty of notice to your employees and community prior to starting
the change. Provide informational and educational town hall events, social
media and news media blasts to ensure the audience knows and
understands the facts and reasons for change.

 Start with Why:


Inform the audience WHY the change is taking place and WHY it benefits
them. The audience will be more likely to support the idea if they are told
WHY the change is taking place instead of simply that the change is taking
place.

 Be Transparent:


When conducting question and answer events with the public, answer
truthfully and if you do not know the answer, do not deceive with your
answer.

 Be Democratic not Autocratic


If the community or an employee has a recommendation that would
benefit the public safety consolidation then work with the person(s) to
help implement their idea. Use the public to help obtain constructive
criticism and be willing to compromise.
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 Be Intentional:


Go out and gain the support of the community. Do not sit back and wait
for the consolidation to take place or let negative resistance gain
momentum and hinder the innovative idea of consolidation.

Firefighter Resistance to Change
The leadership team must designate a cross-cultural leader in the fire department to act as
a liaison and change agent to lead the consolidation. Overcoming firefighter resistance to change
is instrumental in a successful consolidation. It is vital to keep the cultural change at a minimum
for firefighters so they always embrace the police aspect of consolidation and the change itself.
Firefighters must be assured that consolidation is not a threat to their organization and historic
culture, but also be assured the times are evolving and they are, and always will be included in
the process. The risk management and mitigation strategy for firefighter support is obtaining
their professional advice and recommendations. By including firefighters in the consolidation
plan and implementation, it helps ensure the firefighter training and development is not lost in
translation. The City of Sullivan should create a new joint vision for the future with firefighters
during the change to help ease the barriers (Leiper, 2003). The failed case studies teach us that
firefighters opinions have to be received and adapted to the consolidation plan, or the
consolidation may face devastating consequences. The City of Sullivan must have a working
relationship with firefighters and include their opinions, advice, and recommendations from the
very start of the consolidation and throughout the process to ensure the consolidation is
sustainable and prosperous.
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Community Impact
All tax paying citizens want to see their tax dollars being frugally spent, and not wasted,
by elected officials. There will be tax payers who blindly follow the mayor or city council with
their ideas because of their position or political party. However, leadership extends beyond the
hierarchy and formal roles of authority (DeMatthews, 2014). To get enough followers to support
and follow an innovative idea takes a transformational leader who can create inspiration within
the community, regardless of political party. Through consolidation, the residents of City of
Sullivan will see officials making a long term, financial investment back into the community.
While the overall goal of consolidation is not just to save money, it is an added benefit. Small
towns have a difficult time sustaining their status quo growth with budget cuts that severely
affect them. A small five percent reduction in the overall budget can mean loss of jobs in a small
town with a small budget. Through consolidation and several media blasts, the City of Sullivan
will show their residents the importance of being frugal stewards of taxpayers’ dollars. The long
term financial savings from consolidation could potentially free up money to be used in a
different fund. Police and fire consolidation will not only provide more coverage for the
community, it will reduce the structural usage down to one building. The potential for additional
cost savings is highly likely when the police/fire consolidate into the other’s building. The
consolidation of buildings will leave one building empty, and available for city usage in another
capacity. The consolidation will also reduce long term expenditures in utility fees, supplies, and
personnel costs. Sullivan city residents are more likely to buy into the consolidation when they
know the city is spending cautiously.
A police and fire department consolidation will immediately give the community an
enhanced level of service. When a citizen calls 911, a highly qualified and diverse public safety
officer will arrive at their door and be capable of handling a fire or police call, and potentially a
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medical call as well. If a police officer arrives at a fire call first, the officer is limited on their
abilities to add value to the incident, due to being trained in only one discipline. If a firefighter is
on a scene where a police officer is needed, the firefighter is limited as well. A PSO would be
able to analyze the situation and respond accordingly to any incident due to his/her/hir training
and qualifications more efficiently and effectively than a single disciplined police officer or
firefighter.
The City and County of Sullivan both have over 93 percent white population (US Census
Bureau, 2013). The creation of a PSO will bring candidates from outside of small towns,
advancing diversity and inclusion. The City of Sullivan has the potential to create economic
growth through population growth via consolidation of its police and fire departments. The
publicity will be far reaching due to only one other city in Indiana that has consolidated its police
and fire department. Essentially, the City of Sullivan would receive more media coverage
because police and fire consolidation is an anomaly in Indiana compared to if the consolidation
happened in the state directly north in Michigan, where it’s the norm. With a media blast, the
reach could be picked up nationally, or by researchers at Michigan State University, who have
the ability to publicize the City of Sullivan even more to a national and global audience. This
media push will likely bring in more applicants than the city has ever seen before for an opening.
A successful implementation of the merger and documentation can bring in officials from other
communities wanting to learn from the City of Sullivan’s consolidation. Candidates traveling
into the City of Sullivan for interviews and community officials for meetings, would bring in
hotel and food associated costs, helping the local economy.
By consolidating into a public safety department, the City of Sullivan would change its
culture, which in turn, creates a new perception from the community. Through the media blast,
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the public will be more informed which will create more dialogue and transparency between the
community and the PSOs. The consolidation would generate a conversation for PSOs and the
public, and also builds trust between the two. Having the community’s trust is vital to having a
successful public safety department, and helps keep the negative side of politics out of public
safety. With the community’s trust and cooperation, more crimes will be solved through public
tips and the community will take pride in their partnership with public safety. The Panama
schedule the Sullivan Public Safety Department would utilize allows their PSOs to have plenty
of time off to take part in community outreach programs. Programs such as crime prevention,
neighborhood watches, school safety presentations, homeless outreach, fire prevention, bully
prevention, and others, would reinforce the public safety and community partnership. In recent
years, police officers have come under attack for being quick to react during use of force
situations and being out of touch with their communities. The police and community
relationship needs to be repaired in all communities, including the City of Sullivan. A police and
fire consolidation would help reinforce the community’s partnership with the Sullivan Public
Safety Department. Changing community policing through consolidation has an end result of
less crime due to more community involvement. Whether its neighborhood watches, school
educational speeches, community weapons class, or town hall events that bring public safety and
the community together, everyone benefits when there is cooperation between the two. Part of
the 1993 Anti-crime bill during President Bill Clinton’s term called for federal funding for
community policing has included programs such as Crime Stoppers, Citizens Advisory and
Police Committee, National Night Out, Drug Awareness Resistance Education (D.A.R.E), and
McGruff the Crime Dog and is when federal dollars were first used in community policing
(Wadman, 2009).

66
Summary of Research
The purpose of the secondary research was to help illustrate the opportunity for police
and fire consolidation in the City of Sullivan and to create a concrete foundation for
understanding and familiarity of the research. Police and fire consolidation is not a one size fits
all method for communities, but rather a specific and intentional strategy by innovative
communities. Consolidation has proven results in small sized communities compared to larger
sized communities. Reducing financial costs is the most typical reason for consolidating, but
there are also just as important reasons for consolidating such as, but not limited to, more police
and fire coverage, increased productivity, increased efficiency, and enhanced community
policing. Consolidating police and fire services is against the norm and traditions of public
safety in the United States. When, or if, a community decides to move forward with
consolidating their police and fire departments, they must follow strict steps in order to have a
sustainable consolidation, because there are several hurdles that need addressed.
Police and fire consolidation works more effectively and efficiently in small population
communities, limiting the amount of external factors. Smaller police and fire departments
struggle to sustain their budgets, personnel, and equipment and have turned to innovative ideas to
make up for their losses. With increasing workloads and lesser financial means, police and fire
departments look to become more attractive with a hybrid officer who specializes in two
disciplines instead of one. In communities such as the City of Sullivan, a police and fire
consolidation can be very beneficial when each dollar counts and has to be spent wisely due to a
small tax base and /or decreasing population.
It is projected for the City of Sullivan to reduce their annual budget between $167,214
and $213,500 depending on the optional position of captain. The cost savings is broken down by
employee reduction $134,985-$180,985, supplies $13,500, services and charges $8,730, and
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turnover rate $10,000. By increasing the PSO salaries and giving them more days off, morale and
productivity will increase quickly, once implementation is complete. The City of Sullivan is
essentially investing in their own employees to a return on investment immediately and in the
future. Through consolidation, the City of Sullivan will see an increase in the quality of
applicants for the PSO positions, which in turn, has the potential to bring residents into the
community, thus, bringing more tax dollars with them. If the City of Sullivan reviews the SWOT
analysis in Figure 3 periodically, they will not be taken off guard by the weaknesses and threats
that can be catastrophic to the police and fire consolidation concept. In order to achieve
consolidation success, it is imperative for the City of Sullivan to strategically implement and
follow the five Phase plan outlined in Figure 10, to ensure the public safety concept is
sustainable for years to come.
Limitations
Due to time-constraints, secondary research could only be conducted on six successful
case studies; Aiken, East Grand Rapids, Glencoe, Highland Park, and Sunnyvale, and three failed
case studies; Alamogordo, Durham, and Meridian Township. The amount of research found was
limited due to the low volume of research conducted on police and fire department consolidation.
However, with only nine total case studies, the data analyzed and collected proved invaluable
insight in helping create a strategic plan for consolidation. Sources were narrowed to scholarly
journal articles, legitimate online sources, and legitimate periodical sources. Specifically,
Michigan State University’s School of Criminal Justice and its program on Police and Fire
Consolidation. MSU’s special emphasis on police and fire consolidation is the only entity with
that specializes and analyzes the subject matter, independently and objectively. Nominal
departments who have not consolidated have created any type of comprehensive report on their
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success and failures during consolidation or deconsolidation, thus, providing a gap for MSU to
create usable content on police and fire consolidation.
Future Research
The interpretation and analysis of the research produced in this paper has shaped an
opportunity for future, in-depth research on police and fire consolidation. The creation and
implementation of the public safety department plan for the City of Sullivan is just in the
beginning stages. With additional primary research, including a community survey, police and
fire department interviews, and city administration interviews would produce a more candid and
accurate strategic plan for the consolidation of the Sullivan Police and Fire Departments.
Secondary research can only create a generalized plan with step by step instructions on how to
maximize success. Additional research with unlimited time constraints could produce a more
detailed and accurate financial account of accountability to provide clearer cost effectiveness
data for the City of Sullivan. Police and fire consolidation is a dynamic process and ongoing
research is plentiful. The City of Sullivan’s strategic plan is set-up to have additional research
conducted during Phase 5 in 2022, with officials meeting to discuss the after action report on the
plan. The depth of the research in Phase 5 is entirely up to the administration but it is
recommended to conduct primary research at that time to internally measure the success and
failures of the plan within the Sullivan Public Safety Department, as well as external case
studies. The savings after Phase 5 could stretch well beyond $300,000 with future research
conducted during and after the consolidation.
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