RESOLUTION 23-260

A RESOLUTION A RESOLUTION TO MODIFY THE CITY PERSONNEL POLICY
REGARDING KELLY DAYS

WHEREAS, the City of Spring Hill recognizes the importance of maintaining up-to-date and
comprehensive personnel policies to guide our organization's human resources practices; and

WHEREAS, the City modified Ordinance 11-02 to adopt the Employee Handbook by
Resolution; and

WHEREAS, future amendments or revisions to the personnel policies shall be considered
for adoption by Resolution; and

WHEREAS, Personnel Policy 4.11 — Kelly Day and 28 Day Tour was initially established to
accommodate the additional time firefighters were scheduled; and

WHEREAS, A “Kelly Day” is the occasional day off firefighters get to control budget-
destroying overtime; and

WHEREAS, the City Fire Department has moved from a 24hours on/48hours off schedule
to a 48hours on/96 hours off and the need for Kelly Days has been diminished; and

WHEREAS, it is in the best interest of the City of Spring Hill to delete the Kelly Day and 28
Day Tour policy, and

NOW, THEREFORE, BE IT RESOLVED by the Board of Mayor and Aldermen of the City of
Spring Hill, Tennessee, that Personnel Policy 4.11 — Kelly Day and 28 Day Tour, is hereby deleted
as the official policy of the City of Spring Hill.

Passed and adopted by the Board of Mayor and Aldermen of the City of Spring Hill, Tennessee on
the 18th day of December 2023.

(= ), o

—
—

Jim Hagaman, Mayor

LEGAL FORM APPHOVE

Patrick Carter, Cit Attorney U
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MEMORANDUM
TO: Board Of Mayor And Aldermen
ccC:
FROM: Richard L. Stokes, HR Director, City of Spring Hill
RE: Rationale for Deleting Kelly Days
DATE: 12/11/2023

The shift from a 24on/480ff schedule to a 48on/960ff schedule in a fire department can have various
implications, and discontinuing Kelly Days may be one of the changes associated with this shift.
Traditionally, Kelly Days are days off given to firefighters to compensate for working a certain number of
consecutive shifts. Here are some potential benefits of discontinuing Kelly Days with the transition to a
480on/960ff schedule:

1. Extended Time Off: With a 48on/960ff schedule, firefighters are already getting a longer period of
time off between shifts. This extended time off can serve as a built-in compensation for the consecutive
workdays, potentially making Kelly Days less necessary.

2. Improved Work-Life Balance: The longer off-duty period may contribute to better work-life balance
for firefighters. This can reduce fatigue and stress, promoting overall well-being and job satisfaction.

3. Simplified Scheduling: Eliminating Kelly Days can simplify the scheduling process for the fire
department. With fewer variables to consider, it may be easier to manage and maintain the schedule,
leading to increased efficiency in staffing.

4. Cost Savings: Kelly Days are often associated with additional costs, as they require paying overtime or
providing compensatory time off. By discontinuing Kelly Days and adopting a schedule with longer off
periods, the department may experience cost savings in terms of overtime pay.

5. Predictable Rest Periods: A 48on/960ff schedule provides more predictable and consistent rest
periods for firefighters. This can contribute to better sleep patterns and overall health, reducing the
likelihood of fatigue-related issues.

6. Adaptation to Industry Trends: Fire departments may choose to align their schedules with industry
trends and best practices. If other departments or emergency services are moving away from Kelly Days
and adopting longer cycles, it may make sense for own department to do the same for consistency and
adaptability.

CITY OF SPRING HILL

199 Town Center Parkway * Spring Hill, Tennessee 37174
931-486-2252
www.springhilltn.org
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MEMORANDUM

TO: Board Of Mayor And Aldermen

cC:

FROM: Richard L. Stokes, HR Director, City of Spring Hill

RE: Deleting Personnel Policy 4.11 — Kelly Days and 28 Day Tour
December 13, 2023

Firefighters typically work a rotation with extended hours, such as one 24-hour day on and two off, using
three teams. With the creation of labor laws in the 1930s and 1940s and standardized pay periods, this
meant that one team had an extra shift during a 28-day pay period. Working in excess of 212 hours in 28
days resulted in overtime, so that team either had to have a full shift off or be paid for overtime for it. This
off-shift is called “the Kelly day”.

While the decision to discontinue Kelly Days in a fire department should be approached with careful
consideration, here are the reasons to move this decision forward:

1. Operational Efficiency: The scheduling disruptions caused by Kelly Days impact operational efficiency.
Without these additional days off, it could be easier to maintain consistent staffing levels and respond
promptly to emergencies.

2, Cost Reduction: Kelly Days are associated with increased overtime costs and other financial burdens on
the department, discontinuing them will reduce overall expenses and allocate resources more efficiently.

3. Equal Treatment: There may be concerns about perceived inequity in the distribution of time off.
Discontinuing Kelly Days could be framed as a move toward a more standardized and fair approach to time-
off policies for all employees.

4. Adaptation to Changing Needs: The nature of firefighting and emergency response is evolving, and
traditional scheduling practices, including Kelly Days, no longer align with the changing demands of the job.
Discontinuing Kelly Days will help meet current needs.

5. Flexibility in Scheduling: Without Kelly Days, there is greater flexibility in scheduling, allowing for more
strategic workforce planning. This could help adopt alternative scheduling models, like PT Firefighters, that
better align with the department's goals and the evolving nature of emergency response.

6. Negotiating Other Benefits: The discontinuation of Kelly Days could be part of broader negotiations aimed
at enhancing other aspects of compensation or benefits for firefighters. For instance, the focus might shift
towards improving retirement plans, or training opportunities.
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In conclusion, the deletion of the Kelly Day and 28 Day Tour policy is vital to maintaining the staffing
integrity of the City of Spring Hill's Fire Department. It is projected that this will be a cost neutral action.

OFFICE OF THE HUMAN RESOURCES DIRECTOR

199 Town Center Parkway «Spring Hill, Tennessee 37174
931-486-2252, ext 265 BHDO

www.springhilltn.org




4.11 Kelly Day and 28 Day Tour

The City’s Fire Department uses the Kelly Day and 28 Day Tour of Duty system, as used by many fire
departments all over America. The tour consists of nine (9) twenty-four (24) hour shifts for two (2) of the shifts
and ten (10) shifts for the third. Thus, with the hourly calculations of physical time on the twenty-four (24)
shifts, this translates into 216 hours in a tour of duty for two of the shifts and 240 hours for the third. With the
240 hours for the third shift a term “Kelly Day” is hereby instituted with 24 hours given off duty at a later
time. This time is awarded by the City and is scheduled by upper management of the City’s Fire Department.
The Fire Chief and Deputy Fire Chief reserve the sole right of rescheduling a Kelly Day for any employee to
accommodate any type of scheduling, training, etc. For all shift personnel during a tour, the maximum .
threshold hours for the Federal Standards are 212 hours. It is the opinion of the City that four hours of overtime,
to be paid at one and one half time the hourly rate of said employee, will be paid on the initial check after the
Tour of Duty is complete, provided there are 216 hours of physical work for that tour. As for the additional 24
hours earned by the third shift, this time is awarded again with 24 hours of scheduled time off.

This 28 Day Tour of Duty is on a rotating basis using a 365 day standard calendar year. Thus, two (2) of the
shifts will earn four (4) twenty-four (24) hour shifts off per year with the other shift earning five (5). This event
will be on a constant rotation with no shift or personnel having bias in this event. If in the Tour of Duty an
employee takes off accrued leave of any amount this will change the 4 hours of one and one-half times of the
amount of pay to regular hourly pay. THE SCHEDULED KELLY DAY DOES NOT CHANGE THE RATE OF PAY OR
HOURS EARNED. IT HAS ALREADY BEEN EARNED.

Any unpaid leave or suspension without pay will decrease the employee’s hours of work and excludes the
employee from earning overtime and/or the Kelly Day in the tour. All shift employees must have, in a 28 Day
Tour of Duty, any combination of accrued leave and physical time at work to achieve 216 hours; an employee
who is assigned to the shift that works the 10 shifts in the Tour of Duty accrued leave and physical time at work
must achieve 240 hours total.



