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AGENDA 
Fort Smith Board of Directors 

STUDY SESSION 
November 14, 2017 ~ 12:00 Noon 

Creekmore Park Community Center 
Rose Room 

3301 South “M” Street 
  

THIS MEETING IS BEING TELECAST LIVE ON FACEBOOK LIVE AT 
https://www.facebook.com/FTSmithAR/ 

 
 
CALL TO ORDER  

  
1. Discussion regarding task-based work schedule for the Sanitation Department ~ 

Requested at the October 3, 2017 regular meeting ~   
 

2. Review the City’s take-home vehicle policy   ~ Pennartz/Settle requested City 
Administrator to review usage on biennial basis at the July 28, 2015 study 
session ~ 

 
3. Discuss donation of Gateway Park to the City of Fort Smith (intersections of 

Garrison Avenue, Rogers Avenue and South 13th Street)  
 

ADJOURN 
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SS#1 

Memo 
To: Carl Geffken, City Administrator 
 Jeff Dingman, Deputy City Administrator 

From: Mitchell Parker, Residential Collections Manager 
 Dustin Bradshaw, Commercial/Industrial Collections Manager 
 Alan Spangler, Landfill Manager 
 Terry Rankin, Fleet & Grounds Maintenance Manager 
 
cc: Serina Tustin, Administrative Superintendent 

 
Date: 11/9/2017 

Re: Sanitation: Task-based work schedule 

The Sanitation Department employees respectfully request that the city consider formally adopting a 
policy that allows for a task-based employee work schedule for the department’s employees.  

The concept behind a task-based work schedule is that employees are given a task, in this case a 
collection route, to complete for the day. The employee stays on the job until the task is complete, but 
when the task is complete, the employee is done for the day regardless of how long it took to complete 
the task. In the case of residential collection routes, for instance, the employees cannot start on the next 
day’s work if they finish their route early, as the carts for the next day’s routes have not yet been set out 
by the residents. 

The task-based system is an alternative to compensating employees based on an hourly rate, and 
instead compensates them for completion of their daily task. In the case of solid waste collection, the task 
is to provide collection services to an assigned route on a given day. Using this approach, a collection 
crew may go off duty once all services have been rendered for each respective route. The result is that 
the residential crew will get paid for completing its assigned task regardless of how many hours (less than 
the 10-hour work shift) are required to fully complete the services on the day’s assigned routes. It is also 
the responsibility of the crews (reinforced by the division managers) to ensure all other routes of all other 
collection crews in their division are complete before they are relieved of their duties each day. This is a 
request for Residential, Commercial, and Industrial Divisions to utilize the task-based system. 
 
The formal adoption and use of a task-based system complements the spirit of teamwork and cooperation 
that the department has used for many years with its employees. The task-based system allows for a 
clear and comprehensive approach to maximize the efficiency and orderliness of operations consistent 
with the nature of the work to be performed. The division managers establish routes in such a way as to 
fit a four-day, ten-hour work week (residential) or five-day, eight-hour work week (commercial). If time-in-
attendance consistently reduces (or increases), the managers work to adjust routes and schedules 
accordingly. Upon consultation in August of 2016, the Arkansas Department of Labor agreed that a task-
based work schedule is acceptable, so long as overtime is properly paid for hours worked in excess of 
forty hours per seven-day week. Upon favorable consideration by the Board, the parameters and 
language of a task-based work schedule policy for the Sanitation department collection crews will be 
developed with the Human Resources department and advanced for approval. 
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Each operations division in the department would realize some efficiencies upon adoption of such a 
system. For instance: 
 
RESIDENTIAL COLLECTION 
 
The Residential Collection division work schedule includes four ten-hour days per week, including routes 
on Monday, Tuesday, Thursday, and Friday. The division collects 29,796 households a week divided into 
seven routes that translates to a total of 4,256 households collected per route and a total of 1,064 
households a day per four-day work week. Our collection rate of about 108 households serviced per hour 
is in line with the industry’s best performers, according to the Solid Waste Association of North America 
(SWANA, 2012). The task-based work schedule system rewards the crews for being highly productive in 
servicing their routes in a timely manner with minimal complaints (complaints of missed collection result 
in dispatching the crew back to the missed carts). Due to less time spent out on the routes during busy 
times of the day, the system reduces the probability for accidents, employee injury or equipment 
maintenance/repairs, while consuming less fuel. Overtime is potentially reduced in all divisions, and the 
appeal of the task-based work schedule lends to attracting and retaining qualified personnel while 
maintaining the morale of the crew. 
 
COMMERCIAL & INDUSTRIAL COLLECTION 
 
The Commercial & Industrial collection division crews are given a starting route each morning and 
additional containers are added to their daily route as calls come in throughout the day. Their workload is 
often heavier or lighter depending on the day of the week, time of the year, etc. An example of how this 
system works for overtime reduction is as follows:  

 
Monday: 10 hours 
Tuesday:   6 hours   
Wednesday:   8 hours  
Thursday:   6 hours 
Friday:  10 hours  
 

for a total of 40 hours in a work week.  If each employee were required to stay a minimum of 8 hours per 
day in the example above, they city would pay an extra 4 hours of overtime per employee per week, 
because the employees had to work eight hours on Tuesday and Thursday, when they could have been 
done with their task in six hours. The days that they work fewer than 8 hours offset days when they work 
longer than 8 hours. This is especially true for the crew members that are required to work on Saturdays. 
This is just an example as our times on route vary each week, but it provides a clear explanation of how 
the system works. 
 
LANDFILL DIVISION 
 
The Landfill Division would utilize the task-based work schedule system for their closing crews. Closing 
crews are scheduled to work 10:00 a.m. to 6:30 p.m. throughout the week, and 7:00 a.m. to 3:30 p.m. on 
Saturday. It is difficult to estimate the length of time it takes to cover and close out on any given day due 
to the variability of factors such as size of area to cover, late customers, the volume disposed of during 
the day and available equipment. Over the course of a normal work week there are times when the 
closing crew could finish before 6:30 p.m. Staff would leave early on that day and make up the time the 
following day or potentially on a Saturday shift if they were scheduled to work. The landfill’s closing crew 
would also benefit on the days when collection crews finish their routes early, as they could start the 
closing process earlier. Utilizing the task-based system, there could be some weeks where crews would 
be short of forty hours, but it is very unlikely. Currently, the landfill crews incur some overtime each week, 
although it is less than has been spent on the past due to more efficient staff scheduling and keeping a 
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closer watch on overtime spending. The reinstatement of the task-based system would allow us to 
achieve even greater efficiency when it comes to paying overtime. 
 
FLEET & GROUNDS MAINTENANCE DIVISION 
 
Each driver is required to fill out a pre- and post-trip inspection form for their equipment every day. These 
inspection forms are used to report any maintenance that is required before the next business day, and 
the managers spot-check five vehicles each day to ensure that the forms are being filled out properly. 
The form is turned in to the manager of their division, who then reviews it and delivers it to the Fleet 
Maintenance supervisors should any repairs be necessary. By receiving the inspection forms before the 
end of the business day, the fleet technicians will be able to repair many of the minor issues immediately 
instead of performing minor repairs the next morning before the truck leaves for its route. This will allow 
drivers to get on their routes quickly the next morning and should help reduce service delays due to the 
maintenance of our aging fleet.  
 
ADMINISTRATION DIVISON 
 
A task-based work schedule is not feasible for the department’s administrative division. This division’s 
work schedule is determined by the business hours established for the administrative office and the 
landfill’s scale house.  
 
Employees in a service industry will work diligently to complete their tasks as efficiently and as safely as 
possible when using a task-based system.  If employees are aware that they can leave for the day once 
their work group’s assigned routes have been completed, it provides a great incentive for them to get 
their work done in a timely manner. This equates to fuel savings and less wear/tear on our collection 
vehicles as the trucks are on the road for a shorter amount of time. This also reduces the potential for 
accidents or safety violations as less time spent on the roadway decreases the probability of an accident. 
This is especially true for the Commercial division as the trucks are often on very busy streets such as 
Rogers Avenue, Towson Avenue, etc. These commercial trucks are on the road beginning at 4:00 a.m. 
each day to help reduce traffic conflict issues. Many of these large collection vehicles are staffed by only 
one person and are often required to back onto busy streets from private drives, alleys or parking lots. 
Allowing these employees to leave once their route is completed helps to ensure that we can avoid 
backing onto these streets during lunch hour traffic. Although encouraged to take their breaks as 
appropriate each day, many of these crews elect to work straight through the day to ensure that their 
tasks are completed in a timely manner. 
 
The Sanitation Department operates as an enterprise fund and charges its customers for the services 
that it provides related to the collection of solid waste, recyclables, yard waste and bulky items in Fort 
Smith in a safe and efficient manner. Using the task-based system, the residential division rarely incurred 
any overtime expense except for holidays. The task-based system is a common practice across the 
nation in many solid waste/sanitation departments, both public and private. Department staff has 
networked with many other division managers during times at the Solid Waste Association of North 
America events. Many of them utilize the task-based system for their collection crews.  
 
CRITICISM 
 
Critics of the task-based work schedule typically base disfavor of the system in the context of the forty-
hour work week made up of five eight-hour days (or four ten-hour days) and the perception that an 
employee is being paid for hours not worked. The thought is that if a task is completed in six hours, the 
employee should not receive the full benefit of pay for an eight or ten-hour day. Managers absolutely 
attempt to schedule and apportion routes that will require a full day’s shift to complete. While that is the 
objective, in reality, the managers and collection crews have no control over how much waste is set out 
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by the residents and businesses on a particular day. For any number of reasons, some days the route is 
heavy and some days it is light. Regardless, the collection crews stay on the job until all routes are 
collected for the day.  
 
Other concerns related to such a system include whether or not drivers will be in such a hurry to complete 
their routes that it causes safety concerns, accidents, or missed collections resulting in poor service 
delivery to the residents. There would be some concern over the perception that drivers who finish early 
might leave without assisting their co-workers first. There is also a perception that drivers may intentionally 
miss part of their collection route, especially for recycle routes/yard waste routes, resulting in increased 
calls from citizens about missed collections. Also, if routes are consistently finished early, perhaps the 
routes need to be redistributed, or staffing levels adjusted. These potential concerns are valid, and require 
the diligence of all division managers and the department director to supervise, evaluate, and correct 
inappropriate behavior. 
 
The City of Fort Smith’s Sanitation Department effectively utilized the task-based work schedule system 
for its collection crews from at least 1989 until August 14, 2016 when all department personnel were 
directed to convert to a 40-hour work week. Upon notification that such a policy was not formalized or 
adopted/authorized by the city’s Board of Directors as an official policy, the department was required to 
quit using the system. The department’s management team believes this change has negatively 
impacted the morale of department staff. 
 
RECOMMENDATION 
 
For reasons detailed above, the division managers of the Sanitation Department recommend and 
request that the Board of Directors and city administration formally adopt and approve the task-based 
work schedule system for the department’s collection and landfill crews, as appropriate. It is the collective 
belief of staff that such system improves employee morale, achieves operational efficiencies for the 
department, and reduces costs related to operations and overtime expense.  
 
Formal reinstatement of the task-based system will be considered a benefit to the department’s 
employees. The system boosts the overall morale of the department and it both motivates and rewards 
high-performing employees by providing them with time off each day if they finish their route in a timely 
matter. 
 
Financial benefits to the city. The task-based system has the potential for reducing overtime costs, 
particularly in the residential collection division. In addition, the task-based system has the potential to 
reduce operational costs by having trucks on the streets for fewer hours per day, resulting in fuel savings 
and less wear and tear on the collection vehicles. This also reduces the potential for accidents or safety 
violations as less time spent on the roadway, especially during times of heavy traffic, decreasing the 
probability of an accident. The system also helps with employee retention and reduces cost due to hiring 
and training new employees. 
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