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      Ward 3 – Mike Lorenz  

 City Administrator – Ray Gosack  Ward 4 – George Catsavis   

          At Large Position 5 – Pam Weber 

 City Clerk – Sherri Gard   At Large Position 6 – Kevin Settle 

      At Large Position 7 – Philip H. Merry Jr. 

 
 

AGENDA 
Fort Smith Board of Directors 

Study Session 
March 11, 2014 ~ 12:00 Noon 

Fort Smith Public Library Community Room 
3201 Rogers Avenue 

 
 
CALL TO ORDER 

 
1. Review of project recommendations by the Community Development Advisory 

Committee for Year 40 CDBG and Year 21 HOME Program funding  

 
2. Review City of Fort Smith Board Governance Policy    
 
3. Discuss 2015 Budget     

 

4. Review preliminary agenda for the April 1, 2014 regular meeting 
 

ADJOURN 
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City of Fort Smith        1 

 Memo 
To: Ray Gosack, City Administrator  

From: Genia Smith, Chairperson of the Community Development Advisory Committee  

CC: Jeff Dingman, Assistant City Administrator, Wally Bailey, Director of Development Services 
and Matt Jennings, Director of Community Development 

Date: 3/6/2014 

   Re:   Recommendations for Year 40 CDBG and Year 21 HOME Investment Partnership Programs 
(Community Development Department Budget for Program Year 2014: July 1, 2014 - 
June 30, 2015) 

 
The Community Development Advisory Committee (CDAC) held three public hearings on February 27, 2014, to 
review funding requests for Community Development Block Grant (CDBG) and HOME Investment Partnership 
Act Program funds from the agencies and citizens.  At the close of the final public hearing, the CDAC members 
met to consider funding recommendations to the Fort Smith Board of Directors.  As you recall, on November 
16, 2010, the City Board of Directors approved the Five Year Consolidated Plan which established priorities for 
funding allocations to both the CDBG and HOME programs. The following table reflects those priorities as they 
relate to the Program Year 2014 allocations: 
 

CDBG AND HOME FUNDS - ESTIMATED 
CATEGORY YEAR 40 CDBG YEAR 21 HOME TOTALS 

Homelessness $115,923 $115,923 
Public Service $115,922 $115,922 
Community Development $367,089 $367,089 
HOME/CHDO $294,122 $294,122 
Administration $154,563 $32,680 $187,243 
Unprogrammed $19,322 $0 $19,322 
Totals $772,819* $326,802* $1,099,621* 

Note:  *Amounts are estimated, HUD has not indicated final program allocation amounts; for planning 
purposes, last year’s funding allocations were used. 
 
Additionally, the CDAC members heard a request from the Old Fort Homeless Coalition and Next Step Day 
Room d/b/a Next Step Homeless Services for project changes. The request was to allocate the funds from 
Program Year 2012 – CDBG Year 38 in the amount of $92,721 and Program Year 2013 – CDBG Year 39 in the 
amount of $115,923 from the Next Step Day Room to the Old Fort Homeless Coalition for the purposes of 
acquiring the property located at 301 South “E” Street for the homeless campus.  The CDAC members present 
voted affirmatively to approve the request on the condition that the project be fully funded and implemented 
by the deadline of September 30, 2014.  The conditional recommendation is due to CDBG timeliness issues that 
could occur as a result of not spending the older funds according to our discussions with city staff members.    
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The estimated CDBG and HOME funding breakdown by category follows this memo.  Next is the rating criteria 
summary, the worksheets by category with the final CDAC recommendations of funding.   Any program income 
on hand by each entity (HOME program) is noted in the application itself. 
 
The task of making recommendations to the Board of Directors was more streamlined due to the ratings and 
policy changes made in the previous funding cycle.  This year 17 applications were filed, which is the same 
amount in last year’s funding  cycle.  The committee and city staff listened to application proposals during the 
three public hearings held that day.  Upon closing the public hearing at 5:30 p.m., the committee deliberated 
until past 7:00 p.m. to reach a consensus on the submitted funding requests and formulate recommendations 
to the Fort Smith Board of Directors.  
 
Homeless Category 
This category received three applications—which is two more than last year.  The Crisis Intervention Center was 
recommended for full funding since it was a small project with the balance of funding allocated to the Fort 
Smith Children’s Emergency Shelter and Old Fort Homeless Coalition in an equitable manner.   

Public Service Category 
The public service category received ten applications, which is the same as last year’s funding cycle.   The total 
amount requested this year was $141,685.00 compared to 2013 in the amount of $142,383.10.  We believe the 
similar funding requests are due to agencies becoming realistic about the funding availability in this program 
due to the decline in the federal funding of CDBG.  Federal regulations require the City to use no more than 
15% of the entire CDBG allocation for the public service category which is estimated to be $115,922.  Although 
it was the desire of the committee members to recommend full funding to the agencies, it was not possible. 
The City staff has rounded numbers for each applicant.     
 
Community Development Category 
The community development category received two applications this year compared to three last year.  The 
Old Fort Homeless Coalition project rated the highest in the category and was recommended for most of the 
funding.  The Bost, Inc. project was next and recommended for the funding but not at the full request. 

HOME Investment Partnership Act / Community Development Housing Organization (CHDO) 
Currently, there are only two agencies that apply in this category that have the development capacity to carry 
out affordable housing activities.  Crawford-Sebastian Community Development Council, Inc., as a Community 
Development Housing Organization was the highest rated project and appropriately recommended for the 
majority of the available funds and the Fort Smith Housing Authority ranked second.   
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CDAC Recommendations  
 
The table on page four lists all funding recommendations by the CDAC and the City’s Housing Assistance 
Program, administrative costs and un-programmed funds.  We are pleased to report that all agencies 
submitting applications for funding were on time and complete, and we extend our thanks for their hard work.  
However, as stated previously, the committee could not recommend all requests be funded to their full 
amounts except for three.   
 
Program income continues to be generated by the city’s housing assistance program, the nonprofit partners, 
and the FSHA which continues to be reused for affordable housing and housing assistance projects.  The 
expenditure of program income to the City is reported annually in the Consolidated Annual Performance and 
Evaluation Report (CAPER) which is online at the city’s website and updated annually and provided to the Board 
of Directors once the report is accepted by the Department of HUD.   
 
I will be in attendance at the March 11 study session and subject to Board placement, at the Board of Directors 
voting session on March 18.   
 
CDAC Members 

  Genia Smith - Chairperson                               Cinda Rusin - Vice Chairperson 
  Kerri Norman                        Fran Hall   
  George Willis    Nichelle Christian 
   Joshua Carson (absent at 2pm and 5:30 pm hearings due to work commitments)  
 
 
 
 
 
 
 
Attachment 1 – PY 2014 CDBG Funds by Category 
Attachment 2 –PY 2014 HOME Funds by Category 
Attachment 3 – CDBG & HOME Summary of Funding Requests 
Attachment 4 – Rating Summary of Funding Requests 
Attachment 5 A-D – Funding Recommendations Worksheets by Category 
Applications – A to Q  
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CDBG Program Year 2014 COMMUNITY DEVELOPMENT BUDGET 

Application 
Identifier  Agency CDBG Year 40 

14-A Crisis Intervention Center – Storage $1,843 
14-B Children’s Emergency Shelter $41,180 
14-C Old Fort Homeless Coalition – Campus $72,877 

PS-14-D Good Samaritan Clinic - Medical Services $16,705 
PS-14-E Crisis Intervention Center - Case Management $16,966 
PS-14-F Heart to Heart PSC - Baby Items $10,407 
PS-14-G Bost, Inc. - Range $6,833 
PS-14-H Community Dental Clinic - Patient Fees $16,705 
PS-14-I Fountain of Youth - Client Fees  $9,501 
PS-14-J Girls, Inc. - Membership & Summer Fees $5,563 
PS-14-K WestArk RSVP - VITA Tax Assistance $9,788 
PS-14-L WestArk RSVP - Medicare Counseling $6,682 
PS-14-M Next Step Homeless Services – Case Management $16,749 

14-N Bost, Inc. – Kitchen Improvements $17,780 
14-O Old Fort Homeless Coalition – Campus $55,220 

  Fort Smith Housing Assistance $233,671 
  FS Housing Rehab. Administration $60,000 
  Fort Smith - Administration $154,563 
  Unprogrammed $19,786 

  Totals $772,819 

Application 
Identifier Agency 

    HOME Year 21 
14-P CSCDC - Acq/Rehab/Resale – CHDO Funds $151,740 
14-Q Housing Authority of FS - New Const.  $138,260 

  Fort Smith - HOME Administration $32,680 
  Unprogrammed $2 
  Totals $322,682 
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MEMORANDUM

March 7, 2014

          TO:  Mayor and Board of Directors 

    FROM :  Ray Gosack, City Administrator

SUBJECT:  Board Governance Policy

At the board of directors retreat last year, the board
identified a desire to adopt a board governance policy.  A board
governance policy provides for transparent, responsive, and
accountable representation of the public.  It embodies the
principles and procedures that help the board and staff function
effectively. 

Possible topics for inclusion in a board governance policy
were reviewed at the December 10, 2013 study session.  Following
that discussion, the staff has prepared a draft policy (attached)
for the board’s review.  Review of the draft policy is planned
for the March 11th study session.  Following this review, the
staff will make any changes requested by the board, schedule the
policy for a subsequent study session review (if needed), and then
prepare the policy for adoption by the board.

Please let me know if there’s any questions or a need for
more information.

Attachment
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CITY OF FORT SMITH 
BOARD GOVERNANCE POLICY 

 

 

 

 

 

 

 

 

 

 

 

Adopted by Resolution No. ____________ 

_______, 2014 

 

 

A Comprehensive Collection of 

Governance Principles, Policies, Procedures, 

Standards of Conduct, Meeting Rules 

and References to Applicable Laws 
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INTRODUCTION 

  The responsibilities of modern government depend upon having procedures which help 
a community function effectively in the current atmosphere of complex laws, rules and 
regulations.  This governance policy is intended to refine and expand those initial rules of self‐
government.  Creation of the policy was identified by the City Board as a priority during a 
strategic planning retreat in summer 2013. 

The governance policy is a valuable resource for Fort Smith, the City’s citizens, the City 
Board and City administration as all continue to work together for responsive, effective, and 
efficient local government.  The members of the City Board and City administration should be 
familiar with the contents of this policy and keep it close at hand. 

 

Section 1:  STATEMENT OF VALUES 

It is hereby the policy of the City to establish the values stated in this Section 1 as core values of 
City governance. 

1.1 City Leaders Listen to the Community 
City leaders listen to the community in a way that fully represents the 
community’s interests and goals. 
 

1.2 Collaboration is Valued 
Board and staff should make the maximum effort to collaborate in every 
endeavor, seeking consensus as far as possible. 
 

1.3 City Leaders Lead and Reason Together 
Board members should individually, and collectively, demonstrate the ability to 
lead and reason together. 
 

1.4 The City Exemplifies Professionalism in City Management 
City leaders exhibit respect for the professionalism and ethical conduct of the 
City Administrator and staff; and the City Administrator and staff exhibit the 
same respect and professionalism for the Mayor and City Board. 
 

1.5 Sustainability 
Leaders strive to achieve sustainable outcomes in City policies and 
administration, with sustainable bottom lines for the community, environment, 
and for City finances and the local economy. 
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1.6 Public Trust 
Holding public office is synonymous with public trust.  A public officer’s 
relationship with the public is that of a fiduciary.  The public expects the utmost 
of integrity, honesty, and fairness in their dealings with public officials. 
 
 

Section 2:  RESPONSIBILITIES OF MAYOR, VICE MAYOR, AND BOARD MEMBERS 

The roles and responsibilities of the Mayor, Vice, Mayor, and Board members are as follows.  
These are in addition to those enumerated throughout the Fort Smith Municipal Code and 
Arkansas statutes 14‐48‐101 et. seq.  In the event of a conflict, the state statutes and municipal 
code shall govern. 

  2.1  Mayor 

• Acts as the official head of the city for all ceremonial purposes. 
• Selects substitute for City representation when Mayor can’t attend. 
• Issues proclamations. 
• Supervise the preparation of Board meeting agendas by the City Clerk. 
• Chairs Board meetings. 
• Maintains order, decorum, and the fair and equitable treatment of all 

speakers at board meetings. 
• Keeps discussion and questions focused on the specific agenda item 

under consideration. 
• Recognizes citizens who wish to comment at public meetings. 
• Signs documents on behalf of the City. 
• Has no vote at board meetings, but may veto actions passed by the board 

(except personnel items). 
• Recognized by the Governor for purposes of military law. 

2.2  Vice Mayor 

The Vice Mayor is elected by the Board at the first regular Board meeting in 
January of odd‐numbered years following the seating of board members elected 
in the preceding November General Election.  The Vice Mayor serves a 2‐year 
term, and may serve multiple terms without limitation.  In the event of a 
vacancy, the board shall elect a new Vice Mayor to serve the remainder of the 
unexpired term.  The Vice Mayor may be removed by a majority vote of the 
Board members. 

• Performs the duties of Mayor if the Mayor is absent or otherwise unable 
to perform his/her duties. 
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• If presiding at a Board meeting, the Vice Mayor retains his/her right to 
vote on matters before the Board. 

• Represents the City at ceremonial functions at the request of the Mayor. 
 

2.3  Board Members’ Responsibilities 
 

All members of the Board of Directors have equal votes.  No Board member has 
more power than any other Board member, and all should be treated with equal 
respect.  Board members should: 

• Fully participate in City Board meetings and other public forums while 
demonstrating respect, kindness, consideration, and courtesy to others. 

• Prepare in advance of Board meetings and be familiar with topics on the 
agenda. 

• Represent the City at ceremonial functions at the request of the Mayor. 
• Be respectful of other people’s time.  Stay focused and act efficiently 

during public meetings. 
• Serve as a model of leadership and civility to the community. 
• Inspire public confidence in Fort Smith government. 
• Keep the community informed on municipal affairs. 
• Encourage communications between citizens and the Board. 
• Ensure the diverse interests of the community are represented. 
• Be mindful of limited resources and avoid requests for unnecessary 

information in recognition of the limitations of staff time and resources. 
 
 

Section 3:  CODE OF ETHICS 
 

3.1  Neutrality and Impartiality 
Board members should be mindful of the need for neutrality and impartiality, 
rendering equal service to all and to extend the same treatment each would 
want to receive himself/herself. 
 

3.2  Conflict of Interest 
Abstain from deliberations and voting when a conflict of interest exists in 
accordance with the City’s business ethics policy, section II. 
 

3.3  Public Steward 
Be a prudent steward of public resources and actively consider the impact of 
decisions on the financial and social stability of the City and its citizens. 
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3.4  Merit 
Make decisions based on the merits of the issue with attention to due process 
and citizen participation. 
 

3.5  Knowledge 
Be knowledgeable and develop an understanding of local, state and national 
governmental guidance, directives, regulations and ordinances pertaining to a 
Board member’s office.  Make decisions and recommendations based upon 
research and facts involving staff and stakeholders which considers the goals, 
impacts and the best interest of the greatest number of those affected. 
 

3.6  Integrity 
Maintain the utmost standards of personal integrity, truthfulness, honesty and 
fairness in carrying out public duties; avoid improprieties in roles as public 
servants including the appearance of impropriety; never use city position or 
powers for improper personal gain. 
 

3.7  Confidential Information 
Maintain and respect the confidentiality of private and confidential information.  
Avoid personal gain by the misuse of confidential information. 
 

3.8  Unethical or Illegal Activity 
Not condone any unethical or illegal activity. 
 
 

Section 4:  CODE OF CONDUCT 
 

4.1  Civility and Decorum 
Practice civility and decorum in discussions and debate.  Difficult questions, 
tough challenges to a particular point of view, and criticism of ideas and 
information are legitimate elements of a free democracy in action.  However, 
participants shouldn’t make belligerent, personal, impertinent, slanderous, 
threatening, abusive or disparaging comments.  Shouting or physical actions that 
could be construed as threatening won’t be tolerated. 
 

4.2  Honor the Role of the Chair 
The chair has a responsibility to keep the comments of Board members and 
other meeting participants on track during public meetings.  Board members 
should honor efforts by the chair to focus discussion on current agenda items.  
Disagreement with the chair’s actions should be voiced politely and with reason.  
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Persons other than Board members and Administration shall be permitted to 
address the Board only upon recognition and/or introduction by the chair. 
 

4.3  Demonstrate Effective Problem‐Solving Approaches 
Board members have a public stage to show how individuals with disparate 
points of view can find common ground and seek a compromise that benefits the 
community as a whole. 
 

4.4  Make No Personal Comments About Other Board Members 
It is acceptable to publicly disagree about an issue.  But, it is unacceptable to 
make derogatory comments about other Board members, their opinions and 
actions. 

 
 

Section 5:  BOARD DECISION‐MAKING PROCESS 
 

5.1  Board Meetings Will Be Efficient and Businesslike 
The information exchange, review, deliberation and vetting of issues during prior 
study sessions enables Board business meetings to be expeditious for the benefit 
of those who have business pending before the Board. 

 
5.2  Board Dialogue Calls for “Sticking to the Point” 

The presiding officer’s role, especially at the regular meetings, is to keep the 
Board business focused and expeditious.  Board members, staff, and citizens 
should discuss only the topic before the Board so as not to become distracted by 
irrelevant discussion. 
 

5.3  Maintain a Policy Focus 
The Board’s major policy focus will be on the intended long‐term impacts outside 
the operating organization, not on the administrative or programmatic means of 
attaining those effects.  Ends policies should define what is to be accomplished 
in terms of benefits, recipients, and their relative priorities.  The Board should 
emphasize strategic rather than short‐term issues, policy rather than single 
events, and group rather than individual decisions. 
 

5.4  Public Interaction is Essential 
At regular and special meetings, the public shall be allowed to comment on 
agenda items in accordance with rules established by the Board.   
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5.5  Staff Reports 
The City Administrator and staff shall provide the Mayor and Board with briefing 
reports which clearly and concisely state the issue(s), identify options and 
provide analysis of the advantages, disadvantages, and likely outcomes of each 
option, and make recommendations. 
 

5.6  Effective Decision Making Requires Finality 
Roberts Rules of Order and local codes limit the prerogative to reconsider a 
Board decision; effective decision making results in finality and “moving on”.  
While it’s important to deliberate in many voices, the Board must govern with 
one voice.  Those who have requested Board action or are affected by Board 
action undertake subsequent actions based on the Board’s decisions.  The Board 
should not undermine the public’s reliance on the Board’s decisions. 
 

5.7  Cultivate a Sense of Group Responsibility 
The Board will use the expertise of individual members to enhance the ability of 
the Board as a body.  However, it is not the intention of the Board to defer the 
group’s judgment to any one individual.  Only decisions of the Board acting as a 
body are binding. 
 

5.8  Make No Promises on Behalf of the Board 
Board members will frequently be asked to explain a Board action or to give their 
opinion about an issue as they meet and talk with constituents.  It is appropriate 
to give a brief overview of City policy and to refer to City staff for further 
information.  It is inappropriate to overtly or implicitly promise a Board action, or 
to promise City staff will do something specific (issue a permit, fix a pothole, 
adjust a water bill, etc.) 
 
 

Section 6:  LEGAL COUNSEL AND LITIGATION 
 

  6.1  City Attorney is Legal Counsel to the City and Its Officials Collectively 
Appointment of the City Attorney is approved by the Board, and the City 
Attorney represents the City in legal matters.  In that capacity, the City 
Attorney’s relationship to the City government is similar in a number of respects 
to that of an attorney who represents a corporation.  The City Attorney provides 
legal advice to the Board, City Administrator, and staff to the extent their 
interests coincide with the City’s.  The City Attorney should not be requested to 
provide research, advice, or counsel on matters unrelated to the City’s direct 
legal interests. 
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6.2  Mayor and Board Access to City Attorney 

The Mayor and members of the Board are encouraged to make requests for legal 
advice through the City Administrator.  This ensures that questions are clearly 
worded, any relevant background information is provided to the City Attorney, 
and that communications back to the Board are consistent.  This policy doesn’t 
prohibit the Mayor and Board members from having direct access to the City 
Attorney. 
 

6.3  Special Counsel 
Other attorneys may be hired to handle specific cases because of the nature of 
the case, because of specialized expertise needed (such as bond issuances, for 
example), because the City Attorney has a conflict of interest or other reason 
he/she cannot become involved, or due to limited resources of the City 
Attorney’s office. 
 

6.4  Conduct of Officials with Regard to Litigation Against the City 
Once an individual or organization has filed a legal proceeding against the City or 
threatened to do so, no Board member shall engage in discussions or other 
communications with such individual (or the officers or directors of the 
organization) or their legal counsel about the subject of the lawsuit without first 
disclosing the intent to do so to the Board. 
 
 

Section 7:  PUBLIC PARTICIPATION 
 
7.1  Structured Contact 

The Board will engage in structured contact with the citizens of Fort Smith to 
represent their diversity.  The City Administrator and staff will assist the Board 
with identifying and implementing opportunities for structured contact. 

 
7.2  At Regular and Special Board Meetings 

Citizens are encouraged to participate at regular and special board meetings.  
Before the Board deliberates and votes on matters, citizens will have an 
opportunity to comment on the matters.  Board members may ask questions of 
citizens who participate, but should withhold comments until all citizen input has 
been received.  More specific procedures for public participation are in Section 
2‐37 of the Fort Smith Municipal Code. 
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7.3  Matters Not on Meeting Agenda 
A citizen wishing to comment on a matter which is not on a meeting agenda may 
do so at the town hall meeting.  The town hall meeting immediately follows 
adjournment of the regular Board meeting held on the first Tuesday of each 
month.  At town hall meetings, each citizen shall have up to five minutes to 
introduce his/her item.  Additional time may be granted by the Board. 

 
 

Section 8:  OPEN, TRANSPARENT GOVERNMENT 
 
8.1  All Deliberations and Actions Must be at Public Meetings 

All meetings of the City Board must be open and public in accordance with the 
Arkansas Freedom of Information Act (Arkansas Statute 25‐19‐101 et. seq.).  
Deliberations and decisions of the board should be made so that the public has 
opportunity to view the performance of its elected officials.  The Board may 
convene in executive session as provided by law. 
 

8.2  Unintended Meetings Should Be Avoided 
Members of the Board should avoid unintended meetings about city business 
which may occur in‐person, by telephone, or interactive e‐mail discussion. 
 

8.3  Public Participation Encouraged 
The Board should encourage and welcome citizens to participate at regular and 
special meetings, town hall meetings, public hearings, and neighborhood ward 
meetings.  The Board should also encourage citizens to apply for membership on 
various boards, commissions and committees. 
 

8.4  Public Records 
The vast majority of records and documents in the city’s possession are subject 
to public inspection and copying in accordance with the Arkansas Freedom of 
Information Act.  Elected officials and City staff who receive FOIA requests 
should respond to such requests as promptly as possible while ensuring 
compliance with the law. 
 

8.5  Public Information Is Enhanced by Audio, Video, and Website Notes 
There is a full audio and video recording on the City website for every regular 
meeting.  A summary of all meetings is also posted on the website.  Minutes of 
regular and special meetings are posted online as quickly as possible after Board 
approval. 
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Section 9:  FILLING VACANCIES ON THE BOARD OF DIRECTORS BY APPOINTMENT 

 
9.1  Vacancy 

Once the Board has determined there is a vacant seat on the Board, the Board 
shall act in accordance with state law (Arkansas Statute 14‐48‐115) and as 
expeditiously as possible to fill the vacancy. 
 

9.2  Appointment by Board 
If the Board shall fill the vacancy, the board shall publicly solicit 
applications/statements of interest from qualified citizens.  Based on the number 
of applications received, the Board shall establish a process for screening and 
interviewing applicants.  The Board shall not be obligated to interview all 
applicants, particularly if there is a large number.  Following its screening process 
and deliberation, the Board shall select an applicant to fill the unexpired term of 
the vacant position. 
 
 

Section 10:  EXECUTIVE SESSION DISCUSSIONS 
 
10.1  Executive Session Discussions to Remain Confidential 

Executive session discussions are held to allow Board members to speak openly 
and frankly about decisions related to personnel and to the appointment or 
removal of members of boards, commissions, and committees.  The candid 
discussions help ensure the best‐possible decisions are made.  Discussions held 
in executive session are to remain confidential and should never be discussed 
with anyone except those who were present during the executive session 
discussion.  Any notes taken during executive session discussions should be 
treated with the same confidentiality.  There should be no audio or video 
recordings of executive sessions. 

 
 

Section 11:  CENSURE OF BOARD MEMBERS 
 
  11.1  Private or Public Censure 

Board members who intentionally or repeatedly don’t follow proper conduct 
may be privately or publicly censured by the Board.  This authority should be 
exercised carefully by the Board only after other attempts to correct the 
improper conduct have failed or if a single act is egregious enough to warrant a 
censure.  The board may discuss and consider a censure in executive session 
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after properly and publicly announcing the purpose of the executive session.  
Any action proposed in executive session must be voted on in public. 
 

11.2  Ethical Violations 
Alleged violation of state or municipal ethics laws or policies may be referred for 
investigation as provided by law. 

 
 

Section 12:  CEREMONIAL EVENTS 
 
  12.1  Requests 

Requests for a City representative at ceremonial events will be handled by the 
Mayor’s office. 
 

12.2  Mayor is Official City Representative 
The Mayor will serve as the designated City representative.  If the Mayor is 
unavailable, then the Mayor’s office will determine if event organizers would like 
another representative from the Board.  The Mayor will identify a Board 
member(s) to substitute for him/her, and arrange for attendance by the Board 
member(s). 

 
 

Section 13:  ENDORSEMENT OF CANDIDATES 
 
  13.1  Board Members May Endorse Candidates 

Board members shall have the right to endorse candidates for all Board seats 
and for other elected offices. 
 

13.2  Endorsements During Board Meetings Prohibited 
It is prohibited for anyone to make endorsements of candidates during Board 
meetings or other official City meetings. 

 
 

Section 14:  USE OF CITY EQUIPMENT, PROPERTY AND TECHNOLOGY 
 
  14.1  Issuance of Equipment 

City Board members and the Mayor may be issued telephones, computers, 
computer‐related equipment, and other pieces of equipment to enable the 
Board members and Mayor to serve citizens.  Board members and the Mayor are 
responsible for the proper care and safeguarding of items issued to them by the 
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City.  At the time of issuance, Board members and the Mayor may be required to 
sign forms or other documentation evidencing their receipt of the property or 
equipment. 
 

14.2  Return of Equipment 
Equipment or property issued by the City shall be returned to the City when the 
elected official leaves office, when the elected official no longer needs use of the 
equipment or property, or when the equipment or property is in disrepair or no 
longer functioning. 
 

14.3  Personal Use Prohibited 
City property, materials, supplies, tools, or equipment may not be used for 
personal business.  De minimus personal use of communications devices is 
unavoidable and is allowed. 
 

14.4  City E‐mail System 
Board members who have an e‐mail address through the City’s e‐mail system 
should use that access only to conduct official business of the City.  It is never 
appropriate to use or display profanity, obscenity, or other harassing or offensive 
language or images.  Users of the City’s e‐mail system have no expectation of 
privacy in their use of the system. 

 
 

Section 15:  BOARD MEETING AGENDA PROCESS 
 
  15.1  Placement of Items on Agenda 

Items may be placed on board meeting agendas in accordance with the 
processes outlined in Section 2‐31 of the Fort Smith Municipal Code. 
 

15.2  During Study Session 
During a study session, two or more directors may place an item on the agenda 
for a regular Board meeting. 
 

15.3  At Least 48 Hours Before Meeting 
After a study session but at least 48 hours before the meeting, four directors 
may place an item on the agenda for the next regular meeting. 
 

15.4  Within 48 Hours and at Beginning of Meeting 
An item requiring immediate action may be placed on the meeting agenda with 
the concurrence of all seven directors. 
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15.5  Removal of Agenda Items 

An item placed on a meeting agenda may be removed by four or more directors 
by giving notice to the City Clerk prior to the date of the meeting. 

 
 
 

Section 16:  BOARD MEETING PROCEDURES 
 
  16.1  Types of Meetings 

The Board of Directors conducts regular meetings, special meetings, study 
session meetings, executive sessions, town hall meetings, neighborhood ward 
meetings, retreats, budget review meetings, and brain storming meetings. 
 

16.2  Meeting Procedures 
The procedures for conducting meetings are outlined in Chapter 2, Article II of 
the Fort Smith Municipal Code. 

 
 

Section 17:  TRAINING AND PROFESSIONAL DEVELOPMENT FOR 
BOARD MEMBERS 

 
  17.1  Importance of Professional Development 

Board members are encouraged to attend training events that are beneficial to 
the performance of their elective duties.  Such events may be found at 
conferences of the Arkansas Municipal League, the National League of Cities, and 
other similar organizations.  Attendance at such events is subject to funding 
availability in the Board’s budget. 

 
 

Section 18:  TRAVEL AUTHORIZATIONS 
 
  18.1  Need for Travel 

The Mayor and Board members will sometimes find it necessary to travel to 
conduct city business.  Travel paid with public funds shall be for purposes 
directly related to the conduct of official city business and for which the elected 
official’s presence is necessary. 
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18.2  Authorized Expenses 
Expenses for official travel shall be for purposes and uses only as permitted by 
the City’s travel policy which may be found in Section III of the City’s Human 
Resources Policies.  Reimbursement amounts shall be in accordance with 
established allowances for meals, lodging, mileage, etc.  Travel expenses for 
spouses or others accompanying the elected official shall be the sole 
responsibility of the elected official. 

 
 

Section 19:  RELATIONSHIP BETWEEN BOARD, 
CITY ADMINISTRATOR, AND STAFF 

 
  19.1  Cooperation 

Effective governance relies on the cooperative efforts of elected officials, who 
set policy, and City staff, who implement and administer the Board’s policies.  
Governance of a municipality is a team effort.  Cooperation and mutual respect 
are essential from each individual for the good of the community. 
 

19.2  Treat All Staff as Professionals 
Clear, honest communication that respects the abilities, experience, and dignity 
of each individual is expected.   Poor behavior towards staff isn’t acceptable. 
 

19.3  Intimidation, Polarization of Staff 
Staff should not be intimidated or manipulated by a Board member’s individual 
comments or actions.   Individual Board members shouldn’t direct their 
differences of opinion to staff in a manner which creates dissension or 
polarization in the organization. 
 

19.4  Never Publicly Criticize an Employee 
Board members should never express concerns about the performance of a City 
employee in public, to the employee directly, or to the employee’s 
supervisors/managers.  Comments about staff performance should only be made 
to the City Administrator through private correspondence or conversation. 
 

19.5  Informal Communications Encouraged 
Individual members of the Board are encouraged to interact informally and 
casually with City staff for the purpose of gathering information, following up on 
routine constituent service requests, obtaining progress reports on policies and 
programs, and providing information to staff.  Such informal contacts can serve 
to promote better understanding of specific City functions and services. 
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19.6  Limit Contact to Specific City Staff 

Questions of City staff and requests for additional background information 
should be directed only to the City Administrator, Deputy City Administrator, City 
Attorney, Internal Auditor, and department heads.  Requests for information 
which require a substantial work effort should be made to the City Administrator 
or Deputy City Administrator rather than to the department head.  Requests for 
follow‐up, directions, or action to staff should be made only through the City 
Administrator or Deputy City Administrator.  Requests of the Internal Auditor 
may be made directly to that official without the need to coordinate with the 
City Administrator.  When in doubt about what staff contact is appropriate, 
Board members should ask the City Administrator or Deputy City Administrator 
for assistance. 
 

19.7  Information Sharing 
Information provided in response to a Board member’s request about a matter 
that has been, is, or will be before the Board will be provided to all Board 
members so that all Board members have equal access to information used in  
decision making.  Information provided to a Board member in response to a 
routine service request will generally not be provided to all Board members. 
 

19.8  Staff Complaints 
The Board shouldn’t entertain or respond to any complaints from staff.  Any 
discussions of this nature should be referred directly to the City Administrator or 
Deputy City Administrator.  The Board should never speak critically to a member 
of City staff about other City staff, other Board members, or Board decisions. 
 

19.9  Avoid Administrative Functions 
Board members shall not attempt to influence City staff on employment 
decisions, awarding contracts, purchasing decisions, selecting consultants, or 
issuing City licenses and permits. 
 

19.10  Solicitation of Political Support from City Employees 
Board members shouldn’t solicit any type of political support (financial 
contributions, display of posters or yard signs, name on list of supporters, etc.) 
from City employees.  City employees may, as private citizens with constitutional 
rights, support political candidates.  All political activities must occur away from 
City workplaces, without the use of any City resources, and never during an 
employee’s work time. 
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19.11  Staff Conduct 
All staff members shall show the City Board, boards, commissions, and 
committees, the public, and each other respect and courtesy at all times.  City 
staff shall never be publicly critical of decisions made by the Board or of 
individual Board members.  The City Administrator is responsible for the 
professional and ethical behavior of the City staff.  Any violations or concerns 
with these expectations should be reported to the City Administrator or Deputy 
City Administrator. 
 

 
Section 20:  ORIENTATION OF NEW BOARD MEMBERS 

   
20.1  Orientation by City Administrator 

The City Administrator shall provide each newly elected Board member with 
appropriate orientation services, preferably before the member takes office.  
Such orientation should include, but not necessarily be limited to, the following: 
 
The Board Governance Policy   Board Meeting Procedures 
Agenda Preparation      Freedom of Information Act 
Contacts/Making Requests of Staff  Code of Business Conduct 

Tours of City Facilities 
   

 
Section 21:  COMMUNICATION WITH BOARDS, 

COMMISSIONS, AND COMMITTEES 
 
  21.1  Express Only Personal Opinions 

City Board members may attend any board, commission, or committee meeting, 
which are always open to any member of the public.  However, City Board 
members should be sensitive to the way their participation, especially if it is on 
behalf of someone else, could be viewed as unfairly affecting the process.  Any 
comments by a City Board member at a board, commission, or committee 
meeting should be clearly made as individual opinion and not as a 
representation of the feelings of the entire City Board. 
 

21.2  Limited Contact 
It is inappropriate for a City Board member to contact a member of a board, 
commission, or committee to lobby on behalf of an individual, business, or 
developer.  It is acceptable for City Board members to contact members of 
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boards, commissions, or committees in order to seek clarification of a position 
taken by the board, commission, or committee. 
 

21.3  Boards, Commissions, and Committees Serve the Community 
The Mayor and City Board appoint citizens to serve on boards, commissions, and 
committees; and it is the responsibility of these boards, commissions, and 
committees to follow policy established by the City Board.  However, board, 
commission, and committee members don’t report to the Mayor or individual 
City Board members, nor should the Mayor or City Board members feel they 
have the power or right to threaten board, commission, and committee 
members with removal if they disagree about an issue.  Appointment and re‐
appointment to a board, commission, or committee should be based on such 
criteria as expertise, ability to work with the public and staff, and commitment to 
fulfilling official duties.  A board, commission, or committee appointment 
shouldn’t be used as a political reward. 
 

21.4  Be Respectful of Diverse Opinions 
A primary role of boards, commissions, and committees is to represent many 
points of view in the community and to provide the City Board with advice based 
on a full spectrum of concerns and perspectives.  City Board members may have 
a friendlier relationship with some individuals serving on boards, commissions, 
and committees, but must be fair and respectful of all citizens serving on boards, 
commissions, and committees. 
 

21.5  Keep Political Support Away From Public Forums 
Board, commission, and committee members may offer political support to a 
City Board member, but not in a public forum while conducting official duties.  
Conversely, City Board members may support board, commission, and 
committee members who are running for office, but not in an official forum in 
their capacity as a City Board member. 
 
 

Section 22:  USE OF THIS POLICY 
 
  22.1  Purpose 

This governance policy is designed to provide guidance for the Board and City 
Administration.  It is not to be considered restrictions or expansions of Board 
authority.  This policy is not intended to be an amendment or substitute for state 
laws, city ordinances, case law, or other authority. 
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22.2  Use of Policy by Board 
No action taken by a Board member or by the Board which is not in compliance 
with this policy but which is otherwise lawful, shall invalidate such Board 
member’s or Board action or be deemed a violation of oath of office, 
misfeasance or malfeasance.  No authority other than the Board may enforce 
this policy.  References to other documents or laws included herein do not 
signify the intent to incorporate such documents in their entirety.  Failure of the 
Board to follow any portion of this governance policy shall be considered a Board 
decision to waive such requirement.  No notice of such waiver need be given. 
 
 

22.3  Public Use or Reliance Not Intended 
Because this policy is designed to assist the Board and not to provide substantive 
rules affecting constituents, it is expressly stated that this policy does not 
constitute land use regulations, official controls, “appearance of fairness rules”, 
public hearing rules or other substantive rules binding upon or to be used by or 
relied upon by members of the public.  These rules do not amend statutory or 
other regulatory (such as ordinance) requirements. 
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     March 5, 2014                            3 
Interoffice Memorandum       

 

To:  Ray Gosack, City Administrator 

From:  Kara Bushkuhl, Director of Finance 

Re:  2015 Budget Balancing 

 

In preparation for the 2015 Budget, the Board has requested that the method for 
balancing the budget be reviewed.  The city has allocated current revenues plus the prior 
year balance in each operating fund as a means for providing total resources available for 
appropriation in each fund.  This is a usual practice in municipal budgeting.  However, 
some municipalities restrict appropriations to the level of the current year revenues and 
do not include the prior year balance as a resource.  This is termed as a structural balance. 
The balances from prior years would remain in the respective fund and are normally used 
for one-time expenditures or capital improvements if they exceed the reserve 
requirement.   

Each method has advantages and disadvantages and will influence budget 
behavior.   
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Current Method – Cyclically Balanced Budget: 

Advantages - 

� familiarity 
�  ease of understanding 
�  total resource availability 
�  conservative revenue estimates 
�  spending for actual needs  
� avoids fluctuations in service levels as revenues change from one year 

to the next, and 
� better financial planning for the future 

 

Disadvantages - 

� spending above current year revenues 
� reliance on prior year balances 
� budgeting for personnel at 100% 
� fund balances may be less than desired levels 

 

Structural Balanced Budget Method: 

Advantages - 

� tightens spending levels  
� more funds available for contingencies, and 
� operating within a specific level of resources  

 

Disadvantages - 

� less conservative revenue estimates 
� spending 100% of appropriations regardless of needs 
� budgeting for personnel at less than 100%, and 
� decreases in personnel and services in economic downturns, when service 

demands may increase from the public 
 

The current practice allows for the use of unspent revenues from the prior year 
and the staff relies on the use of these funds to help provide the public with services in 
the subsequent year.  The management team is aware that there is a benefit to not spend 
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all of the appropriations in the current year budget, as any unspent allocations will be 
available for reallocation in the following year.  The use of prior year 
balances/contingency funds is especially important in the General Fund as its main 
revenue source is the sales tax at 45% of the total.  Sales tax revenues are volatile and are 
dependent upon the economy.  In the past 11 years, the ending General Fund balance has 
not been below 7.5%.  In each of these years, the actual ending balance was above budget 
projections.  In fact, the actual ending balance for the General Fund has ended at or above 
the 15% required level for the past 3 years.  Attached is a schedule that shows the 
estimated and actual ending balances for the General Fund over the past 11 years.  I 
recommend that the city maintain the current method for balancing the budget. 

If the board chooses to amend the method for current year budgeting, then the 
board will need to amend the first operating expenditure/expense policy that states:  

1. The City Administrator will propose, and the Board of Directors will adopt, a balanced 
operating budget in which expenditures/expenses will not be allowed to exceed 
reasonably estimated resources and revenues. Basic and essential services provided by 
the City will receive first priority for funding. 
 
If you have any questions or require more information, please let me know. 
 

 
 
 

 

 

pc: Jeff Dingman 
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City of Fort Smith, Arkansas
General Fund Balance History
For the Years Ended 2003 - 2013 and Ending 2014

Adopted Budget
Amount % (Note 1) Amount % (Note 1)

2003 3,630,143$       11.60% 6,557,982$         21.00%

2004 3,654,694$       11.30% 8,761,748$         24.50%

2005 3,437,321$       10.10% 9,465,910$         18.50%

2006 3,959,672$       10.50% 10,112,941$       28.30%

2007 4,372,257$       11.30% 5,180,475$         14.50%

2008 2,927,199$       7.40% 7,732,222$         13.60%

2009 3,333,083$       7.80% 6,299,533$         10.50%

2010 2,939,747$       7.10% 6,663,751$         11.00%

2011 3,556,739$       9.10% 6,879,199$         17.80%

2012 3,101,770$       8.00% 7,343,091$         19.70%

2013 3,554,106$       7.50% 6,724,264$         15.00%

2014 3,425,687$       7.50% N/A N/A

Note 1: Fund balance is stated as a percentage of total annual appropriations/expenditures less transfers 
for each year.
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