
 

           Board of Directors     

            Ward 1 – Keith Lau   

Mayor – Sandy Sanders        Ward 2 – Andre’ Good     

            Ward 3 – Mike Lorenz     

City Administrator – Carl Geffken      Ward 4 – George Catsavis     

                At Large Position 5 – Tracy Pennartz 

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

            At Large Position 7 – Don Hutchings 

 

 

AGENDA 
Fort Smith Board of Directors 

STUDY SESSION 
September 26, 2017 ~ 12:00 Noon 

Fort Smith Public Library Community Room 
3201 Rogers Avenue  

 
 

CALL TO ORDER  
 

1. Overview of Sanitation Department and presentation by Arcadis regarding 
economic review and recommendations for the Sanitation Enterprise Fund  
 

2. Review request to use unexpended funds from the Fort Smith Police Department 
2017 Budget  

 
3. Review preliminary agenda for the October 3, 2017 regular meeting 
 

ADJOURN 
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Memo 

To: Carl Geffken, City Administrator 

From: Jeff Dingman, Deputy City Administrator 

Date: 9/22/2017 

Re: Sanitation Department Overview 

The Sanitation Department consists of six divisions: Administration, Landfill Operations, Residential 
Collection, Commercial Collection, Industrial Collection, and Fleet & Grounds Maintenance with 86 total 
employees. The divisions have division managers and subordinate employees as indicated on the 
attached organizational chart, where you can see that there is one manager over both the Commercial 
& Industrial divisions. 

The Landfill Operations division is heavily regulated regarding its daily operations and the disposal of any 
material that comes to the landfill. As the City of Fort Smith allows third-party haulers to service 
commercial accounts, the city’s own Industrial & Commercial Collections Divisions must compete with 
private haulers for business account revenues. The employees in the Residential Collections division are 
in the city’s neighborhoods every day, and are very likely the city employees that most frequently interact 
with our citizens. These employees very often receive compliments from the public for their helpfulness 
and friendliness while working in the city’s neighborhoods.  

All three of these divisions are heavily dependent on their mobile equipment, and the Fleet & Grounds 
Maintenance division is responsible for the repairs and maintenance that keep this equipment operable. 
The current condition, age, and reliability of the department’s equipment is identified by every single 
division manager as one of the most important issues facing the department for two reasons, the first 
being the obvious budget and efficiency problems that come from repairing and maintaining aging 
equipment. The second is the contributory impact it has on employee turnover, as employees get 
frustrated when the mobile equipment they rely on to provide timely customer service and complete their 
tasks on time is unreliable. An operable, sustainable equipment replacement plan that addresses this 
ongoing need has not been implemented in the department, and is of highest importance as determined 
by the financial planning assistance provided by Arcadis and leading into the FY2018 budget. 

The division managers all identified staffing levels, employee pay ranges, and lack of pay increases as 
significant challenges to the performance of the department’s objectives. Employee turnover has been 
uncharacteristically high recently, as employees look to move on to similar jobs in the private sector for 
a better rate of pay. When there are vacancies, that slows route collection and places an increased 
workload on the remaining employees, as all routes must be collected according to schedule. As some 
areas of the city continue to grow, such as the recent increase of residential construction at Chaffee 
Crossing, the department must work out a collection schedule for those areas and must consider 
increased levels of staffing and equipment to perform the tasks. The division managers continue to 
advocate for a task-based system, whereby all collection employees are can go off-duty when all routes 
for the day are finished. This also ensures that landfill employees aren’t waiting late in the day for routes 
to be finished. Such a task-based system is not currently allowed by city policy, as it does carry the 
potential result of paying employees for a 40-hour work week even if they finish their tasks early every 
day. All items mentioned above impact overtime budgets, as well, and it is understood that many of these 
types of issues related to turnover and employee compensation occur in other city departments, as well. 
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The Landfill Operations division was accommodated by the much-needed purchase of two haul trucks 
and the leasing of compactor equipment in the fall of 2016. That said, there are still equipment 
replacement needs in this division, as well as additional equipment and upgrades that are needed. The 
division is currently addressing master planning needs for the landfill property to ensure that the acreage 
is used as efficiently as possible while accommodating the needs of other city departments, specifically 
Police, Fire, and Parks. The Landfill’s official “Operating Plan” is a general procedure document that must 
be on file with the Arkansas Department of Environmental Quality (ADEQ). Our current Operating Plan 
on file is from 2002. It is obsolete and is in the process of being updated. Also underway is a 5-year plan 
for Landfill operations, which is a more specific plan to designate the progressive footprint of the landfill 
and organize where the solid waste is placed. This approach to planning how the waste is stacked is 
critical for maximizing the use of airspace in the landfill and deferring the inevitable requirement to open 
a new landfill cell as long as possible. It is currently projected that a new cell would be required within 
seven to ten years, at an estimated cost of around $2 million. Such a project needs to be accounted for 
in the department’s Capital Improvement Plan.  

As indicated in previous correspondence to the Board, the Landfill also faces its challenges related to its 
daily cover requirement of six inches of topsoil. While the department currently uses topsoil available on 
its own property, and offers free disposal of topsoil to other entities, a means of Alternate Daily Cover 
(ADC) will be necessary. Suitable ADC can include shredded yard waste that is free of plastic bags, and 
it can include biodegradable plastic film that is specifically designed for the purpose. The Landfill division 
proposes the use of both methods of ADC to reduce the landfill’s dependence on finding topsoil for the 
duration of the facility’s useful life. The landfill, with its current property footprint, is projected to have a 
useful life of 154 years (based on engineering calculations). The landfill has operating hours six days per 
week, from 6am to 4:30, although staff is onsite typically onsite after closing, sometimes waiting for 
residential collection to finish routes, and then to ensure placement of the daily cover. The work schedule 
requiring weekends impacts employee turnover and retention, and the entry-level laborers often look to 
other jobs within the department or other city departments. The division has 18 FTE’s. 

The Residential Collections division operates the collection routes for solid waste, household recyclables, 
and yard waste throughout the city. Collections staff operate four days per week on ten-hour shifts, there 
is no residential collection on Wednesdays except for weeks that include a holiday. Residential routes 
operate from 7am until at least 5pm, but all staff stays until all routes are collected for the day. The 
department operates seven residential sideloaders to collect the regular household trash, and each unit 
has one employee. The department also operates seven rearloader vehicles for the collection of curbside 
recycling and yard waste. These rearloaders make one pass through their route for recyclables, then 
return to the same route for yard waste. After recyclables and yard waste are collected for the day, the 
rearloaders will deploy a third time if needed to assist in finishing the collection of the sideloader routes 
for regular trash. Each of the rearloaders require at least two employees, preferably three. The jobs on 
the rearloaders are labor intensive, and lately have experienced unusually high turnover. The division 
has 27 FTE’s and one seasonal laborer, who helps during the spring and fall citywide cleanups. The 
division recognizes the residential growth in the city, particularly at Chaffee Crossing, and anticipates that 
an additional route will soon be needed in the near future, which will additional equipment and personnel. 
This division also operates the Dial-A-Truck boom trucks, which operate mostly on-call. 

The Commercial Collections division operates the collection routes for businesses according to collection 
box size and collection frequency to meet the needs of the customer. Regular commercial collection 
starts at 4am six days per week with four frontloaders and three rearloaders to service collection boxes 
at businesses every day except Saturday, when only one truck is on duty. The division has 2 spare 
frontloaders and two spare rearloaders. Spares are used frequently, as this equipment does rough work, 
is aging and is susceptible to breakdowns. 
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Regular industrial collection starts at 6am six days per week to service roll-off containers and compactor 
boxes at industrial or construction sites. The division has 11 total roll-off trucks for ten full-time drivers, 
with one spare truck. Similar to Commercial Collection, only one industrial driver works on Saturday 
unless special circumstances/events require more. This division operates the industrial collection of 
recyclable OCC (cardboard), which is then sold to the market to realize revenue to the department. It 
also provides collection boxes and support for various special events throughout the community, often 
free of charge or at reduced rates with authorization by the City Administrator, as part of the city’s 
contribution to support such events. Starting October 1, the Commercial division will incorporate service 
to the Fort Smith Public Schools into its regular service routes. This is a prominent account in the city, 
and it was important to the department to gain this contract for the first time in many years.  

The Commercial/Industrial divisions’ manager and supervisor are responsible for recruiting new 
businesses and visiting with existing customers to ensure proper service and customer satisfaction. They 
also advocate for participation in Operation GO!, the department’s office recycling program offered to  
business customers for no additional fee. Although we there isn’t a definitive way to measure the 
department’s percentage of the businesses account market, we estimate that we have between 50% 
and 60% of the market share for these services within the city limits, the rest going to private haulers that 
bring material to our landfill via their third-party hauler permit. This Commercial/Industrial divisions have 
a combined 21 FTE’s.  

The Fleet & Grounds Maintenance division operates two maintenance shops to service the department’s 
equipment. It also is responsible for upkeep of the buildings and grounds at the landfill property, including 
custodial services and yard maintenance.  The challenges in the shops are narrow service bays, which 
make it difficult to navigate the space and perform necessary tasks on large equipment. Some equipment 
will not fit in the shops at all, and must be serviced either outside or off-site. Working on such equipment 
outside the shop garners the attention of ADEQ’s Industrial Storm Water inspectors, who have advised 
the department of a concern of equipment fluids spilling on the ground.  

This division employs eleven FTE’s, a regular part-time laborer, and two seasonal laborers. The division’s 
biggest challenge is the hiring and retention of trained mechanics. Most of the division’s technicians are 
hired directly out of technical school, and then must learn the challenges of working on refuse trucks on 
the job. The division has two technicians working on heavy equipment at the landfill, although these 
employees went to technical school to be truck mechanics. Experienced, trained mechanics that don’t 
require as much direct supervision typically cost more than the department can pay, especially heavy 
equipment mechanics. Due to the age and condition of the department’s equipment, the breakdowns are 
often significant and take considerable time to repair. The division is not sufficiently staffed to keep up 
with its required workload and return equipment to service quickly, which impacts service delivery for the 
other divisions. Staff has tried to do more significant repairs in-house instead of sending to outside shops 
in the interest of keeping costs low, but this interferes with the ability to do preventative maintenance and 
inspection of equipment in a timely manner.  

The Sanitation Administration division operates the scale house and dispatching functions for the 
department, as well as administering third-party hauler permits, processing the department’s payables, 
administering time sheets, and various reporting functions. The Administrative Superintendent 
supervises two dispatchers, two scale house attendants, and an Administrative Coordinator. The 
dispatchers take around 200 customer request calls per day and forward them to the appropriate 
collections division via radio. The scale house attendants handle an average of 300 transactions per day 
and work the same schedule as the landfill, including Saturdays. They administer weigh tickets for billing 
accounts or collect payment as required. Staff coverage for these functions becomes an issue as 
employees use sick or vacation leave, which leads to use of overtime.  
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The Administrative Superintendent, along with the Department Director, tries to identify efficiencies in 
operations and areas that impact revenue, such as ½-price weekends and the fact that the 
tipping/disposal fee is well below market average and has not been adjusted since at least 2007. Many 
landfills identify minimum or maximum tipping fees, sometimes per commodity, where we have not. 
Sanitation Administration facilitates department marketing information and publications, and is sensitive 
to the public relations obligations of the department. All divisions participate in public relations efforts 
when necessary.  

While the staff at the Sanitation Department strives to provide excellent customer service despite its 
challenges, it is apparent that long-range planning for the department has been deficient. The appropriate 
use of a capital equipment replacement program will address many of the department’s issues. The 
Department of Human Resources has committed to performing a market rate analysis of similar jobs for 
data to show just how far off the mark we are with our pay ranges and compensation packages in the 
interest of hiring and retaining suitable personnel city-wide. Long-range planning obligations for capital 
improvement projects such as landfill cell construction, landfill closure and post-closure care, construction 
of a Materials Recovery Facility (MRF) for recyclable materials, and a citizen convenience center need 
to be better defined for city administration and the Board of Directors. Lastly, analysis of the cost of 
providing each of the department’s services needs to be appropriately reflected in the design of the 
department’s various user rates and fees to ensure that revenues remain sufficient to achieve the needs 
of the department and of the city. The economic modelling and cost of service analysis performed by 
Arcadis will leave the department with a template for achieving these planning goals.  

This correspondence includes general information about the Sanitation Department. The presentation 
by Arcadis at the Study Session will touch most of these topics. As always, the department’s staff is 
available to answer questions, investigate suggestions, and give tours of the facility at any time. Please 
forward to me any questions you might have. 
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Origination Chart 

City of Fort Smith, AR 

Department of Sanitation 

 

 

 

 

 

 

 

 

 

 

 

   

                                                              

Admin. Coordinator (1)        Foreperson (1)             Foreperson (1)          Foreperson (1)              Foreperson (1) 

Scale house attendant (2)                     Eq. Op. III (12)                                                         Eq. Op. III (5) 6303                                                              Heavy Eq. Mech. II (7)                                              Eq. Op. III (14)                                

Dispatcher (2)         Eq. Op. II (10)                                                            Eq. Op. II (4) 6303          Senior Maint. Person (1)             San. Worker (2)    

          Eq. Op I (3)              Eq. Op. III (10) 6307         Maint. Person (1)            

          Seasonal Lab. (0.50)             PT Laborer (.50) 
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6301 to include Director of Sanitation (7) 

6302 (27.50) 

6303 (11) 

6307 (10) 

6304 (12.50) 

6305 (18) 

 

Total Sanitation Department (86) 
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Manager of Residential Collections 

(6302) 
Manager of Commercial/Industrial Collections 
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Manager Fleet & Grounds Maintenance 

(6304) 
Manager of Landfill 

(6305) 
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EXECUTIVE SUMMARY 

Introduction and Background 

Rate Study Scope and Objectives 

The Sanitation Department Rate Study was prepared for the City of Fort Smith (City) by Arcadis for the 

purpose of projecting annual rate revenue requirements for the Department and its various programs and 

developing sustainable strategies for the two main services provided by the Department: collection, and 

disposal of solid waste.  The rate study evaluated each of the Department’s services, residential, 

commercial, and industrial collections and landfill disposal and composting, as stand-alone enterprises 

with separate revenue and expense projections, as well as the enterprise.  Providing solid waste services 

is heavily dependent upon the use of mobile equipment; therefore, development of a mobile equipment 

replacement plan was a key element of the study. 

The overall objectives of the rate study were to: 

• Determine the annual amount of rate revenue needed to provide sufficient funding for operating 
budgets and capital programs, including equipment replacement, landfill expansion, closure, and 
post-closure care, and potential other capital projects such as a Materials Recovery Facility for 
recyclables; 

• Deliver a financial plan and rate design recommendation that provides both rate stability and 
equitable cost recovery while maintaining customer affordability; and 

• Deliver tools which will allow City Staff to monitor and project revenue requirements going forward. 

Background 

The City of Fort Smith’s Sanitation Department provides solid waste services to residents and businesses 

in Fort Smith and other parts of Sebastian County.  In 2016, the Department served more than 30,000 

customers and collected, disposed, composted, or recycled, more than 263,000 tons of solid wastes. 

Table ES-1, Summary of Sanitation Customers and Tonnage by Program (2016), provides a summary 

breakdown of customers and tonnage by program.  Most of the waste handled was municipal solid waste 

(commonly referred to as garbage or trash), but 6,902 tons of yard waste and 4,680 tons of recyclables 

were also managed. 
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Table ES-1 

Summary of Sanitation Customers and Tonnage by Program (2016) 

Program Customers Tonnage 

Residential Collection 29,459 28,676 

Commercial Containers 1781 20,191 

Industrial Roll-Off Containers 625 36,348  

Landfill Charge Accounts 112 177,9091 

Total  30,373 263,124 

    Notes: 1 Tonnage includes all other landfill users including cash customers. 

 

The Residential Collection program collects garbage and recyclables in the City’s single-family 

neighborhoods.  Once a week curbside collection of garbage, recyclables and yard waste is provided.  

Commercial customers are serviced using containers ranging in size from two to eight cubic yards or 

carts totaling 160-gallons (one 96-gallon cart and one 65-gallon cart).  Collections are made one to six 

times per week depending upon requirements of the customer. Industrial customers are serviced using 

roll-off boxes ranging from 20 to 40 cubic yards or customer owned roll-off boxes.  The City also provides 

rental services for two or four cubic yard compactors with 40 cubic yard boxes and 30 and 35 cubic yard 

self-contained compactors. Both temporary roll-off service, such as found at construction sites, and 

permanent roll-off service is provided.  Collections are either scheduled or on-call depending upon the 

requirements of the customer.  Landfill disposal and composting services are provided to City collection 

programs and private haulers at the City-operated Fort Smith Landfill.  The landfill has the permitted 

capacity required to meet the long-term needs of the City.  

The Department operates as a self-funding enterprise fund.  Two subsidiary funds are maintained by the 

City: an Operating Fund for current year obligations and a Sinking Fund for long-term obligations such as 

landfill expansion closure and post-closure care, equipment replacement, and other capital 

improvements. In 2017, the Operating Fund is projected to have $14.8 million in revenues including $13.7 

in rate revenues with expenditures and transfers to the Sinking Fund totaling $1.9million.  The Sinking 

Fund is projected to have $12.4 million in reserves for landfill expansion, closure, and post-closure care 

and equipment replacement at the end of 2017.   

Financial Plan 

The first step in the rate study process was development of a financial plan which projects future costs 

and identifies annual rate revenue requirements to be recovered in each year of the forecast period.  The 

forecast period for this study was 20 years.  Annual rate revenue requirements were calculated by 

determining the total expenditures resulting from operating and maintenance costs, transfers out to other 

funds, transfers to the Sinking Fund for future expansion of the landfill, landfill closure and post-closure 

care costs, and mobile equipment replacement, and any additional funds required to comply with City 

fiscal policies such as cash reserve targets or debt service coverage requirements.  Non-rate revenues, 
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such as from the sale of landfill methane or recyclables, and any interest earnings were then subtracted 

from total expenditures to arrive at the annual rate revenue requirement.   

In general, the development of the financial plan consisted of the following components: 

• Review of the fund structure used to account for the City’s solid waste operations and the flow of 

funds between the Operating Fund and the Sinking Fund; 

• Review of historical rate and non-rate revenues and expenses, including capital expenses and 

reserves; 

• Review of past mobile equipment replacement practices and preparation of a 12-year equipment 

replacement plan based on best industry practices; 

• Review of planned capital expenditures and monies available to fund capital project costs including 

expansion of the landfill, replacement of the equipment maintenance building and the addition of a 

materials recovery facility for recyclables; 

• Development of projections of revenue requirements, cash flow, and cash reserves, across the 

forecast period. 

Arcadis incorporated the information developed into our e-Forecast model to generate a baseline 20-year 

financial plan and cash flow projection.  This baseline plan includes recommended changes to current 

practices to improve the Department’s financial stability.  One recommended change involves a 

consistent annual transfer of funds from the Operating Fund to the Sinking Fund to mitigate funding need 

spikes for the replacement of mobile equipment based on the 12-year replacement plan developed as 

part of the Study.  Another recommended change is the use of (new) specific sub-funds in the Sinking 

Fund for Landfill expansion, closure and post-closure care and major capital improvement projects along 

with mobile equipment replacement.  The sub-funds will enable the Department to more accurately 

monitor cash reserves set aside for specific capital projects.  The baseline financial plan and underlying 

assumptions, such as customer growth rate and inflation, were further refined after review by City staff 

and subsequent stages of the Study.  At the conclusion of this project, the e-Forecast model will be 

provided to the City (with hands-on training and a customized user manual) for the Department’s 

continued use for long-term financial planning.  The next part of the Study examined the individual solid 

waste programs and their impact on the Department’s financial plan. 

Cost of Service Evaluation 

A cost of service study was completed to ensure that the costs associated with Department operations 

and management are allocated equitably across customer rate classifications to support the development 

of cost-based rates.  Developing cost-of-service rates consists of three major steps: (1) determination of 

rate revenue requirements, (2) allocation of rate revenue requirements to customers and (3) development 

of rates to fully recover the rate revenue requirements.   

Rate revenue requirements were determined based on the Sanitation Department’s 2017 operating and 

capital budget.  Next, each line item in the budget was assigned to its functional category, an operating 

program or overhead.  Overhead costs, including City and Department Administrative Costs, and Interest 

were then assigned to each of the four customer rate classifications (Residential Collections, Commercial 

Collection, Industrial Collections, and Private Haulers), and Landfill based on the customer classification’s 

proportional percentage the of 2017 operating budget.  The Landfill is used by all customers and was 
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allocated to the four customer classifications based on 2016 and seven months of 2017 tonnage landfilled 

or composted.  Fleet and Maintenance Costs were allocated based on average annual fleet costs from 

2012 through 2016.  Costs of the new 2018 Waste Reduction Program were allocated based on each 

customer classification’s recycling tonnage in 2016 and seven months of 2017.  A summary of the cost 

allocation percentages can be found in Table ES-2, Cost Allocation Basis. 

Table ES-2 

Cost Allocation Basis 

CUSTOMER RATE 
CLASSIFICATION 

OVERHEAD DISPOSAL FLEET 
WASTE 

REDUCTION 
INTEREST 

Budget Waste Tons Usage Recycling 

Tons 

Budget 

Residential 
Collections 

25.2% 12.5% 34.8% 70.1% 25.2% 

Commercial 
Collections 

11.6% 7.9% 18.0% 0.0% 11.6% 

Industrial Collections 11.2% 14.3% 12.6% 29.9% 11.2% 

Private Haulers  65.3%    

Landfill Disposal 51.9%  34.7%  51.9% 

 

Table ES-3, Summary Cost of Services (2017 & 2018) summarizes the total rate revenues and revenue 

requirements for each of the four customer classifications for the 2017 budget and 2018 estimated budget 

years.  Three of the customer classifications (Residential, Commercial and Private Hauler) are fully 

recovering their cost of service.  The small deficit estimated in Residential Collections in 2018 is within the 

model’s margin of error and is not considered material.   In the Industrial Collection program, however, 

rate revenue requirements exceed revenues by approximately 29%.  The next phase of the Study 

analyzed alternative rate structures for the City’s consideration to eliminate this deficit. 
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TABLE ES-3 

SUMMARY COST OF SERVICE (2017 & 2018) 

RATE PROGRAM FY 2017 BUDGET FY 2018 ESTIMATED 

Residential Collections   

Rate Revenues  $     4,797,500   $     4,845,475  

Revenue Requirements         4,499,741         4,889,203 

Revenues Over (Under) Expenses  $        297,759   $        (43,728) 

Commercial Collections   

Rate Revenues  $     2,323,000   $     2,346,230  

Revenue Requirements         2,244,862          2,150,775  

Revenues Over (Under) Expenses  $         78,138   $        195,455  

Industrial Collections   

Rate Revenues  $     2,030,063   $     2,035,138  

Revenue Requirements         2,523,230          2,624,527  

Revenues Over (Under) Expenses $       (493,168)  $       (589,390) 

Private Haulers   

Rate Revenues  $     4,545,000   $     4,590,450  

Revenue Requirements         4,427,729          4,152,787  

Revenues Over (Under) Expenses  $         117,271  $        437,663  

 

Rate Structure Evaluation and Design 

Based on the cost of service evaluation, no change is needed for the City’s Residential, Commercial or 

Private Hauler customer classifications.  Should the City want to be aggressive in capital project planning, 

such as for a Materials Recovery Facility, and equipment replacement, then an increase in the Landfill 

Tipping Fee, which is among the lowest in the state, should be considered before increased rates to 

Residential, Commercial, or Industrial customers. Should a Materials Recovery Facility, or other major 

new programs or other capital projects be implemented, rates of all customer classifications should be 

revaluated.   

For the remainder of this Study, the rate structure evaluation will, however, be focused on Industrial 

Collection rates which the cost of service evaluation show need adjustment.  Roll-off service is provided 

by several regional and national private hauling firms in the Fort Smith area.  Although the City and 

private haulers use slightly different pricing structures, the total cost of service is comparable.  To better 

understand market sensitivity to a potential adjustment to the City’s rates, Arcadis informally surveyed 
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several private haulers and compared their rates to the City’s current rates.  The results show that private 

haulers are charging in excess of 35% more than the City for similar services (i.e., combined box rental, 

box delivery, hauling and waste disposal service).  An adjustment to the City’s rates would, therefore, not 

put it at a significant competitive disadvantage.  Arcadis also analyzed City billing data to determine if key 

assumptions used in developing rates (e.g., the average amount of waste collected on fixed price 

temporary box rentals) were appropriate.  The results demonstrate that key assumptions are appropriate, 

but some minor adjustments to compactor rental rates may be warranted without significant impact on 

Department revenues. 

The City has Industrial Collection roll-off rates for both temporary and permanent customers within the 

City limits and those outside of the City.  Temporary rates are a flat one-time charge which covers rental, 

delivery and hauling of the container and disposal fees.  Permanent rates for open-top containers consist 

of a flat rate for pickup and hauling the container and actual disposal fees.  For compactor containers, the 

same rates apply plus an additional monthly rental charge for the compactor unit.  There are separate 

rates for compactor customers located within the City and outside of the City. 

Arcadis analyzed three different time periods for adjustments for Industrial Collection rates.  Each were 

designed to fully meet the Industrial Collections revenue requirement.  The first alternative was a one-

time adjustment in 2018.  The other two alternatives phased-in the increases over three and five years, 

respectively.  Table ES-4, Alternative Industrial Roll-Off Box Rate Increases, provides a summary of the 

key rates adjusted over one, three and five years to meet revenue requirements for the Industrial 

Collection program. 
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Table ES-4 

Alternative Industrial Roll-Off Box Rate Increases 

 Current 2018 2019 2020 2021 2022 

Temporary Roll-Off Flat 
Rate 
Example: City 20CY Roll-Off 

      

One Time Change $264.13 $340.62     

Change Over Three Years $264.13 $294.50 $328.37 $366.14   

Change Over Five Years $264.13 $283.68 $304.67 $327.21 $351.43 $377.43 

Fort Smith Haul Rate                       
Plus Disposal Fee at $31.37 

per Ton 

      

One Time Change $130.85 $168.75     

Change Over Three Years $130.85 $145.90 $162.68 $181.38   

Change Over Five Years $130.85 $140.53 $150.93 $162.10 $174.10 $186.98 

Outside Fort Smith Haul 
Rate 
Plus Disposal Fee at $31.37 

per Ton 

      

One Time Change $167.21 $215.64     

Change Over Three Years $167.21 $186.44 $207.88 $231.79   

Change Over Five Years $167.21 $179.58 $192.87 $207.15 $222.47 $238.94 

 

The monthly rental rates for two of the classes of compactors should also be considered for adjustment 

on a one-time basis to reflect current replacement costs.  The rate for the 4-cubic yard through the wall 

compactor should be increased from $300 to $325 and self-contained compactors should be increased 

from $300 to $350 per month. 

When considering any rate increase, the impact on the customer and affordability needs to be 

considered.  In Fort Smith, the largest group of Industrial customers are located in the City, have 

permanent accounts and use a 20-cubic yard open container.  Arcadis analyzed the current and future 

impact on this customer group for each of the alternative rate increase periods.  Additionally, Arcadis 

analyzed the impact on 4-cubic yard compactor rental rate customers since a rate increase is also 

recommended for this group.  Table ES-5, Estimated Weekly Cost, shows what an average customer 

would pay each week and compares it to the current weekly cost and the percent increase, assuming a 

once-per-week collection of each container. 
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Table ES-5 

Estimated Weekly Cost 

INCREASE 
PERIOD 

CUSTOMER 
CLASS 

RENTAL 
COST 

HAUL 
COST 

DISPOSAL 
COST 

NEW   
COST 

CURRENT 
COST 

CHANGE 

One Year 

20-CY Open 
Top 

Container 
$0 

$168.75 

$90.97 

$259.72 

$221.82 

17.0% 

Three 
Years 

$145.90 $236.87 6.7% 

Five Years $140.53 $231.50 4.4% 

One Year 

4-CY 
Compactor 

w/40-CY 
Container 

$75 

$168.75 

$204.53 

$448.28 

$404.61 

10.8% 

Three 
Years 

$145.90 $425.43 5.1% 

Five Years $140.53 $420.06 3.8% 

 

Conclusions and Recommendations 

The following conclusions and recommendations have been reached based on our understanding of the 

City’s solid waste systems, cost structure, rates, fees, and charges, and the preparation of its revenue 

requirements in each year of the forecast period.  For a complete understanding of the assumptions upon 

which these conclusions are based, the Sanitation Rate Study report should be read in its entirety.  

• The Sanitation Department’s rates are generally meeting revenue requirements and should 

continue to do over the near term.  

• The Equipment Replacement Plan developed during this Study should be adopted by the City.  This 

will improve service and reduce fuel and maintenance and repair costs.  Annual transfers from the 

Operating to the Sinking Funds should be made sufficient to fund the Plan.  This can be done 

without a general rate increase. 

• Industrial Collection program rates should be increased to cover revenue requirements.  A three-

year phase in period of hauling rate increases is recommended to minimize the impact on 

customers.  A one-time increase in monthly rental rates for 4-cubic yard and self-contained 

compactor units is also recommended. 

• The Landfill Tipping Fee is currently covering revenue requirements including equipment 

replacement, expansion, closure and post closure costs but is among the lowest in the State.  The 

City should review its Landfill Tipping Fee annually and consider an increase as warranted.  This 

would include covering the cost of additional programs including a Materials Recovery Facility.    

• The City should continue to monitor its revenue requirements and rates to ensure equity amongst 

the customer classifications. 
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In preparation of this Executive Summary, the Sanitation Rate Study report and the conclusions 

contained herein, Arcadis has relied on certain assumptions and information provided by the Department 

with respect to the conditions which may exist or events which may occur in the future.  Arcadis believes 

the information and assumptions are reasonable, but has not independently verified information provided 

by the Department and others.  To the extent that actual future conditions differ from those assumed 

herein or provided to us by others, the actual results will vary from those illustrated in the forecast.  

Arcadis has no responsibility for updating this report for changes that occur after the date of this report.  

In the preparation of this report, Arcadis has made a number of principal considerations and assumptions 

(as provided throughout this report); some of the most notable are as follows: 

1. Arcadis has made no determination as to the validity and enforceability of any contracts, 

agreement, existing law, rule, or regulation applicable to the Department and its operations.  

However, for purposes of this report, Arcadis has assumed that all such contracts, agreements, 

laws, rules and regulations will be fully enforceable in accordance with their terms. 

2. The Department will generally continue the current policies of employing qualified and competent 

personnel; properly operating and maintaining the system in accordance with generally accepted 

industry practices; and of operating the system in a prudent and sound businesslike manner. 

3. The proposed capital improvement program reflects the general needs of the system, and the 

program will be largely implemented as planned and reflected in this report. 

The City will implement the rate increases and initiatives described in this report in order to achieve 

increases in revenue and to manage expenses as presented in the financial forecast.  If additional funds 

are required for the management, operation, and maintenance of the system, the City will either seek the 

necessary rate increases to increase revenue or embark upon cost reduction measures, such as reducing 

nonessential programs to cover these unforeseen expenses.  Unforeseen expenses that are not currently 

anticipated may result from a change in law, uninsured catastrophic event, previously unidentified capital 

improvements, unanticipated increases in the cost of utilities and chemicals, deferred capital 

improvements that must be accelerated, or currently undefined or unanticipated additional regulatory 

enforcement actions. 
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Fort Smith Police Department 

Nathaniel Clark, Chief of Police  
 

Inter-Departmental Memorandum 
 
To: City Administrator Carl Geffken  
 
From: Chief Nathaniel Clark   
 
Subject: Request to use unexpended funds from the 2017 FSPD budget  
 
Date: 09/22/2017  
 
The Fort Smith Police Department asked the Finance Department for an estimate of the monies from 
budgeted salaries and other budgeted items that are expected to be unused by the Fort Smith Police 
Department at the end of 2017. The estimate we received was approximately $790,000. The Fort 
Smith Police Department is requesting approval from the Board of Directors to utilize these funds to 
purchase equipment needed to ensure the continued operation of the department. A breakdown of 
equipment to be purchased and justifications follows below. 
 
Fleet: 
 
The Fort Smith Police Department requests using the aforementioned funds to purchase nine (9) fully 
equipped 2018 Chevrolet 2WD PPV Tahoes. These new units will replace nine (9) aging vehicles 
from our fleet of patrol vehicles. The estimated cost for each of these nine vehicles is $64,342. This 
cost includes the purchase of a Mobile Data Terminal (MDT) with related installation hardware, an 
L3 in-car camera system, and a Motorola two-way radio for each vehicle.  
 
Total estimated cost for nine (9) 2018 PPV vehicles is $579,078. 
 
The Patrol Division currently has 37 marked and equipped vehicles in its fleet used specifically for 
the patrol function. This number does not include marked Sergeant (supervisor) vehicles or marked 
School Resource Officer vehicles.  

• Eleven (11) of the thirty-seven (37) vehicles used specifically for the patrol function have in 
excess of 200,000 miles on them.   

• Twenty-six (26) of the vehicles have in excess of 100,000 miles on them, many approaching 
200,000.  

 
YTD (Jan. 1-Aug. 31) for 2017, the department has spent $182,423.05 in maintenance costs for  
its fleet of vehicles. If we extrapolate that number out to the end of the year, the department is  
looking at an estimated $273,634.58 in vehicle maintenance costs. In 2016 the department spent  
$221,672.42 in vehicle maintenance costs. In 2015, the department spent $224,673.47 in vehicle  
maintenance costs. The removal of the nine (9) highest mileage vehicles from the fleet should  
significantly reduce vehicle maintenance costs and provide more reliable vehicles to respond to  
calls for service from the public. 
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Fort Smith Police Department 

Nathaniel Clark, Chief of Police  
 
 

“Pride and Progress” 
 

 
With the purchase of the new vehicles, the department would replace aging L3 in-car video camera 
systems. These devices have exceeded their service lives and are beginning to fail. The MDTs to be 
replaced are outdated and becoming inadequate to support current software demands. The 
replacement of both systems in the new vehicles would be the preferred and best option. 
 
Motorcycles: 
 
In addition to the nine (9) equipped 2018 Tahoes, the department requests the purchase of three (3) 
new Harley Davidson police motorcycles at an estimated cost of $20,500 each. In addition to the 
motorcycles, communications equipment ($1,100), safety equipment and uniforms ($1,100) and 
training ($2,500) will be needed to be procured.   
 
Total estimated cost for three (3) new 2017 Harley Davidson police motorcycles is $75,600 
 
Critical Incident Equipment: 
 
A Mobile Field Force is a unit of specially equipped and trained officers used to respond to  
critical incidents and potential or actual civil disturbances. A Mobile Field Force maintains  
and/or restores order to provide a safe and secure environment for citizens. 
 
The Fort Smith Police Department recently purchased equipment to outfit fifteen (15) Mobile Field 
Force Officers. This equipment consists of: 

• Damascus FX-1 riot suit 
• Damascus Flex riot gloves 
• Gas mask 
• Gas mask holder 
• Wooden baton 
• Premier Crown riot helmet with face shield 

 
This equipment costs a total of $16,991.61 or approximately $1,133 per officer. Using this figure 
it would cost $28,325 to purchase enough equipment to outfit an additional twenty-five (25) officers.   
 
Supervision Training: 
 
With the recent promotion of seven new Lieutenants and soon seven new Sergeants, I would like to  
send these newly promoted supervisors to Supervisor Leadership Institute Training sponsored by  
the FBI Law Enforcement Executive Development Association (LEEDA). The training is a 4 and  
½ day program for front-line Sergeants and middle management Lieutenants.  The objective of the  
program is to develop their leadership competencies, therefore developing our new supervisors to  
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Fort Smith Police Department 

Nathaniel Clark, Chief of Police  
 
 

“Pride and Progress” 
 

better serve the department and the public.  The training is held in multiple locations within an 8 hour  
drive. 

• Tuition for the program is $650 per person x 14 = $9,100 
• Travel, lodging, and per diem expenses estimated for 14 supervisors = $13,900 

Cost = Approximately $23,000 
 

Tasers: (12) 
 
Our entire TASER CEW inventory has passed the life expectancy of five (5) years. The X26 models  
are all 8 to 10 years old. The X2 models are 5 to 6 years old.  A large majority of the X26 models  
have stopped working.  The longer we keep them in service past their life expectancy, the higher the  
liability for a claim that the device was malfunctioning at the time of use, if a serious injury or death  
occurs during use. 
 
With $30,000, we could replace twelve (12) TASER X2, with TASER Cams, 5 year warranties,  
duty and training cartridges. 

 
TASER has several finance and lease type plans, which we have priced before. One plan, the T60  
Basic, allows for 5 annual payments to replace the entire inventory. Under that plan, if we trade in  
100 of the old models, we could get 100 new TASER X2 with Cameras, warranties, and initial  
cartridges for $41,027 year one and $44,244 each year for years two through five. 
 
So, if we planned to budget $30,000 per year for the next five years ($150,000), we’d end up with  
approximately 60 TASERS with staggered expirations, because we would only get approximately 12  
devices per year. If we budgeted just over $40,000 per year, per the T60 plan, we would have 100  
new TASERS for the entire five years, at a total cost of approximately $218,003. 

 
 
The total estimated expenditure to purchase nine (9) Tahoe PPV, three (3) Harley  
Davidson Police motorcycles, equipment to outfit an additional 25 Mobile Field Force  
Officers, Supervision Training and 100 Tasers = $747,030. 
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