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The Administrative Services and Audit Committees, the Staff, and the Garland City Council
would like to extend their sincere gratitude to all non-profit organizations that faithfully
serve the citizens of Garland.
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Plain English Summary
After various audits we realized that the city needed to get a handle on its contracts with outside groups. Nonprofits had a lot of handshake deals and thirty-year-old contracts that didn’t pass legal muster anymore. We cleaned
that up and drafted some standard contract language. Council and staff also didn’t have any rules on which nonprofits could use city property. We gave that a shot here too, even though it’s tough to write policy around. In this
document, we split the list of current orgs up into athletic field use and non-athletic field use because those are very
different. We figured out what parts were missing in the contracts, and we put together ideas on how to fix
everything. Some of us are members in these non-profit orgs, but we’ve tried to avoid conflicts of interest where
possible and made sure everyone plays by the same rules. This new set of policy and contract docs should generally
be fair to all non-profits and give council some guidance over the years on how to appropriately judge non-profit
use applications.
Abbreviations Used
NPO Non-Profit Organization
COG City of Garland
ASC
Administrative Services Committee
CSO
Council’s Strategic Objectives
PRCAD Parks, Recreation, and Cultural Arts Department
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Introduction and Scope of Consideration
Starting in 2016, a series of audits were performed on nearly all non-profit organizations in the city that operated
within city-owned facilities. The purpose was to create a standardized set of contracts, formalize handshake
agreements from the previous decades, and more efficiently program taxpayer-owned property. Upon completion
of the audits, policy and contract questions were referred to the City Council’s Administrative Services Committee
(ASC).
The ASC grouped the organizations by property use type and worked with the legal department to address
contractual deficiencies. Based on the results of the Audit (Appendix A) and concerns noted from council members
during other public meetings, we established the following list as deliverables for council consideration:
Questions Raised by the NPO Usage Audit
 Will we charge Intracity or Public Institution utility rates?
 What is the Garland resident benefit?
 What are the selection criteria?
 Who owns the improvements on the land?
 Do we have a right to enter, audit and inspect?
 What are the rules regarding a city liaison assignment?
 What about Leasing, Sub-leasing, and Sub-Sub-Leasing?
 Do we consider parity amongst organizations?
 What about use of CDBG grant funding or other funding avenues?
 Finances and ability to pay – Do we provide NPO financial aid in-kind or in cash?
 What level of knowledge do we need of an NPO’s governance process?
 Can we standardize contract terms?
 Who signs the contracts?
 What is the NPO’s reporting period?
 Do we grant first rights to Garland Citizens?
 What are the criteria for agreement acceptance?
 What should the audit frequency be?
 What are appropriate contract lengths?
 What type of insurance is needed for an NPO to operate?
 Who should the contract be signed by?
Concerns Raised by the Sports League Contract Audit
 Consider adjusting the model from league-maintained fields and no fees to city-maintained fields with fees
 Contracts must be enforceable
 Contracts need to be consistently signed by the president of the orgs
 Consider transfer of ownership and maintenance of concession stands
 What is the approval process for league agreements?
 How are we verifying insurance?
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We also listed the following elements as being necessary for each contract type:
Contract Elements
 Org Tax Status – 501c only, or other?
 What is the stated mission of the organization?
 Board and Membership Structure
 Services Provided
 In general, what are the org’s funding sources
 NPO Contractual Obligations
 COG Obligations
 Contract Modification Approval – Who Approves Changes?
 Indemnification Clauses
 Audit Clause
 Non-Discrimination Clause
 Establish a Reporting Frequency to COG
 Termination Rules
 Dissolution Policy
 Dissolution Process – COG process
We considered the question of guiding the council’s decision-making on whether to enter into non-profit
agreements. We provided guidance for the following concepts:
Policy Questions
 Taxpayer Value
 Community Values
 Private Sector Competition
 Rental
 Products and Sales
 Rights, Size, Appropriateness, and City Support
 Rights
 Sizing
 Appropriateness
 City Support
 Competition
 Internal Governance
Finally, city management asked us to briefly examine policy around direct city sponsorship of events via ‘table
purchasing’ and other special events subsidies.
As a part of a subjective analysis of existing non-profit users, the ASC has provided additional guidance to the council
on the value of those existing relationships but has not staked a position on contract renewals.
This policy document is extremely broad in scope, and tackles three major issues which are tightly tied together:
NPOs, NPOs involved in sports, and Guidance for Agreement Acceptance.

6|Page

1.9.2020 DRAFT

NPO Audit Questions and Answers
Power Cost and Rate Type:
Since Garland owns and operates its own power company, there are two different rates available to facilities that
house NPOs. The first is called the ‘Public Institution’ (PI) rate, which costs roughly 4% more that the ‘Intra-City’ (IC)
rate, which is the rate GP&L charges for City of Garland operations.
The question posed is whether to bill the NPOs at the PI rate or the IC rate.
Philosophically, NPOs supplement the mission and resources of the city. Other governmental entities on GP&L that
pay the PI rate do not necessarily do the same. It is the committee’s opinion that NPOs that enter into agreements
with the city, occupy city facilities, and further the city’s mission should be charged the lower (IC) rate if they will be
charged at all.
It is appropriate and expected that NPOs which further the mission of the city and use city facilities receive their
utilities from the city at no charge to the NPO. The council should decide on a per agreement basis what the
appropriate billing methodology is, if any.
However, NPOs that are carrying out a mission of County, State, Federal, ISD, or any other level of government
should pay the PI rate.
Rate recommendations per NPO are listed in the NPO Analysis and Recommendations section.
Right to Audit, Enter, and Inspect
As the property owner, and since NPO operations are an extension of the city’s mission, the city shall have the right
to periodic Auditing, right of entry to the property, and the right to inspect. Audits, entry, and inspections will be
scheduled in advance with the head of each NPO. Audits should generally be performed after the first initial year of
operation, and then periodically thereafter. It is possible that the City Auditor may opt not to audit short term and
seasonal organizations but may choose to audit departments that oversee such contracts. Audit methodology and
appropriateness are generally outside the scope of this document.
City Liaison
To ensure contract enforcement and clear communication, each NPO will have a member of city staff assigned as
their liaison. Where possible, city management will work to ensure that the liaison is educated about the service
that the NPO engages in. In case of a liaison change, the COG will notify the NPO in writing.
Sub-Leasing
Unless an agreement specifically allows for sub-leasing or lending out use of a facility, NPOs will not sub-lease or
lend city property. This applies to sports organizations as well. The City Council and COG staff have a responsibility
to ensure proper use of taxpayer-owned facilities. This responsibility may not be assumed by a group that has no
accountability to the taxpayers without prior approval.
Organizational Parity
In general, organizations of the same type will receive similar contract terms. However, the city’s need for NPO work
is not unlimited. The city or the council may limit the size or number of organizations that they execute agreements
with. An NPO does not possess an inherent right to an agreement by virtue of its existence.
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Funding Mechanisms
To further its own mission, the city may decide to fund NPO operations in order to improve or extend the NPO. This
policy cannot anticipate future needs and does not seek to in any way bind funding decisions of future council. This
policy allows any funding that the City Council deems appropriate and legally directs to be paid to NPOs.
Ownership of Improvements
Unless otherwise specified in a contract, the COG owns all improvements.
NPO Financial Aid
Direct financial aid to an NPO may be appropriate, especially if the city requests certain unfunded actions by the
NPO. Council and staff should discuss and approve aid on a case by case basis.
Internal Governance
Historically, certain agreements with NPOs allow for a higher level of scrutiny of internal operating procedures.
Usually, the more resources that the COG commits, the greater the oversight required.
Organizational donor lists are traditionally outside of the scope of legitimate city interest.
At a minimum, audits may confirm an active 501c3 status with the IRS.
Contract Lengths
Contract / Org Type
Sports-Field Using Organization
License Agreement
Long Term Lease
Facility Use Agreement

Expected Duration
1 Season
1-5 years
5+ years
Less than 30 days

Responsible Party
PRCAD Director
City Manager or Designee
Mayor
Managing Directors, Asst
CMs, or City Manager

Insurance Requirements
Insurance needs should be determined on a case by case basis and should follow all applicable local, state, and
federal laws.
First Rights to Garland Citizens
Facility use and sports field use, both informal and by formal agreement should be given to Garland citizens and
organizations first. For example, if two pickle ball leagues exist and are both vying for courts, but one of those
leagues is registered in Garland and one is from Houston, the Garland organization would take precedence. This
does not apply to tournaments scheduled by PRCAD staff.
License Agreements and Long-Term Leases should be granted to the organization that is best able to provide services
to Garland’s taxpayers.
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Existing Organizations That Use City Property
Organization
BSA Troop 100
Child Care Group
Dallas Off-Road Bicycle Association
Freemonteers Neighborhood Association
Garland Amateur Radio Club
Garland Emergency Corp
Garland Women’s Group
Head Start Child Care Center
Hopes Door / New Beginnings
Landmark Society
Loving Garland Green
Preservation Society for Spring Creek Forest
Strata Rock Crushing
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Facility Used
116 S 6th St
3709 W Walnut St
Rowlett Creek Preserve
215 Southwood
1027 Austin St
401 Rescue St
702 Austin St
625 E Avenue B
120 Kingsley Rd
393 N 6th St
W of 3930
Naaman School Rd
1770 Holford Rd
Castle Landfill

Purpose
Scouting
Head Start Program
Off-Road Biking
Neighborhood Assoc
Communications
GPD Support
Civic Engagement
Head Start Program
Resale Shop
Archival and Museum
Community Gardening
Forest Preservation
Rock Crushing
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NPO Selection and Competition
The most difficult part of NPO policy is deciding which NPO may avail itself of city resources. The following thoughts
attempt to address that problem.

Taxpayer Value
“What is the value to the taxpayer?” This can mean a great many things.
NPOs can fill a niche that is a want in the community, such as mountain bike trails from DOBRA or the pet adoption
center.
NPOs can work toward a common societal goal. Water conservation and local produce are a product of Loving
Garland Green.
They can augment city resources in a way that fits the city’s mission. Garland ARC / Garland RACES acts as an
additional communications arm for events and emergencies.
NPOs can act as archivists and historians for the city, which is a mission that has intrinsic value without an easily
derived monetary value.
There are very few limits on the new and creative ways that people will find to serve their community.
However, policy makers must decide if the value provided by the organization matches the taxpayer contribution
as well. Unfortunately, there is no easy formula that can be used to make such a decision. As wants and needs
fluctuate over time, the answer to that question may also change.
In the same respect, the taxpayers and the representatives of those taxpayers have the right to reject services
either because the taxpayer contribution is too high, the NPO isn’t serving the citizens of the city, the city staff’s
involvement is too extensive timewise, or if the taxpayers simply have no interest in the service. Decision makers
must remember that where city resources are used outside of the core mission of governance, we are essentially
giving taxpayer resources to a group whom the taxpayers do not have representation with. Because of that fact,
the threshold for approving NPO use of taxpayer resources should be even higher than decisions made about city
services.
The gift of taxpayer dollars should be given a higher consideration than the gift of NPO labor.

Community Values
Our citizens’ value systems are in a constant state of long-term flux. Whereas one hundred years ago we would have
used city property only to serve the upper echelons of the city, we now believe in public property as a shared
resource. When the city was first formed, city history was unimportant, women’s advocacy groups were largely
unheard of, and we were focused heavily on agribusiness. Today we spend time and energy working on race and
gender inclusion, ensuring equal opportunity, jumpstarting innovation and business, and assisting the economically
disadvantaged. Our non-profit priorities and goals have steadily changed over the past century and will continue to
do so for the remainder of the life of the city. As such, our use of city property to supplement NPO missions should
continue to reflect those values and priorities. The judgment as to what those values are should be left to the
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community and to their duly elected representatives. It is not the intent of this policy to select which NPOs are
worthy and which are not, except to say that all taxpayers should be the ultimate beneficiary of sponsored NPO
activities.

Private Sector Competition
Rental
In some cases, the city may collect recurring rent from entities to offset city costs. This may place the city and
NPO in direct competition with the marketplace. The following steps should be taken to ensure that rental is an
appropriate avenue:
1) Would any NPO performing this task become insolvent if forced to pay market rates? Does a market even
exist for this service?
2) Does the value to the community offset the opportunity cost of losing full market rate rental of the space?
3) If the space may be rented at market rate, should the city own it at all? Should the facility instead be sold
back to the private sector for commercial use, or does the city still need partial use of the building for core
functions of government?
4) Does the organization’s presence add enough taxpayer value to the facility that it makes sense to accept
partial rent?
Products and Sales
Since the purpose of using city resources is to provide a benefit to the taxpayer, for NPO organizations that
create a sellable product, additional questions must be asked.
1) Is the city in effect subsidizing an organization for that organization to be able to undercut private sector
competition in the creation of their product?
2) Are other orgs of the same type reliant on public sector participation? (e.g., Scouts selling cookies and
popcorn are on a level playing field because most scout troops meet in public buildings).
If the city is to provide economic development incentives to an organization, it should be framed as such and
brought before the council in a public meeting. The city should at no time subsidize a commercial interest under
the guise of an NPO use agreement.

Rights, Size, Appropriateness, and City Support
Rights
The city operates several facilities where NPO rental and free use is permitted. When the city allows use under
this program, there is an expectation of non-discrimination and equal, fair treatment for members, applicants,
clients, and beneficiaries. For instance, our central library allows use of our meeting room to NPO orgs that are
registered to an address within the city. The room has been used in the same week by different political groups
that are in conflict, but without preferential treatment by the city. It is expected that as part of the city’s
commitment to a safe community, vibrant neighborhoods, and future-focused governance, that we will
continue to provide low cost or free general use spaces for the taxpayers to enjoy. The intent of this policy
however is more geared toward “one-off” agreements where there is a specific need that the city has which is
being filled by the NPO organization. Specifically, it is focused on those agreements where the city is gaining a
measurable benefit from devoting a custom set of resources to an outside organization.
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Sizing
Organizations and events should not use more city resources than are strictly necessary to carry out their
mission. Certain events require atrium sizing, and others may only require a tent. It is appropriate and lawful to
allocate resources in a way that fit the needs of the event, as opposed to assuming all similar events
automatically belong in the same-sized venue. While the city will not discriminate between groups, the city does
have a responsibility to use its facilities and staff in the most efficient and reasonable manner possible.
Appropriateness
Organizations that either lack a mission entirely or work counter to the interest of the city’s mission and to the
strategic goals set by council are not entitled to sponsored use of city resources just by virtue of their existence.
NPO use of city facilities is a bi-directional gift- where the NPO is providing the taxpayers with something, and
the taxpayers are allowing use of their building, staff, or amenities. For an absurd example, a Garland-based
organization devoted to teaching people how to yell ‘fire’ in crowded theaters would likely be denied an
agreement. They could still hold meetings on city property by reserving a room at the library just like any other
NPO (as long as they practice yelling very quietly), but the city would be well within its power not to execute a
standing agreement with them for free, continual, or exclusive use of a facility, since the NPO would not be
‘furthering the city’s mission’ and would provide no clear benefit to the taxpayers. To repeat- if there is no
taxpayer value in a long term NPO/City contract, then it should not be signed. While this stance does leave the
city open to potential litigation, it is the committee’s opinion that taxpayers should not be forced to fund things
that directly harm them.
City Support
The most difficult value to analyze is the amount of time, effort, and money that the city puts into maintaining
the relationship. Does supporting the organization cost more than it would to simply bring the task in-house?
As an example of a positive trade-off, the DOBRA organization maintains biking trails in a flood plain / park land
area and adds value to the park. They require near zero funding from the city, little to no supervision, and are a
net value add for our economy. While the city would have to pay a single person full-time wages, benefits, and
retirement to maintain a similar amenity at $50,000 - 60,000 / year, we can definitively state that the taxpayers
come out ahead.
Similarly, the city relies on organizations like GARC to provide focused and/or city-wide communications for
both planned and emergency callouts without requiring use of city emergency funding, and with a large cost
savings to the special events budget. They provide their own liaison to the police department and do not require
special attention from staff.
If there were a group that was dedicated to pot hole repair, but required city staff, materials, and transportation
to fill the holes, that would not be a good use, as we would just be adding layers of people on top of a function
that the city already performs.
In 2017-2018, the council chose to only consider Community Development Block Grant recipients that needed
funds in excess of $5,000. The reason is that the overhead for monitoring and ensuring compliance with HUD
grants simply was a waste of money for amounts less than that. NPOs that seek to provide minimal value with
a large amount of city oversight would be denied use for the same reasons.
Another more difficult question is for how we handle those functions that the city might not choose to fund on
its own but are willing to support at some smaller level. For instance, Scout Troop 100 provides a pipeline for
future first responders. It might not make sense for the city to run a year-round youth program of this type, but
it does make sense on some level for the city to provide a place for this type of program to be run.
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Competition
Not all NPOs are created equal. As with any organization, they may compete for agreements based on what they
can deliver to the city. As the council looks to renew agreements, a needs assessment should be performed on the
deliverables of the NPO and the effectiveness of that delivery. Taking our example of the Scout Troop; If both Troops
are requesting the same physical meeting time and location, Troop A has 20 members, Troop B has 200 members,
and both feed their members into our first responder pipeline, then city management should look to giving Troop B
preference over Troop A. The best-case scenario might be a shared use agreement between both bodies. However,
the city must continually evaluate taxpayer value when considering contracts. For taxpayer built and funded
installations, past agreements and personal relationships matter much less when it comes to delivering current and
future value.

Internal Governance
An NPO’s percentage of charitable contribution versus overhead is often the subject of debate. It is partially outside
the scope of consideration, as the city is not in the position to dictate internal governance practices to the NPO.
That is between the NPO and the IRS. However, more efficient organizations can deliver a better product to the city.
Poor overhead management works its way into the overall competition equation and leaves an NPO vulnerable to
being replaced by a better NPO. As a city, we should continue to encourage efficient operations that maximize
taxpayer value. NPOs that request significant financial assistance should be means-tested to ensure that taxpayer
dollars are not being wasted.

Event Sponsorship
Many times, city departments are asked to sponsor events through either direct financial assistance or in-kind
contributions. City departments may have a legitimate interest in sponsoring events that further the department’s
mission. This policy does not seek to second guess department-level objectives, but instead asks for a reasonable
level of oversight of department contributions.
We propose the following guidelines for sponsorships that are not pre-approved in the annual budget:
 Any sponsorship over $5,000 total in value from one or more departments for a single event must receive
council approval
 Unbudgeted sponsorships from a single department exceeding $15,000 per FY will trigger a review of all
sponsorships from that department for the FY by the council.
Street closures, parade assistance, concerts, and other events that require significant city resources and are not cityinitiated events require the same level of oversight as longer-term NPO use agreements. For-profit enterprises
should not expect the same level of financial support as non-profit, Garland-based, civic groups. Non-profit orgs that
request assistance should be evaluated based on the city’s need for that service, and in-line with the council’s
established strategic goals.
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NPO Evaluation and Analysis
Evaluation Questions
A. What is the taxpayer benefit? Is there a metric that should be used to determine success? Is this a
meaningful activity that contributes to the city’s mission?
B. Is their use of the building appropriate, or is there a higher and better use for it?
C. Does their work today help or hinder any part of the council’s 10 strategic objectives?

D.
E.
F.
G.
H.
I.

Is the group effective in their mission?
Are there contract changes that need to be made?
Should this NPO shrink its mission, expand it, or should we end the relationship?
Do the long-term goals align with the city’s direction?
Is the segment of the population served by the org under/over served? What demographic is served?
Is the market for this type of NPO saturated? Are we allowing unfair competition with the private sector by
providing space/services?
J. General Thoughts
K. Final recommendations
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Boy Scouts of America Troop 100 (BSA)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life

Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments

Leadership training. Scouts are historically a source for community
service projects. First-responder-backed group may help us develop
interest and talent in that area.
Due to the proximity to the downtown square, this is not the
highest/best use of the building or land.
Use of prime commercial space is a negative
Use of prime commercial space is a negative
Scouting generally is a net positive for participants, but not
necessarily the community at large.
Training in civics and service can help with community building
Use of prime commercial space is a negative
Active training and recruiting of future public sector employees
Negligible Impact
Recruiting pipeline for first responders.
Not calculable, but presumed net positive
No contract available
Consider moving. Sizing is appropriate for the current facility.
More civic-aware population is a net positive.
Youth, ages 10-18
Private groups of this type are also usually allowed use of city and
school district facilities.
Can we move this NPO to the old Fire Station 1 once the new FS1 is
built?
Since this is a first-responder oriented org, how many of the boys go
onto serve professionally in that role? Are we developing a talent
pool appropriately?

Committee
Recommendations

Contract Suggestions
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Only half of the scouts are Garland residents. Why is that? Has GISD
been invited to utilize this group as part of its career tech first
responder program?
Consider the current Fire Station 1 as a future home in order to
repurpose the current facility and provide the scouts with a more
updated and relevant facility.
Renew GFFA sponsorship and look for partnerships to help boost first
responder recruiting
Standard Facility Lease Agreement
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Child Care Group (CCG)
Taxpayer Benefit

Highest/Best Use

Head Start programs are shown to assist in breaking generational cycles of
poverty. While this could be considered more of a benefit to the School
District, having an educated workforce is a core function of economic
development. This group also works with adults to improve self-sufficiency.
Due to frontage usage on Hwy 66 this might not be the best land use.
However, the negative impact is minor. Commercial/retail use may or may
not be the best use for that specific parcel either. There are future
considerations for nearby land use that are bound by executive session rules
and are not listed here that the council may consider.

Council Objectives:
Econ Base Use of prime commercial space is a minor negative. Economic boost from
educated workforce would be a long-term benefit. There is immediate
benefit in teaching adults new skills that ween them off of NPO services.
Downtown Use of prime commercial space on the East Main St entry would be a minor
negative
Infrastructure Quality of Life Safe Community Education as a deterrent to crime
Residential/Comm Education centers and related events boost neighborhoods
Utilities City Services Finances Future-Focused Org Mission Effectiveness
Calculated by national and university sources.
Contractual Changes
Fill in missing elements per auditor suggestions. Non-discrimination clauses
may need to meet federal standards instead of just state/local.
Shrink/Expand
Sizing is appropriate for the current facility. Wait list is < 10% of total
enrollment. There may be funding considerations
Long-term goals
Demographics Served
Multi-generation poor and at-risk students that are eligible for pre-school
intervention programs via Federal guidelines
Private Sector Comp
Federal program – beyond our scope
General Comments
Ensure (if possible) that Garland residents are given first shot and are not on
the waiting list. Enable facility to be eligible for future capital improvements
that might be applied to other businesses along Hwy 66 – façade
improvements, etc.
Committee
Look for opportunities for kids to interact with nearby city installations in the
Recommendations
future.
Contract Suggestions
Renew ground lease as appropriate.
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Dallas Off-Road Bicycle Association (DORBA)
Taxpayer Benefit
Free park maintenance and trail system
Highest/Best Use
This is a proper use of park land
Council Objectives:
Econ Base Standard econ contribution from parks. Creates an attraction for nonresidents to bring them to the city.
Downtown Infrastructure Contributes to maintenance of city property
Quality of Life Provides an amenity to the citizens
Safe Community Additional activity in wooded areas discourages crime
Residential/Comm Adds to park and lifestyle vibrancy
Utilities City Services Finances Future-Focused Org Trails and multi-modal transportation are key county and federal objectives
Mission Effectiveness
Effective
Contractual Changes
Fill in the missing contract elements. There should be no expectation of
‘removing’ trails upon dissolution. Contract should be formally renewed by
appropriate managerial staff.
Shrink/Expand
Long-term goals
Demographics Served
Amenity acts as a regional draw that is not specific to a particular
demographic group other than people riding bikes.
Private Sector Comp
General Comments
DORBA has been a success story. We should probably work to include them
in our marketing and promotional activity and emphasize our partnership.
Committee
None
Recommendations
Contract Suggestions
Use standard new contract, signed by appropriate personnel
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Freemonteers Neighborhood Association (FNA)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community

Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments

Committee
Recommendations
Contract Suggestions
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Acts as a neighborhood meeting place
Questionable. Surrounding homes have a city AV value of about $800/yr
A city-maintained home improves the image of the street
The facility was used to promote strong neighborhoods via block captains and
meetings
The facility was used to promote strong neighborhoods
Unable to calculate
No contract in place
Appropriately sized org, but no depth
Surrounding neighborhood is a 9.21-17.64% poverty area
The NPO program has made the substation somewhat unnecessary. Based
on the proximity of the church next door, the church should be approached
about providing meeting space for the neighborhood group. Fields rec center
is also just down the street and can be used for similar purposes.
Turn the home back to the private sector. At a ~$120k sale price, use the
money for a neighborhood vitality project, a permanent room attached to
the local church, or a room attached to Gale Fields rec center.
Wind down existing setup without executing a new contract.
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Garland Amateur Radio Club (GARC)
Taxpayer Benefit
Highest/Best Use

Volunteer wage times the number of volunteers for communications at
events
Fire station 1 is scheduled to be relocated. Since it is used as a
communications hub in a similar fashion to how first responders would use
it, this may continue to be the highest and best use of the room

Council Objectives:
Econ Base Downtown While located in downtown, there’s no appreciable positive or negative
impact
Infrastructure Provides backup infrastructure for communications
Quality of Life Safe Community Assists emergency operations and law enforcement in routine and
emergency activities
Residential/Comm Utilities City Services Assists the city in an auxiliary customer service role (communications). GARC
provides free testing and programming of emergency management radios for
use with amateur frequencies.
Finances Future-Focused Org While direct radio is not as popular as a hobby anymore, the tech proved
useful during the 2015 tornado, and may continue to be helpful when cell
services are overwhelmed.
Mission Effectiveness
Generally positive results stated in the audit
Contractual Changes
Establish a generic contract
Shrink/Expand
Facility and use is appropriately sized
Long-term goals
Membership increases
Demographics Served
All occupants of the city
Private Sector Comp
General Comments
GARC, and by extension Garland RACES have served the community in a
communications capacity for community events and disasters. Their work is
generally regarded favorably, and the office of emergency management
stated in the audit report that they are vital contributors. Their small
footprint and attachment to a first responder station is appropriate. Full
turnover of the EM staff increases GARC’s value due to institutional
knowledge.

Committee
Recommendations

If we moved the BSA troop into the FS1 main location, some synergies could
exist between the orgs.
Since utilities are a shared use, continue to not bill the org for the miniscule
amount of power used.
If appropriate and generally desired by all parties including GARC, consider
adding a radio room to the new FS1 and moving the org. Otherwise leave in
place.
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Contract Suggestions
Establish a long-term agreement, no utilities billing, with standard provisions.
Garland Emergency Corps (GEC)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments

Acts as both an emergency response team and an auxiliary provider for the
PD. Provides additional communications services for public events. Provides
direct assistance to citizens impacted by disasters.
The land would likely be used for parking in an area that has no need for it.
The current use is very reasonable.
Emergency response tasks, and provides tools to LEOs
Evolving mission for both emergency response and GPD support org
Several contracts are missing, presumed lost. Write a new one that
encompasses current use and generally agreed upon duration.
The building itself isn’t a concern, as it is out of the way and there is no
opportunity cost in leaving it alone. We’re already paying for the limited
water usage, and it’s in the GP&L service area. Several of the members are
also trained to respond to mass casualty incidents. There might be a
connection we can make with County for them.
Charity bingo funding is typical of this type of group and is not a concern.

Committee
Recommendations
Contract Suggestions
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In the past they have built a breaching tool for SWAT, provided various pieces
of gear, and most recently funded body armor for the canine units. They
provided manpower for the Oct 2019 tornado cleanup and direct financial
assistance to homeowners.
None
Original contract was signed in the 1950’s with a 99-year duration and
documentation is minimal. Renew under current language with the same
provisions that are assumed to be in place today with the same termination
date. Significant changes for the org will be the periodic audit, and a right to
enter/inspect.

1.9.2020 DRAFT
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Garland DFW Heliport (Sky Helicopters)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments
Committee
Recommendations
Contract Suggestions
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Commercial Heliport
Yes- and as more airborne delivery services mature this has the potential to
become a logistics hub.
Strong potential
Multi-modal transit hub
Slight profit for the city
Strong potential
Effective.
Explore opportunities with Uber air and Amazon drone delivery services. We
already have a ground distribution center here in Garland. This seems like a
natural extension of the Heliport’s mission.
All
Municipally owned air facilities are common.
This is a somewhat of a sleeper facility. We are interested to see what comes
of airborne logistics for last mile delivery
None
Update to common contract language on the next renewal.
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Garland Women’s Activities Building Council, Inc (WABC)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments
Committee
Recommendations

Contract Suggestions
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Acts as a meeting place for civic groups and private clubs
A civic center in the downtown area is appropriate.
Contributes to the overall amenity list for a downtown area
Provides other NPOs meeting and activity space to promote quality of life
Used to support groups that contribute to stronger neighborhoods
The mission itself is still effective, but questions have been raised in recent
years about the sustainability of the group due to declining membership.
Work the terms of the old contract into the new format and make slight
modifications based on the suggestions below.
The footprint of the org is appropriate.
Either grow the membership of the group in order to sustain the operation
or be prepared for the city to operate the space as a civic/neighborhood
vitality center if the group dissolves or becomes inactive.
Full city
Private banquet halls do exist, but general do not compete for low cost, NPO
meeting space. This type of facility is appropriate for the city to supplement.
The WABC was responsible for funding the original building. The city largely
handles maintenance at this point. Membership is in decline.
Council heard this issue earlier in 2019. Recommendations listed here are
based on that meeting:
 Retrofit the building with an access and surveillance system.
 Require original contract clauses regarding periodic approval of
bylaws/internal rules to be enforced.
 Remove function supervision requirement from the contract.
 Adopt the new contract template as a parent contract to cover right
to enter, inspect, audit.
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Head Start Child Care Center
Taxpayer Benefit

Highest/Best Use

Head Start programs are shown to assist in breaking generational cycles of
poverty. While this could be considered more of a benefit to the School
District, having an educated workforce is a core function of economic
development. Unlike the previous org, this group has a narrower mission
which is solely focused on head start programming.
Commercial/retail use may be the best use for that specific parcel, however
it is appropriately close to neighborhoods that would qualify for its services

Council Objectives:
Econ Base Use of commercial space is a negative. Economic boost from educated
workforce would be a long-term benefit
Downtown Infrastructure Quality of Life Safe Community Education as a deterrent to crime
Residential/Comm Education centers and related events boost neighborhoods. However, this
does not appear to function as an event or training center, and the heavy
traffic on this arterial does pose challenges to neighborhood access
Utilities City Services Finances Future-Focused Org Mission Effectiveness
Calculated by national and university sources
Contractual Changes
Fill in missing elements per auditor suggestions. Non-discrimination clauses
may need to meet federal standards instead of just state/local
Shrink/Expand
Sizing is possibly inappropriate for the current facility. Wait list is ~75% of
total enrollment. There may be funding considerations
Long-term goals
Demographics Served
Multi-generation poor and at-risk students that are eligible for pre-school
intervention programs via Federal guidelines
Private Sector Comp
Federal program – beyond our scope
General Comments
Ensure (if possible) that Garland residents are given first shot and are not on
the waiting list. There is a very low percentage (~40%) of Garland residents
being helped for the building to be owned and maintained by our property
taxpayers.

Committee
Recommendations
Contract Suggestions
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Our AR needs to bill appropriately for rent and utilities per the terms of the
contract at the PI rate.
Enforce the terms of the contract. Find a way to require more Garland
residents to participate. Recommended min of 51% Garland residents for
new classes.
During the next renewal, adopt the new contract structure, with same terms.
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Hopes Door / New Beginnings Resale Shop (HDNB)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments
Committee
Recommendations
Contract Suggestions
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Organization closed its doors in Garland around the same time that the audit
was announced
-
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Landmark Society (LMS)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life
Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand
Long-term goals
Demographics Served
Private Sector Comp
General Comments
Committee
Recommendations
Contract Suggestions
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Provides a heritage district amenity
Museum setting is appropriate for this group to operate in
Contributes to overall tourism
Acts as a minor amenity for downtown
This group specifically focuses on the digitizing the past for future access
Difficult to determine, and impossible to measure. There is a combined
mission that is currently in conflict with itself in certain ways. See full writeup later in this document
Contracts with NPO orgs should be approved by council
See extended comments
Continual accessioning of all historical items
All
Not Applicable. Most museums are non-profit.
This is one of the few groups that also has a city employee on staff, triggering
council inquiries over the past three years

Adopt standard agreement with specific provisions detailing how objects are
donated to the city and how we accept them.

1.9.2020 DRAFT
Landmark Society – Supplemental
This supplemental opinion was authored by Robert J Smith, Council District 8 and may not represent the opinion of the full committee.

The Landmark Society (LMS) and the City’s Heritage museum are tightly intertwined. The museum, along with LMS
has three main purposes:
1) Collection of historical data
2) Museum and Traveling Exhibits
3) Accessioning and Recall of Data

(Acquisition)
(Operations)
(Archival)

Earlier in the NPO guidelines under City Support, we state:
“If there were a group that was dedicated to pot hole repair, but required city staff, materials, and transportation
to fill the holes, that would not be a good use, as we would just be adding layers of people on top of a function
that the city already performs.”
The city currently provides one full-time employee (FTE) and one part time employee (PTE) at the facility. The
question then becomes: “Are we adding layers of people on top of a function that the city already performs?”. The
answer to that is “no”.
Less than a decade ago, around the time of the remodel of city hall, the city began using the LMS as a document
repository. We sent close to 4,000 documents to the group in the span of a year, which greatly added to their existing
backlog of historical items. By doing that, and because of our ongoing process of sending documents to them, we
set them up more as archivists than museum operators. However, the group did not lessen its other responsibilities.
The city placed a large enough burden on the organization that we were forced to assist it in completing the mission
that we gave it.
As we began expecting more from the facility and the organization, we added staff to assist in management,
operations, and storage of artifacts. As LMS members age and leave the organization, and museum visitation drop
off nationwide, we see (and likely will continue to see) the continued de-emphasis of the museum role. At some
point in the future, we will likely see the city fully take over the archival role as a core function of city government,
within the domain of either the Library or City Secretary departments. The City Secretary is designated as our official
archivist, which would make sense, as would Libraries since the museum is both a reference building and an
attraction.
There is a strong benefit in the LMS continuing to be a city partner, because they still fulfill the mission within the
parameters that they agreed to from the start. And while the city’s needs have grown, there are no competing NPOs
that are positioned to fill that need. What the LMS brings to the city costs us little to nothing.
One point of contention is that our museum hours are limited to four hours per week on Saturdays, or by
appointment in advance. This is the amount of time that the LMS has dedicated to providing volunteers to act as
museum guides. It is my opinion that if the council wishes to open the museum for additional hours, we will need
to work with the LMS to train city staff on that function. This may involve adding staff or using our current staff in
different ways.
One conflicting mission I’ve noted is the struggle between archival and museum functions. To generate interest and
raise funds, museums seek out the most ‘interesting’ artifacts and photos and save them for displays, fundraisers,
and traveling exhibits. Where archival and referencing is based on providing access for all, museums dole out access
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to items in a strategic fashion. These exhibits and fundraisers raise the money needed to continue to acquire
artifacts. The art of running a museum is the balance in bringing in enough items to generate interest, but not giving
everything away up front.
One thing that the LMS and city staff do well is balance those differing roles. While our staff is focused primarily on
the reference and interest generation, the LMS continues to operate the museum acquisitions and display content
in a strategic fashion. While there is a necessary blend or overlap in those roles, the LMS has not lost its original
mission and focus.
Based on all these factors, it is my opinion that as membership naturally declines, the LMS should continue its
operations until it is unable to field enough members to continue. Meanwhile, the city council should decide what
resources to devote to archival and tourism as a core function of governance. The use of either two FTEs or an FTE
and two PTEs may give us full forty-plus hours per week museum availability, but it should be noted that increasing
public hours may or may not increase the number of visitors proportionally.
By comparison, the Dallas archives are open by appointment only, Monday – Thursday from 9a-4p. However, the
archives do not also contain a museum feature.
Another issue is the separation between the LMS archives and publicly available city archives. Upon eventual
dissolution of the LMS, the current contract calls for artifacts and records to be transferred to the city. What the
contract does not specify is how we’re supposed to do that.
The city and LMS jointly use a system called ‘Past Perfect’ to store accessioned items. We need a pathway for the
LMS to ‘move’ or ‘donate’ documents back to a publicly available online archive on the city’s website. It is perhaps
more trouble than it is worth to access an item in one system and then have to manually move it to another, so we
should look to either upgrade the software in place or find a system that allows for routine import/export of Past
Perfect records from one platform to another. This will allow the LMS to strategically control what artifacts are
released back to the city out of ‘museum control’ and into the public domain. If at any time the LMS dissolves, these
electronic records could be moved en masse into the city’s online archives. Since we are donating taxpayer dollars
to the mission, some taxpayer benefit should be recognized in the form of searchable reference records, even in the
short term.
In conclusion, at this facility we are just past the equilibrium point of non-profit contribution and taxpayer burden.
As we continue to tip over into a heavier archival role, we need to be able to adapt and work to demonstrate
taxpayer value. I recommend a renewal of the existing contract, no additional utility burden, and a focus on bringing
the more mundane artifacts and documents fully into the public domain. I also recommend that if the council wishes
to extend public hours during the week, that the council consider an additional PTE for FY 2020 whose time is split
between accessioning of historical items and acting as a museum guide.

28 | P a g e

1.9.2020 DRAFT
Loving Garland Green (LGG)
Taxpayer Benefit
Highest/Best Use
Council Objectives:
Econ Base
Downtown
Infrastructure
Quality of Life

Safe Community
Residential/Comm
Utilities
City Services
Finances
Future-Focused Org
Mission Effectiveness
Contractual Changes
Shrink/Expand

Long-term goals

Demographics Served
Private Sector Comp
General Comments

Community garden space
As unused park land in a busy corridor, this is a good use.
Fresh produce and neighborhood gardening, environmental education and
water conservation techniques
More eyes on the creek is helpful as crime deterrence
Adds vibrancy to the Coomer Creek neighborhood
Water conservation education is useful in the DFW area
Garden produced measurable amounts of produce for donation to a
secondary NPO
Fill in the gaps. Evaluate effectiveness of insurance vs claim waivers before
requiring. Change indefinite contract to a fixed term with renewal
Footprint should remain as-is pending construction documents for the
Naaman School Road rebuild. Given enough interest, other small pockets of
park land that will not be used for general park ops and are not useful for the
public to play in could be considered for this type of development
Citizen education is useful and should be encouraged. Small, ¼ - ½ acre
community gardens in other parts of our park system would be useful. If the
support for them disappears, they are easy to remove and do not pose a longterm labor liability for the city
Primarily retirees and youth
Grocery stores. Private sector impact is likely valued at < $1,000/yr
Urban gardening and its related education are beneficial in promoting
healthy eating and water conservation. There’s value to the citizens in that,
especially since we have no other real use for the land at this time.
Renegotiate contract to a fixed length with periodic renewal.
LGG has mowed the full park, outside of their strictly required area to act as
good partners.

Committee
Recommendations
Contract Suggestions
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The org understands that the Naaman School Rd rebuild may disrupt or force
them to cease operations on the current plot of land.
Keep communications open as Naaman School Rd project progresses. Involve
as stakeholders in the project and trail plan.
Use new contracts during the next renewal period.
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Preservation Society for Spring Creek Forest
Taxpayer Benefit
Stewarding the city’s nature preserve
Highest/Best Use
Yes. Land is already set aside as a preserve. This group is acting as stewards
Council Objectives:
Econ Base The preserve is an economic asset both in branding but in a marketable
higher quality of life. Their stewardship of this land is an amplification of that
benefit
Downtown Infrastructure Quality of Life Education and environmental preservation contribute to a higher quality of
life
Safe Community Additional eyes in forested areas acts as a crime deterrent
Residential/Comm Utilities City Services Finances Future-Focused Org Mission Effectiveness
Monthly speakers and regular promotion make for a more effective org.
General interest is low as with most NPOs, but since there is no associated
cost to the city, any participation is a bonus
Contractual Changes
Adjust insurance requirements
Shrink/Expand
Long-term goals
Demographics Served
All
Private Sector Comp
General Comments
For groups like this that do not utilize city property and amplify the intended
use of the property, it’s hard to find anything to criticize
Committee
Adjust / eliminate bonding requirement.
Recommendations
Contract Suggestions
Adopt new contract language during the next renewal.
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Sports Field Use Agreement Recommendations
Today leagues have sole, exclusive use of sports fields. This prevents the city from easily hosting tournaments and
sharing fields between organizations. There is a mix of various agreements, terms, lengths, and level of care for the
facilities in our inventory.
Concerns Raised by the Sports League Contract Audit
 Consider adjusting the model from league-maintained fields and no fees to city-maintained fields with fees
 Contracts need to be consistently signed by the president of the orgs
 Consider transfer of ownership and maintenance of concession stands
 What is the approval process for league agreements?
The committee recommends that we begin adopting the following changes to our current model one sport at a
time, beginning in the summer of 2020:
1) COG will take responsibility for construction, maintenance, and scheduling of fields and sporting facilities.
2) COG will take responsibility for construction, maintenance, and operations of concessions facilities.
3) NPOs will not sub-lease or otherwise ‘sell’ their time slot to other organizations.
These responsibilities may be delegated back to leagues as a part of their signed agreement.
There are a number of organizations that have a strong history with the city, and the committee has no wish to
either diminish or otherwise understate their contributions. We proposed the following levels of partnership:

Organizational Tiers
A)
B)
C)
D)

Partner
Primary Provider
Tournament Provider
Rental Customer

As with the rest of the NPO analysis, we look at the amount of taxpayer subsidy vs benefit. The tiers are generally
structured to where the ‘Partner’ organizations pay the least and receive the highest taxpayer subsidy, because they
have a proven track record of serving the needs of the citizens.
Partner
For organizations similar to the South Garland Little League, Garland Soccer Association, and others, which have a
long history with the city and have spent organizational money to improve the facility they use, offer concessions,
and keep the grounds, we have created the ‘partner’ level. Partners may be trusted to accept additional
responsibilities such as maintaining their own infields, mowing, maintaining scoreboards, etc. Partners typically have
enough events that they may have ‘home’ fields that are generally assigned to them via normal scheduling.

Primary Provider
The 2nd tier of organizations may be newly formed, have a large contingent of participants from outside the city, or
may be good candidates for heavy shared use of facilities due to a lower volume of activities. It is generally assumed
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that these providers will do very little in the way of maintenance. Several years of success within the city structure
and a demonstrated ability and willingness to perform maintenance activities may give these groups a path towards
becoming partners. Other government agencies fall under this category as well.
Tournament Provider
The 3rd tier focuses on organizations that specialize in hosting tournaments. These organizations may be from inside
or outside of the city. It is expected that these groups will perform no maintenance but will be eligible to rent out a
group of fields for a special event. Revenue will be generated from these providers either through rental fees or
tournament revenue share.
Rental Customers
Rentals will be available to the public on a first-come, first serve basis. Today we have four rental baseball fields that
are generally available. The committee recommends that rental fields of all types continue to be separate from
game fields whenever possible.

Concession Stands
Due to the lack of money and skilled construction labor readily available to maintain park concession stands, the
committee recommends that the city own and maintain them. Money for maintenance and improvement will be
raised by charging a fee to the organization. This may be either a flat fee or a percentage of sales, depending on the
agreement.

Fee Reductions and Waivers
The council may choose to incentivize certain types of activity via fee waivers or financial aid. These waivers should
be reviewed annually as part of the PRCAD operating budget. Reductions might include senior citizen leagues,
veteran’s leagues, or any disadvantaged group that the council wishes to consider.
Fee reductions may be earned through maintenance responsibilities that are clearly stated in seasonal agreements.
The management of PRCAD is charged with ensuring that the maintenance activity is taking place to the city’s
standards prior to renewing a fee reduction with an entity.
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Fee Structure
In the 2019 Budget, we approved a fee study for the city which will include recreation fees. While we have listed
basic fees here, they are a general idea only and should be considered non-binding until a formal recommendation
is made from the fee study authors. Again, these fees are listed for illustrative purposes only and have no basis in
operational costs or league ability to pay. We’ve also listed an ‘In City’ rate, and an ‘Out’ rate. ‘In City’ rates require
51% of the membership of an organization to have a Garland mailing address. It is expected that the PRCAD will
create a detailed fee structure that generally follows the ideas expressed here and will present it to council in the
future for approval.
Tier

Partner
Primary Provider
Tournament Provider
Rental Customer
Public Institution

Per
Team
In/Out
$20/$30
$30/$45
$100
n/a
$30

Per Game
*In/Out

Concession Stand
Operations

Concession
Stand Fees

$25/$40
$35/$50
$75
$50/$75
$40

Self or Contracted
Self or Contracted
Contracted
n/a
Self of Contracted

10% or $25
15% or $50
20% or $200
n/a
10% or $25

* 1 game is defined for Partners and Primary Providers as 1 practice and 1 game.
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Eligible for Fee
Reduction /
Waivers
Yes
Per Agreement
No
No
Per Agreement

Host
Tournaments
Yes
Per Agreement
No
Per Agreement
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Appendix A - Sports League Contracts Audit
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Appendix B - City Property Usage Audit Report
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Appendix C - New Contracts
Long-term Lease
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License Agreement
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Facility Use Agreement
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Executive Summary
On October 5, 1976, the City of Garland (City) entered into a Use Agreement with the Garland’s
Women’s Activities Building Council, Inc. (WABC) for use, maintenance, and operation of the
Women’s Activities Building located in downtown Garland. Per this agreement, the WABC agreed to
provide programs of interest to the public, including, but not limited to, educational, social, and
cultural seminars which promulgate participation from all segments of the City. Also, as stated in
the WABC’s Articles of Incorporation, the purpose of WABC is to provide those programs to
stimulate interest in the areas of art, literature, and crafts for all women of the City of Garland.
According to the WABC Board, upon execution of this agreement they were very active in the
community for several years and offered a variety of programs. Membership records from 1991,
show that the WABC had over 200 members. However, membership has gradually declined and
currently only has 30 members.
During the scope of the audit, the WABC offered limited programs of interest to the public. They
currently do not have any outreach programs to identify the interest of various segments of
Garland Women and to attract new members and/or officers. The building is mainly used as a rental
facility for non-profit organizations (including 5 women’s groups) and citizens.
The building office is open Monday through Thursday from 8 AM – 2 PM. Office duties are not
segregated and records are not consistently maintained to mitigate risks and provide audit trails.
There are two areas where the WABC is not in compliance with the Use Agreement:

•
•

They do not provide supervision for all functions held at the facility.
Internal developed House Rules have not been presented to the City for approval.

The City has provided subsidies and services to the WABC in accordance with the Use Agreement.
This averages approximately $21K per year. Based on IA’s analysis of the WABC’s financials, they
will not be able to continue its operation (as it is) without the City’s continuing support.
IA recommends the City to re-evaluate the Use Agreement with the WABC to determine the best
method to serve the needs and activities of Garland Citizens, especially women.
Authorization
This audit was conducted under the authority of Article IV, Section 8 of the Garland City
Charter and in accordance with the Annual Audit Plan approved by the Garland City Council.
Objective(s)
A. Determine if the City’s Use Agreement with the WABC and current operation serve the needs and
activities of Garland Citizens.
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B. Verify if the WABC and the City are in compliance with the terms and conditions listed in the Use
Agreement.
Scope and Methodology
IA conducted this performance audit in accordance with Generally Accepted Government Auditing
Standards. Those standards require that we plan and perform the audit to obtain sufficient,
appropriate evidence to provide a reasonable basis for our findings and conclusions based on our
audit objectives. We believe that the evidence obtained provides a reasonable basis for our
findings and conclusions based on our audit objectives.
The scope of this audit is from June 1, 2013 (FY/2014) through May 31, 2018 (FY/2018), with the
exception of WABC’s programs (October 2011–May 2018), WABC’s membership rosters (FY/1991–
FY/2018), WABC Annual Contracts (January 2018–July 2019), WABC Individual contracts (June 2018December 2018) and building repairs (August 2012 and June 2018). Please note WABC’s Fiscal Year
starts in June and ends in May.
To adequately address the audit objectives and to describe the scope of our work on internal
controls, IA:

• Conducted interviews with the WABC Board/Staff and reviewed supporting evidence
to understand the mission and types of educational, social, cultural and/or other
programs of public interest provided by the WABC. (Obj. A & B)
• Performed a walkthrough of the facility to evaluate furnishings, landscaping, and
building condition. (Obj. B)
• Obtained and reviewed House Rules, membership details, booking calendars, thirdparty rental agreements, financial records, board meeting minutes, etc. to understand
the WABC’s operation. (Obj. A & B)
• Conducted surveys of cities for benchmarking purposes. (Obj. A)
• Conducted meetings and inquiries with various City departments and reviewed
supporting evidence to evaluate the services provided by the City. (Obj. B)
• Obtained and reviewed insurance policies from both the WABC and the City to
determine if coverage is adequate. (Obj. B)
• Reviewed the WABC’s treasury reports and tax returns to assess the WABC’s financial
independence without the City’s subsidy and/or services. (Obj. B)
• Reviewed City Council minutes and City Secretary records to identify details regarding
Federal Revenue sharing funds. (Obj. A & B)
To assess the reliability of City reports originated from Customer Service, Parks and Facilities
departments, IA interviewed the respective departments and compared the reports to the
applicable systems and financial records to verify accuracy. The intent of this assessment was to
estimate costs of City services provided to WABC, not a detailed study of each system. As a result
of our assessment, IA determined the data was reliable and sufficient for purposes of this report.
To assess the reliability of the WABC Treasury Reports, IA traced transactions to available source
documents and conducted interviews with the Building Manager. IA was not able to obtain all of
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the supporting documentation for expenses and Individual Renter contracts. However, IA was able
to assess the reliability of Annual rental fees, City subsidy and services for purpose of this report.
Background
During the mid-1900s, the women of Garland had many clubs and societies of one sort or another,
however, they did not have their own building or proper space to meet. They met in different
members’ homes and churches. In 1970, the Garland Federation of Women’s Clubs (Federation)
formed a committee entitled Future Women’s Building in order to fund construction of a meeting
space for women’s organization. Data was collected from a survey that showed an active interest in
the project. There were more than 35 member clubs in the Federation in Garland during this time.
In 1973, the various clubs decided to combine their efforts to obtain support from politicians. In
1974, the Federation led the charge and requested the City Council to allocate funding from the
Federal Revenue Sharing Fund* to construct a building. The City Council approved this request and
granted $125K from the Federal Revenue Sharing Fund. The following year, the City Council
approved another $50K from the same source. During this time frame, the WABC was formed and
played a significant role in raising additional funds for the building from various individuals,
businesses and organizations.1
On October 5, 1976, City Council approved Resolution no. 2617 authorizing the City Manager to
enter into a Use Agreement with the Garland Women's Activities Building Council, Inc. for use,
maintenance, and operation of the Women’s Activities Building located at 713 Austin Street,
Garland, Texas.

* IA was not able to locate any details/restrictions regarding the Federal Revenue Sharing Fund.
The timeline1 below summarizes key dates leading up to and following the Use Agreement:
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City and WABC Timeline of Key Events
6/17/1975
City approves $50K
of Federal Revenue
Sharing Fund for
WABC

6 /18/1974
City approves $125K
of Federal Revenue
Sharing Fund for
WABC

3 / 5/1975
WABC's Articles
of Incorporation
Placed on Record
with the State

5/12/1976
WABC Building
Completed

8/21/1975
Broke ground
on the WABC
building

2/19/2004
City approves $900
monthly subsidy
for janitorial
services

10 / 5/1976
City enters into Use
Agreement with
WABC

Use Agreement
The Use Agreement contains several conditions to be met by both the City and the WABC. Some of
those requirements include:
City Services (Section II)
The City agrees to perform the following:

1. Provide fire and comprehensive liability coverage for the premises, except that coverage
2.
3.
4.
5.
6.

beyond that included in the City’s general policy shall be responsibility of the WABC.
Provide police surveillance on a regular basis as provided other municipal facilities.
Provide electricity, sewer, and water utilities at the expense of the City, as is provided all
other municipal buildings.
Provide garbage and trash pickup on a regular basis.
Provide heating/air conditioning maintenance with regular inspections of roof units and
repair when necessary.
Provide landscape maintenance on a weekly basis with watering, as needed, during all times
of the year.

WABC Services (Section III)
WABC agrees to perform the following:

1. Furnish the building and keep all furnishings in good repair, as well as maintain the building
2.
3.
4.
5.
6.

on a daily basis to insure that same is maintained in good repair.
Provide staff for the building on a part-time or full-time basis, as needed.
Supervise all functions to be held on the premises.
Provide landscaping for the premises, as needed, and fund such improvements.
Provide programs of interest to the public, including, but not limited to, educational, social,
and cultural seminars which promulgate participation from all segments of the City.
Provide custodial maintenance as needed (daily, bi-weekly, weekly, etc.) including litter
control on the grounds as well as the traditional custodial services.
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7. Be responsible for its own liability coverage if such coverage is desired.
8. Provide fire and casualty insurance coverage beyond the coverage limits and deductible
provisions of the City’s General Policy as desired by the WABC.
House Rules (Section IV)
The WABC shall adopt reasonable rules and regulations for the daily operation of the buildings.
House Rules developed by WABC must be approved by the City. Amendments to the House Rules
must be approved by the City Manager or his designee.
Use of the Premises (Section V)
The WABC agrees to make available meeting room space to all groups, including, but not limited to,
service clubs, political organizations, non-partisan organizations, community service organizations,
as well as individuals on a first-come first-serve equal basis, under the rules and regulations of the
WABC.
The City reserves the right to utilize the building for public-oriented functions, provided that said
use does not conflict with any use or function previously scheduled by WABC.
Non-Discrimination Clause (Section VI)
No person, firm, corporation or group shall be denied use of the premises because of race, sex,
color, or national origin.
Modifications (Section VII)
Structural modifications, improvements, remodeling, painting, attachment of signs and poles, etc.
must first be approved in writing by the City Manager or his designated representative.
Internal Matters (Section X)
Use fees, bylaws, custodial maintenance, etc. and the manner of handling same are the
responsibility of the WABC, provided that the City shall have the right to periodically audit and
require operational and/or policy revisions of these internal matters.
Term (Section XI)
This Agreement shall be for a term of one year from the date hereof, but shall automatically be
extended from year to year, unless either party gives the other party thirty (30) day notice in writing
that this Agreement shall not be extended.
Ownership (Section XIV)
The City is recognized as retaining sole and complete ownership of the building and all parts
thereof, all adjacent structures, and the grounds on which the building and other structures stand,
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as well as any equipment or material the City provides for the maintenance and improvement of
the entire facility or any part thereof.
The WABC shall be recognized as sole owner of all contents of the building, including furnishings,
paintings, etc., that are purchased with funds of WABC. However, the WABC shall not have the
right to claim ownership of any article of property provided by the City or some other governmental
unit, private citizen or organization.
City Subsidy2
On February 19, 2004, the City agreed to provide an annual subsidy of $10,800 ($900/ month) for
janitorial services to cover maintenance activities such as carpet cleaning and window washing to
help preserve the City’s asset.
WABC Articles of Incorporation
The WABC’s Articles of Incorporation was filed with the Office of the Secretary of State on
3/5/1975. Some of those requirements include:
Article 4 – The purpose for which the Corporation is organized is to provide educational, civic, and
social activities for all women of the City of Garland, Texas, with the view towards stimulating
interests in the areas of art, literature, and crafts.
Article 8 – The Corporation shall promote and provide educational, civic, and social activities for all
women in the City of Garland, Texas. All properties of the Corporation shall be for the use and
benefit of the public, and no part of the income of the Corporation shall inure to the benefit of any
private person. Upon dissolution or liquidation of the Corporation, all assets and properties
belonging to the Corporation shall be transferred and conveyed to the City of Garland, Texas as
designated in the Bylaws of the Corporation.
WABC Bylaws
The WABC is governed by Bylaws. Some of those requirements include:
Article II Object - The object of WABC shall be to provide the educational, civic, and social activities
for all women of the City of Garland, Texas with a view toward stimulating interest in the areas of
art, literature, and crafts; to obtain and administer funds for construction, maintenance and/or
repair of the Women's Activities Building of Garland as they become necessary and as approved by
the City of Garland; and to establish and enforce regulations for the use of the Women's Activities
Building of Garland. No individual shall ever derive any personal monetary benefit from this
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organization other than in giving and receiving of services to be performed in connection with the
purpose above stated.
Article III Policy - The policy of this organization shall be non-partisan, non-sectarian, and for the
benefit of the public as a whole.
Article V Officers and Elections (Term of Office Section 2) - The elected officers of WABC shall serve
a term of office in their elected capacities for one year, or until their successors are elected, and
may be re-elected to serve one additional year in the same office. A term of office shall begin June
1. No member shall hold more than one office at a time.

Article VIII – Membership and Meetings
• Regular Meetings Section 1 - Two regular meetings of WABC shall be held at the Women’s
Activities Building, Garland, Texas, on the first Monday of May and October, unless otherwise
ordered by the Executive Board.
• Annual Meetings Section 2 - The May meeting shall be known as the annual meeting and shall
be for the purpose of electing officers, receiving reports of officers and committees, and for
any other business that may arise.
Article IX – Committees
• Roster of Standing Committee Section 1 - At the discretion of the president, the following
committees may be appointed as needed: House Rules, Inventory, Auditing, Finance,
Building Maintenance, Grounds, History and Publicity, and Acquisitions.

•

Appointment Section 2 – Unless otherwise provided in these bylaws or by the assembly, each
standing committee shall consist of at least three members, the chairman of which shall be
appointed by the president from the roster of the Executive Board within thirty days after
she takes office.

•

Duties of Standing Committee Section 4, include but not limited to:
o Auditing – Prior to June of each year the president shall appoint a committee of three
who shall conduct an audit to examine the treasurer’s accounts, making preliminary
report to the Executive Board and a final report to the membership meeting in
October. o Finance – The finance committee, of which the treasurer shall be
chairman, shall prepare an annual budget which shall be submitted to the Executive
Board for approval at its September meeting and to the members at the general
meeting in October for ratification. The committee shall have general supervision of
all expenditures.
o History and Publicity – The history and publicity committee shall be responsible for
recording the history of WABC during its term and for submitting to news media all
information regarding WABC to be released to the public. The committee shall
maintain a scrapbook of the activities of WABC and shall prepare a narrative account
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of the account activities during its term, which when approved by the assembly, will
become a permanent part of the official history of WABC.
Article X Fiscal Year – The fiscal year of WABC shall be June 1 through May 31.
Article XIII Dissolution – Upon dissolution or liquidation of WABC all assets and properties of the
organization shall be transferred and conveyed to the City of Garland, Texas.
Sources:
1. WABC formation, building completion and ground breaking dates were obtained
from a guest commentary by Ruth Buchholz (First President of the WABC)
published in The Garland News (1997). City Council approvals were obtained from
meeting minutes.
2. Letter addressed to Ruth Buchholz from Bob Day, Mayor.
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WABC Program Analysis
A. WABC Operation - Does the current operation serve the needs and activities of Garland
women and citizens?

1. Programs of Interest to the Public
The Use Agreement requires the WABC to provide programs of interest to the public, including but
not limited to, educational, social, and cultural seminars which promulgate participation from all
segments of the City. Also, according to the WABC’s Articles of Incorporation, the purpose of WABC
is to provide those programs to stimulate interest in the areas of art, literature, and crafts for all
women of the City of Garland.
IA reviewed the WABC’s programs and identified that four programs are held per year in March,
May, October and December. These programs cover various topics such as, history, music,
literature, etc. See Exhibit B for examples. The WABC members are encouraged to bring guests to
these functions. However, these programs are not advertised on the WABC website, City press or
through any other mediums. They also have not done any surveys or outreach measures to identify
current/relevant topics that could be of interest to various segments of the Garland women
population.

2. WABC Membership and Board
IA reviewed the WABC membership files and identified that membership has been declining over
the past 27 years. Since 1991, membership has dropped from 215 members to 30 in 2018.
According to the Board, this was mainly due to the aging of the membership population and/or
differences in interests as a result of a generational gap.

Source: WABC Membership Book

IA reviewed Board minutes and observed that the WABC has not had a Board election in the recent
years. The following illustrates the duration of positions held by the officers:

•

President, since 2007
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•
•
•
•

Vice President, since 2010
Director, since 2010
Treasurer, since 1993
Secretary, since 2010 (In 2010, the Treasurer also took the role of Secretary)

The WABC does not have outreach programs to promote or recruit new members or officers.
According to the Board, several years ago WABC participated in the City’s Annual Board and
Volunteer Fair, but the purpose was mainly to invite citizens to rent the facility.
During the audit, IA learned that the Treasurer/Secretary is also the Building Manager of the WABC.
The Building Manager is responsible for managing all of the duties, including, but not limited to,
reserving rooms, determining rental fee exceptions, signing contracts, collecting payments,
processing payroll, cutting checks, record keeping, preparing Treasury reports, filing tax returns, etc.
This creates a lack of segregation of duties. There is no continuous oversight of this role other than
the Board reviewing Treasury Reports on a quarterly basis. According to the WABC bylaws, an Audit
Committee could be assigned to conduct an audit of the treasurer’s accounts. However, an Audit
Committee has not been established.

3. WABC Building Operation
The building office is open Monday through Thursday from 8AM – 2PM. During business hours, the
Building Manager meets with potential renters to tour the facility and book rooms. If the Building
Manger is out for an extended period of time, the office is closed for tours and reservations.
However, an individual is designated to handle light facility maintenance.
The WABC rents the facility to various types of non-profit organizations, including but not limited
to, service, political, non-partisan, and religious groups. Most of these groups rent the facility at
least nine times per year and are considered Annual Renters. According to a letter sent out by Ruth
Buchholz (First President of the WABC) to the Mayor in 2004, the WABC had 40 annual renters.
However, currently that number has reduced to 17, including five women’s organizations. Annual
Renters pay a reduced rate to rent the facility. Based on the WABC FY/18 data, 60% of rental fees
are generated from Annual Renter contracts.
IA verified that rental fees are not consistently charged to the Annual Renters in accordance with
the annual user rates, published in the WABC brochure. IA’s review of current Annual Renters’
contracts revealed that 12 out of 17 rental fees were not calculated based on the current fee
schedule, resulting in a shortfall of $2,960 in rental revenue from January 2018 through July 2019.
During the interview with the Building Manager, it was stated that some of the Annual Renters had
been utilizing the facility since at least 1989. Therefore, their rates were only slightly increased
each year, in order to maintain long term relationships with those Annual renters. However, new
organizations are required to pay the current published rate.
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The facility is also used by Individual Renters for events such as baby showers, wedding receptions,
anniversary, and birthday parties. IA identified only 12 events that are currently reserved for
Individual Renters from June – December 2018. IA did not find any major discrepancies in the
Individual Renter Fee assessments and/or payments. Records prior to this time were not
maintained by the WABC. Therefore, IA was unable to verify the completeness or accuracy of the
Individual Renter fees assessed and received prior to June 2018.
The WABC is permitted to retain all profits from the rental fees. See Exhibit A for rental fee
schedule.
Summary:
During the scope of the audit, the WABC has offered limited programs of interest to the public.
They currently do not have any outreach programs to identify the interest of various segments of
Garland Women and to attract new members or officers. The building is mainly used as a rental
facility for non-profit organizations and citizens. Five out of 17 Annual Renters are women’s
organizations.
The office is only open Monday through Thursday from 8AM to 2PM, thus limiting building access to
potential clients. Office duties are not segregated and records are not consistently maintained to
mitigate risks and provide audit trails.
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B. Compliance with the Use Agreement - Is the WABC and the City Compliant with the
terms and conditions of the Use Agreement?

1. WABC
Per the Use Agreement, the WABC is required to furnish the building, provide staff, supervise
functions, provide landscaping, be responsible for custodial maintenance, maintain insurance if
desired, submit House Rules to the City for approval, and offer programs of interest to the public (as
discussed above in A).
IA’s walk through of the facility revealed that the WABC keeps the furniture, building and grounds
clean and well maintained. Their staff consists of a part time Building Manager and a contract
Custodian. They also maintain a personal property insurance policy to cover the contents inside the
building.
However, through further discussion with the Building Manager, and review of documentation, IA
identified the following areas where the WABC is not in compliance with the Use Agreement:

a. Functions held at the WABC are not supervised by the staff. The WABC’s business hours are
from 8AM-2PM, Monday through Thursday. Most of the functions occur in the evenings
and/or weekends. Both Annual and Individual Renters are given keys to the building entrance
and the room being reserved. Without proper supervision, the City could be exposed to
various risks such as property damage, injuries, alcohol consumption, inappropriate and/or
unapproved activities, etc. According to the Building Manager, no issues have been reported
in the past.

b. House Rules or amendments developed by the WABC have not been presented to the City
for approval.

2. City of Garland
According to the Use Agreement and amendment from 2004, the City is required to provide the
following subsidy and services to the WABC, at the expense of the City:

•
•
•
•

$900/month to subsidize janitorial services.
Utilities including electricity, sewer, water, garbage and trash pickup.
Landscape maintenance on a weekly basis with watering as needed, during all times of the
year.
Facility maintenance including heating/air conditioning with regular inspections of the roof
units, and repairs when necessary.
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•

Police surveillance on a regular basis as provided to the other municipal facilities.  Fire and
comprehensive liability coverage for the premises.

IA conducted interviews with various City departments and obtained work order history and
financial records to verify City’s compliance. Based on IA’s review, the City complied with the terms
and conditions listed in the Use agreement. The table below summarizes the City’s costs of annual
services and subsidy provided to the WABC:
FY14

FY15

FY16

FY17

FY18

Facilities Maintenance*

$
1,811

$
1,495

$
1,306

$
1,473

$
1,127

Grounds Maintenance

$
2,137

$
3,327

$
3,618

$
3,975

$
3,633

Utilities

$
3,787

$
4,623

$
4,740

$
4,972

$
5,959

Total Services

$
7,735

$
9,445

$
9,665

$
10,420

$
10,720

City Subsidy

$
10,800

$
10,800

$
10,800

$

$

10,800

10,800

Total Services & Subsidy

$
$
$
$
$
18,535
20,245
20,465
21,220
21,520
Sources: PARD and Facility Work Order Reports, and Utility Account Entry Revenue Report
*The City also provides major replacement and repairs (i.e., A/C unit in August 2012, $14,460 and skylight
repair in August 2018, $2,166).

3. WABC Financial Condition
As of September 2018, WABC’s checkbook balance is $28,383. IA conducted the following analysis
to assess WABC’s financial condition with and without City resources:
FY14

FY15

FY16

FY17

FY18

Rental Fees

$
24,495

$
26,965

$
30,520

$
39,162

$

36,060

City Subsidy

$
10,800

$
10,800

$
10,800

$
10,800

$

10,800

City Services Donation(1)

$
7,735

Membership Dues

$

435

Other (2)

$

85

Total Income

$

$
9,445

43,550 $

$
9,665
$
525

47,735 $

$
10,420

$
10,720

$
510

$
390

$

330

$
570

$
370

$

161

52,065 $

61,141 $

58,071
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Office Staff Salary

$
23,088

$
23,280

$
26,076

$
26,076

Contract Custodian &
Maintenance

$
10,301

$
10,034

$
10,334

$
9,892

City Services(1)
Office Expense(3)

$
7,735

$
9,445

$
1,900

$
1,329

$
1,947

Insurance

$

550

Programs (5)

$

848 $
1,259

Total Expenses

$

-

$

44,855 $

NET INCOME

$
(1,304)

Less: City Subsidy

$
10,800

City Services
Donation
NET LOSS w/o City Subsidy
and Services

$
550

$
7,735
$
(19,840)

$
550
$
1,269

$

-

10,255

$
2,003

$
2,269

432 $
1,245

$
$
10,720

$
2,031

$

26,184

$
10,420

$
2,087

Building (4)

Other (2)

$
9,665

$

$
550
$
1,475

$
385

$

857

$

550

$
1,395
$
385

$

340

47,900 $

51,638 $

53,014 $

52,303

$ $
(165)

427 $

8,127 $

5,767

$

10,800

$
10,800
$
9,445
$
(20,410)

$
10,800
$
9,665
$
(20,038)

$
10,800
$
10,420
$
(13,093)

$
10,720
$
(15,752)

Sources: WABC Treasury Reports, PARD and Facility Work Order Reports, Utility Account Entry Revenue
Report, and Finance System Notes:
1) Services for facilities, ground maintenance and utilities
2) Mostly consists of damage deposits either returned or retained
3) Includes fees for internet services
4) Includes supplies for restrooms and kitchen 5) Program costs -guest speaker fees, food, etc.

Summary:
IA identified two areas where the WABC is not in compliance with the Use Agreement. The WABC
does not supervise functions held at the facility, and have not submitted House Rules to the City for
approval.
The City has provided subsidies and services to the WABC in accordance with the Use Agreement.
This averages approximately $21K per year. Only 3% of the WABC’s operating cost is expended on
program cost (Direct cost). Based on IA’s analysis of WABC’s financials, they will not be able to
continue its operation (as it is) without the City’s continuing support.
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Recommendations
The City should re-evaluate the Use Agreement with the WABC to determine the best method to
serve the needs and activities of Garland Citizens, especially women. As part of this evaluation, the
following items should be considered to enhance the effectiveness and efficiency of the operation:
•
•
•
•
•
•
•
•
•
•

Performance outcome measures
Outreach efforts
Subsidy and resource allocation
Rate review process
Reporting methods and timeliness
Segregation of duties and/or compensating internal controls
Operational hours and staffing needs
Supervision of functions
Record Retention policy
Review of other Cities’ arrangements with similar non-profit organizations (See Exhibit C)

Management Response:
Concur
Action Plan:
1. An item will be placed on the City Council’s Administrative Service Committee Agenda to reevaluate the Use Agreement with the WABC.
2. The Committee will then make a recommendation to the entire City Council for their
consideration.
Implementation Date:
1. Administrative Committee - November 2018
2. City Council – January 2019
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Exhibit A – WABC Rules, Guidelines and Rates
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Exhibit B – WABC Programs
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Exhibit C – Surveys
To identify how other cities handle similar arrangements with women’s organizations, IA surveyed
eight cities in the Dallas Fort Worth Metroplex and the results are listed below:

•

City of Richardson has a Use Agreement with the Richardson’s Woman’s Club (RWC).
According to their website and IA’s inquiry with the City of Richardson, the organization is
actively involved in the community, and events are advertised to the public. RWC has over
100 members to help organize events such as golf tournaments, festivals and annual
community projects. They also provide scholarships to Richardson Independent School
District students. Per the agreement, RWC is required to provide an annual report to the
City.

•

The remaining seven cities that IA surveyed did not have similar agreements as Garland or
Richardson. However, 4 out of 7 cities either waive or apply discounts for non-profit
organizations (including women’s clubs).

Facility Rental Fees Survey
City

Fees waived or
Discounted for Non-Profit

Irving*

Waived

Mesquite*

Waived

Plano*
Highland Village*

Discounted
Waived

Coppell

No

Rockwall

No

Flower Mound
No
*Each City has certain criteria that must be met to qualify for waived or discounted fees.
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