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| am pleased to submit to you the Performance Audit Report on the Parks and Recreation Department’s Y outh
Sports Division. This report represents the first phase of an independent effort to improve the effectiveness
and efficiency of Department services. Empirical Management Services, in coordination with the City
Controller’s Office and Parks Department personnel, has identified opportunities for improving youth sports
programs to ensure they are delivered in the most effective and cost-efficient manner.

While commending the Y outh Sports Division for noteworthy practices, recommendations for improvement
were noted in the areas of program management and accountability, time and attendance accountability, and
equipment and supplies inventory control. This report will help the Department continue improving service
delivery to youth throughout the City.

We enjoyed working with the Department employees and appreciate their complete cooperation with this
audit. We look forward to working with the Parks and Recreation Department on the next stage of the audit
plan, which will focus on identifying opportunities for improving the quality of processes and the cost
efficiency and deployment of resources related to overall Department operations and programs for the future.

Respectfully submitted,
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May 26, 1958

The Honorable Sylvia R. Garcia
Controilet

City of Houston

901 Bagby, 8" Floor

Houston, Texas 77002

Dear Ms. Gargia:

I am pleased to present to you the Final Report of Empirical Management Service’s {EMS) Performance
Audit of Youth Sports Programs for the City of Houston Parks and Recreation Department (PARD).

The objectives and scope of this performance audit included determining the extent of compliance with
established goals, policies, and procedures for administering youth sperts programs; reviewing and
evaluating the existing service delivery system for youth sports programs; reviewing and evaluating the
internal controls over expenditures; determining accountability for funds expended; determining and
evaluating the reliability of reported registrants and active participants in each youth sports program, and
making practical recommendations for improving youth sports programs to ensure they are delivered in
the most effective and cost-efficient manner.

Although we have made 17 recommendations to improve program management and accountability, time
and attendance accountability, and equipment and supplies inventory control, we have also commended
PARD's Youth Sports Division for noteworthy practices. This report can help PARD make incremental
improvements in its Youth Sports Division and continue to improve service delivery to children
participating in youth sports programs throughout the City of Houston.

We are grateful for the cooperation of the PARD management team and Youth Sporis Division personnel
during this performance audit. We are especially grateful 1o the budget manager, who served as our
lizison to PARD administration during the engagement.

Qdysseus M. Lanier
President
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Youth Sports Division Performance Audit Executive Summary

EXECUTIVE SUMMARY
Empirical Management Services (EMS) conducted a Performance Audit of Youth Sports
Programs for the City of Houston Parks and Recreation Department (PARD) during the period
July 1, 1996 through March 31, 1998. The performance audit was commissioned by the City
Controller and director of PARD to achieve the following objectives:

e To determine the extent of compliance with established goals, policies, and
procedures for administering youth sports programs;

e To review and evaluate the existing service delivery system for youth sports
programs;

* Toreview and evaluate internal controls over youth program expenditures;
» To determine accountability for funds expended for youth sports programs;

» To determine and evaluate the reliability of reported registrants and active participants
in each youth sports program; and

» To make practical recommendations for improving youth sports programs to ensure
they are provided in the most effective and cost-efficient manner.

Review M ethodology

The review methodology primarily involved using EMS guidelines and techniques for
conducting performance audits. This included analyzing both existing data and new information
obtained through various means, Y outh Sports Division (Y SD) personnel, PARD management
and staff, and registrants and participants in youth sports programs. Strategies used to collect and
analyze datato facilitate reporting results contained in this report include:

* Reviewing data provided by the PARD budget manager including organization charts,
job descriptions, budget and staffing data, contracts with temporary agencies
providing employees for the YSD, contracts for contract instructors and officials,
youth sports program registration and attendance data, time cards, purchase orders,
requisitions, inventory records, and payment vouchers,

e Conducting interviews with PARD and Y SD management and staff;
» Commissioning Telesurveys Research Associates to conduct a bilingual telephone

survey of the parents of 507 potential registrants/participants in youth sports programs
to obtain perceptions and the level of satisfaction with each sports program;
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» Conducting focus groups with active participants in youth sports programs to obtain
their perceptions and level of satisfaction with each sports program;

» Testing expenditures for recreational equipment and supplies and contract instructors
and officials during the period July 1, 1996 through March 31, 1998; and

» Developing findings and “implementable” recommendations based on the results of
data collection and analysis activities.

Report Organization
The report is organized into five sections as follows:
» Executive Summary

*  Program Management and Accountability
e Time and Attendance Accountability for Contract Instructors and Temporary

Employees
* Equipment and Supplies Inventory Control
e Appendix

The Program Management and Accountability, Time and Attendance Accountability for Contract
Instructors and Temporary Employees, and Equipment and Inventory Control sections contain a
description of the current situation, findings, commendations, recommendations, implementation
strategies, and fiscal impact for each recommendation. The Appendix contains the results of the
telephone survey conducted by Telesurveys Research Associates and focus group results.

Magjor findings, commendations, and recommendations included in the body of the report are
summarized below.

Major Findings

Program Management and Accountability

« Most of the youth sports program directors have achieved national recognition in their
respective sports, serve on national sports boards and committees, and have many years of
experience playing and coaching. Most youth sports programs appear to be very strong from a
competitive standpoint. Several of the program participants have also won both local and
national awards in their respective sports.

Empirical Management Services ii
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Based on interviews with PARD executive management and Y SD program directors, the
previous mayor’s goal was to develop the biggest and best municipally funded youth sports
program in the country, beginning with a soccer program. According to program directors,
the previous PARD director implemented this directive in avery short time frame, but with
little planning and infrastructure in terms of program goals and objectives. In addition, no
infrastructure had been put in place in the startup phase of the program to ensure successful
program launches. Further, critical performance data and uniform standards for each
program were never defined, communicated, and tracked. For example, no consistent written
definition of a participant, attendee, or registrant was developed for use by all program
directors, and as aresult, participation by program has not been tracked and reported using a
uniform standard.

Performance measures gauge an organization’s success in fulfilling its critical mission. The
two critical performance measures tracked by the Y SD are participant registration and
program participation. Without reliable performance measures the Y SD cannot make
accurate assessments of its programs. The Y SD’s methods of gathering, processing, and
reporting performance measurement data are inadequate and do not ensure that reliable
performance measures are produced.

In order to assess user satisfaction levels, the review team conducted a random telephone
survey of the parents of Y SD program registrants for the performance review period, which
was FY 1995-96, FY 1996-97, and year-to-date 1998. The review team found those user
satisfaction levels for all of the youth sports programs mentioned in the survey is high.
Additionally, the review team held focus group sessions for all of the major youth sports
programs. Both participants and parents attended these focus group sessions. Parents and
youth participants consistently told review team members that overall, they were satisfied
with service levels.

Time and Attendance Accountability for Contract Instructors and Temporary Employees

Y SD’s athletic director and soccer program director are temporary workers. Both are
responsible for critical management, control, and accountability functions within the Y SD.
The athletic director oversees the entire Y SD, which has a budget of more than $3 million,
while the soccer program director oversees the largest of the sports programs, with a budget
of $1.3 million. Temporary workers assigned to such critical manageria positions inhibit
operational effectiveness of the sports programs. For example, because the athletic director is
not a city employee, the purchasing manager will not process requisitions for recreational
equipment and supplies exceeding $750 without the approval of the deputy director of
Administration and Management.
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No uniform system isin place to monitor and control the time and attendance of contract
instructors and game officials. Some programs have instituted more and different controls
than others. Time and attendance monitoring is crucia because of the nature of the YSD’s
activities. Sporting events are held at different times and various locations throughout the
city, including community centers, city parks, school campuses, and public housing units.
Without uniform systems to monitor and control the time, attendance, and activities of
contract instructors and game officias, there is no assurance that:

o Contract instructors and game officials are where they should be when they should be;

o Timesheets provided by contract instructors and game officials accurately reflect
hours worked;

o Program resources such as equipment and supplies are being used economically and
efficiently;

o Sports equipment is safeguarded from damage and theft;
o Compliance with city policies and procedures is being achieved,
o Thegoasand objectives of sports programs are being met.

The Y SD is behind schedule converting contract workers to employee status. In City
Controller Audit Report 97-106 dated July 31, 1997, city auditors recommended that the

Y SD continue efforts to reclassify contract workers previously identified as misclassified.
Auditors noted that steps should be taken to “eliminate or minimize possible IRS penalties
related to past worker misclassification.” The Y SD responded that al current contracts
would be reviewed to determine proper worker classification and improperly classified
workers would be converted to employee status. Some contract instructors such as golf
marshals and game officials will remain independent contractors as a result of the review.
The Y SD established a deadline of July 1, 1998 to complete the conversion. Asof May 12,
1998 the conversion process has been initiated for only 22 percent of the contractors to be
converted and no independent contractors have been fully converted to city employees.

Equipment and Supplies Inventory Control

PARD has appropriate internal controls over Y SD expenditures for recreational equipment
and supplies. Multiple levels of approvals are used to review and authorize requisitions from
Y SD. To test the expenditure authorization and approval process, EMS selected a random
sample of 33 payment vouchers during the period July 1, 1996 through March 31, 1998,
representing 46 percent of total expenditures for recreational equipment and supplies. The
payment vouchers were tested for the appropriate levels of approval (i.e., program director,
athletic director, purchasing manager, and deputy director of Administration and
Management), agreement of requisition, purchase order, receiving documents, and invoice;
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and reasonableness of expenditure. An exception was noted for the Marching Thunder
program, for which the payment voucher could not be located for one of the transactions
tested. Thisexception is not material and does not suggest ineffective control over
expenditures for recreational supplies and equipment. However, based on test results, PARD
has sufficient internal controls over Y SD expenditures for recreational supplies and
equipment.

Recreational equipment and supplies are delivered to multiple locations by vendors rather
than to the central warehouse. Deliveries going to multiple locations can result in alack of
control over the receipt of recreational equipment and supplies; and Y SD’ srisk of inventory
lossisincreased. Moreover, unauthorized personnel could be receiving equipment and
supplies. director of

Y SD has not established performance standards and related expectations for Y SD warehouse
operations. Program directors expressed considerable concern about the efficiency of YSD
warehouse operations and controls to members of the review team. Some directors were
concerned that warehouse personnel were not controlling access to the warehouse and some
of their equipment was missing. Others refused to allow vendors to deliver shipments of T-
shirts and other recreational supplies to the Y SD warehouse unless they were present because
of concerns about the effectiveness of the receiving process. One program director had so
little confidence in the recelving and subsequent checkout process for uniforms that he
created a checkout form independent of the Y SD warehouse checkout form. To enhance his
comfort level

urvey Results

Ninety-three percent of the respondents to the telephone survey felt the City of Houston
should spend more money on youth sports programs. When asked why they felt more money
should be spent on youth sports, frequent responses were that the program gives kids
something productive to do and the program reduces criminal activity, gang participation and
drug usein youth.

Parents with children participating in soccer, basketball, and golf programs accounted for 75
percent of survey respondents. Seventy-six percent of respondents with children participating
in soccer, 93 percent with children participating in golf, and 84 percent with children
participating in basketball rated the program good to excellent.

When asked to rate the performance of the people who run the youth sports programs in
which their children participate, 83 percent rated the performance as fair to poor. This
appears to indicate that, while parents are generally satisfied with the quality of youth sports
programs, they perceive individuals responsible for running them as moderate to poor
performers.
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* When asked if they could give advice to improve the quality of youth sports programs,
respondents suggested more coaches and better instructors, more parental participation, better
organization of programs and schedules, and better communication and advertisement of
programs.

Major Commendations

Program Management and Accountability

* TheYSD program directors are expertsin their respective sports and have coached their
teamsto local and national championships.

* YSD has achieved high user satisfaction levelsin al of its mgor sports programs.
Equipment and Supplies Inventory Control
* PARD hasimplemented sufficient internal controls over Y SD expenditures to provide

reasonabl e assurance that unauthorized expenditures for recreationa supplies and equipment
will not be made.

Major Recommendations
Program Management and Accountability

» Develop a more equitable means of allocating resourcesto each of the YSD programs.
The Y SD should develop a performance-based budget model. Spending priorities should be
established through the division’ s long-range plan. Specific, quantifiable goals should
incorporate efficiency and effectiveness measures; recognition of division-level goals and
spending priorities; justification of current programs and expenditure levels; and economic
justification for additional spending requests.

* Revisethemethod of calculating registration and participation perfor mance measures
and strengthen methods of gathering, processing, and reporting, registration,
participation, and attendance data.

Time and Attendance Accountability for Contract Instructors and Temporary Employees
* Implement a policy requiring that the athletic director and all directors of youth

programs are full-time City of Houston employees. The administrative and manageria
functions of the athletic director and program directors are too critical to be performed by
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temporary workers. To establish appropriate levels of accountability and managerial
oversight, only full-time permanent employees should be assigned to these positions.

Develop uniform techniquesto monitor and control time and attendance for contract
instructor s and game officials. Apply such techniques consistently across all sports
programs. Example of techniques that can be implemented include:

Master schedule of events.

Participant feedback through interviews, evaluations, and surveys.
Contractor performance appraisals.

Monthly meetings conducted by program directors.

[ W Wy )

Accelerate the conversion of contract workersto employee status. Significant penalties
and interest could accrue to the Y SD if workers previously classified as independent
contractors are reclassified as employees by the Internal Revenue Service. The Y SD should
accelerate the conversion of these workers to minimize the financial risks associated with
reclassification.

Equipment and Supplies Inventory Control

Strengthen and enforce PARD’s policy requiring all deliveriesto be accepted only at the
central warehouse. The director of PARD should strengthen and enforce the department’s
policy requiring all deliveriesto be accepted only at the central warehouse. The deputy
director of Administration and Management and the director of PARD should cosign a

formal letter to all recreational equipment and supplies vendors stating that deliveriesto
locations other than 6200 Wheeler Street will not be accepted and invoices will not be paid.
The existing policy should be strengthened to include disciplinary action against program
directors who circumvent the central receiving process.

Develop and implement perfor mance standards and related expectationsfor Y SD

war ehouse oper ations. Performance standards should be developed for the warehouse
linked to expectations for the overall efficiency and effectiveness of warehouse operations.
The performance standards must be clearly identified, achievable, measurable, and consistent.
The following activities produce meaningful performance measurements against established
benchmarks:
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Chapter 1

PROGRAM MANAGEMENT AND ACCOUNTABILITY

This section of the report reviews the organizational and management functions of the City of
Houston Parks and Recreation Department (PARD) Y outh Sports Division (Y SD), and contains
two major subsections:

A. Planning and Program Effectiveness
B. Community Outreach
BACKGROUND

The purpose of the Y outh Sports Division isto provide programs with athletic, academic, and
community service opportunities for Houston’s youth. These programs are offered free of charge
to participants, and provide recreational opportunities that might otherwise not be available.

The Y outh Sports Division was initially part of the Recreation Division (adult and youth sports).
Based on interviews with PARD executive management and Y outh Sports Program directors, the
review team was told that the previous mayor directed the former Parks Director to start the

Y outh Sports Program in August 1996. Exhibit 1-1 reviews key program statistics and presents a
chronology of the development of each Y outh Sports Program since inception.

Exhibit 1-1
Y outh Sports Division
Chronology/Program Development

Program First Year
Date Director’s First Year | Program Estimated
Program Initial Official Antici- Partici- Program Partici-
Director Employment Program pated pation Budget pants
Program Hired Status Start Date Budget Goal FY 1998 FY 1998
Soccer Feb 1994 Temporary April 1994 | $125,000 2,500 1,284,771 21,300
Baseball/ | Sept 1996 Temporary Aug 1997 | $500,000 4,000 675,542 1,800
Softball/
T-ball
Basketball | July 1996 Permanent June 1994 | $500,000 5,000 375,824 5,000
Football June 1994 Full Time June 1994 N/A 750 95,153 2,000
Tennis June 1994 Full Time June 1994 N/A 250 246,369 5,000
Junior Mar 1994 Full Time Mar 1994 $40,000 730 114,870 1,650
Golf
Marching | Aug 1996 Temporary June 1996 N/A 1,800 638,468 2,500
Thunder
Cycling | April 1988 Full Time Aug 1998 N/A N/A N/A N/A

Source: Youth Sports Directors (N/A = not available)
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The Y outh Sports Division currently sponsors 11 component sports for young male and female
athletes that include:

e Soccer

» Baseball/Softball/T-ball
» Basketball

* Football

e Tennis

e Junior Golf
e Marching Thunder
» Cheerleading

e Cycling

Since inception, the Y SD has lacked clear leadership and managerial direction. Based on
interviews with PARD executive management and Y outh Sports program directors, the athletic
director and the previous Director of PARD have historically had atenuous relationship. Asa
result, program directors have been torn between trying to please two different administrators
who frequently had conflicting goals.

Organizational Structure

The Y outh Sports Division reports directly to the athletic director, who in turn reports to the
Director of PARD. Each program is managed by a program director who is responsible for the
day-to-day management and administration of the program. Exhibit 1-2 presents the Y outh
Sports Division’s current organizational structure based on the review team’ s interviews with
Parks Department executive management and Y outh Sports program directors.
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Exhibit 1-2
Youth Sports Division Organizational Structure

Director of Parks and

Recreation
[
Y outh Sports Program
Athletics Director
Recreation Supervisor/ Accounting
Volunteer Coordinator Supervisor
I [ [ |
Assistant Superintendent Flag Football Tennis
Vacant Payroll Clerk Program Director Program Director
Assistant Program
Manager
I [ [ |
Marching Thunder Baseball/Softball/T-ball Basketball Soccer
Program Director Executive Director Program Director Program Director
Assistant Director Baseball Assistant Program Y outh Sports
Program Manager Manager Manager
Cheerleading Softball Y outh Sports Program Operating
Program Director Program Manager Assistant Manager Manager
I |
Junior Golf Cycling Zina Garrison Tennis
Program Director Program Director Program Director
Assistant Program Assistant Program Assistant Program
Manager Manager Manager

Source: Review Team
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A. PLANNING AND BUDGETING
BACKGROUND

Planning and budgeting are critical to effective management. Planning enables an organization
to define goals and objectives, establish priorities, select appropriate implementation strategies,
and determine critical performance measures in achieving those goals and objectives.

The budget process follows the plan devel opment and implementation by allocating resources
necessary for reaching the performance targets established in the plan. When coordinated
effectively, the combination of planning and budgeting enhances the distribution of scarce
resources.

FINDING

Based on interviews with PARD executive management and Y SD program directors, the
previous mayor’s goal was to develop the biggest and best municipally funded youth sports
program in the country, beginning with a soccer program.

According to program directors, the previous PARD director implemented this directive in avery
short time frame, but with little planning and infrastructure in terms of program goals and
objectives. Short- and long-range written goals and objectives were not linked to budgetary
guidelines. The review team requested documentation from every youth sports program on
short- and long-range program goals, including detailed budgetary and staffing guidelines, but
none had been developed for any of the programs. All of the Y SD program directors said that
they did not have sufficient program direction from the director of PARD to develop long-range
plans for their respective programs.

In addition, no infrastructure had been put in place in the startup phase of the program to ensure
successful program launches. Based on interviews with PARD executive management and Y SD
Program directors, most program directors were hired within a very short time frame, and several
were hired on atemporary or contract basis. By hiring program directors on atemporary basis,
they could be brought into the organization more quickly.

In addition, critical performance data and uniform standards for each program were never
defined, communicated, and tracked. For example, no consistent written definition of a
participant, attendee or registrant was developed for use by all program directors, and as a result,
participation by program has not been tracked and reported using a uniform standard. For
example, the review team was given three separate and conflicting sources of information in
trying to find the number of registrants for the soccer program.
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Further, Y SD program seasons are not always scheduled to begin parallel with the local school
district. This coordination of scheduling with the local school district isimportant for two
reasons. First, PARD offers students who are unable to participate in organized school sports an
aternative after-school extracurricular activity. Additionally, the Y SD programs, such asthe
soccer program for pre-kindergarten through junior high school (ages 4-12) youth fill avoid in
school district sports offerings. One of the reasons the soccer program was given such alarge
budget initially was because the program serves many of the immigrant Hispanic youth enrolled
in the local school district, who historically do not participate in extracurricular activities at
school. Critical program planning initiatives such as the intended purpose of the soccer program
for Hispanic youth has not been documented ina’Y SD planning process.

In order to successfully launch and support daily operations of Y SD’s programs, an effective
long-range plan that contains the following elements has to be in place:

* A written plan is developed for each program area within the division.

» Written goals, and specific, measurable objectives support the departmenta plan, and are
linked to the budget.

* Program objectives are based on athorough analysis of projected program and facility
usage as well as community needs.

» The organization provides resources, in terms of both dollars and personnel, to support
these goals and activities, which in turn support the objectives. The results of these
activities are measured and evaluated regularly through feedback mechanisms, and
corrective measures are built into the planning process.

Recommendation 1:
Develop comprehensive short- and long-range plansfor each Y SD program.

The director of PARD should establish the overall direction for Y SD. Once this direction has
been established, the Y SD program directors, in conjunction with the athletic director, should
develop comprehensive short- and long-range plans for each program that tie into an overall plan
for the PARD. In addition, these plans should be based on a thorough analysis of projected
program and facility usage as well as community needs. Centralized, uniform reporting
requirements should be devel oped and communicated to each of the program directors to ensure
program accountability. Also, YSD program schedules should be devel oped to coordinate with
organized sports activitiesin the local district.

The plan should incorporate the following elements:
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* The plan should reflect the goals and objectives of the PARD (by major program and
department), along with implementation strategies, timelines, and assignments of
responsibilities.

» The plan should be updated each year and used to establish budget priorities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The Director of PARD directs the athletic director to develop short- August 1998
and long-range plansfor Y SD that tie to the overall objectives of the
PARD and to the budget.

2. The Director of PARD forms a planning committee consisting of the September —
athletic director, program directors, program participants, and October 1998
parents.

3. The committee assembles any historic data available about past November 1998

participation levels and community recreational needs in order to
project redlistic five-year growth trends.

4. Each program director develops short- and long-range plans (one- December 1998
and five-year plans) for their respective sports.

5. Theathletic director reviews and approves the plans and consolidates January 1999
these plansinto an overall plan for YSD.

6. Theathletic director submits the plan to the director of PARD for February 1999
review and inclusion in the Parks Department overall long-range
plan.

FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

FINDING
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The Y SD budget processis poorly coordinated and communicated to program directors. For past
program years (FY 96-FY 98), with the exception of the soccer director, program directors told
the review team that their annual budget amount was not communicated to them. PARD

executive management has the discretion to move individual Y SD program dollars from one

youth sport to another without the knowledge and input of the individual sports program director.
Some program directors said they did not know what their annual budgets were. Also, program
directors said that they did not receive regular monthly budget administration documentation to
compare actual program expenditures to the budget. Asaresult, program directors were unable
to make effective long-range spending decisions.

Exhibits 1-3 and 1-4 shows budgetary allocations by program for Y SD.

Exhibit 1-3

Y outh Sports Division

Expenditure Analysis by Program

FY 1998 Revised Budget

Contract
Uniforms, Workers Total Annual
Equipment, Salaries, & FY 1998 FY 98 Budget
Per sonnel & Supplies | Other Services Revised Estimated | Dollars Per
Program (%) %) ($)** Budget ($) | Registrants® | Registrant
Baseball/Softball/ $259,542 $102,800 $313,200 $675,542 1,800 $375.
T-ball
Marching Thunder $242,319 $61,000 $335,149 $638,468 2,500 $225
Basketball $170,524 $9,900 $195,400 $375,824 5,000 $75
Junior Golf $98,870 $11,000 $5,000 $114,870 1,650 $69
Soccer $294,942 $113,900 $875,929 $1,284,771 21,300 $60
Tennis $29,569 $24,500 $192,300 $246,369 5,000 $49
Flag Football $29,853 $19,300 $46,000 $95,153 2,000 $47
Total $1,125,619 $342,400 $1,962,978 $3,430,997 39,250 $87

Source: YSD Budget Division
Note * = YSD Budget Division
Note **= Includes capital itemsin recreational equipment

Funding for programs vary significantly and program resources do not appear to be allocated

equitably. Exhibit 1-3 shows that the annual cost per registrant ranges from a high of $375to a
low of $47, and the department has no written rationale for the wide disparity in budget
alocations. The review team recognizes that some of the disparity between programsin cost per
registrant could potentially be accounted for by such factors as the level and expense of

equipment needed for the program, and whether the sport is seasonal. For example, a program
such as Marching Thunder, which has high equipment costs, would tend to show a higher cost
per registrant. Similarly, aprogram that is not year round would tend to show lower costs per

registrant since the fixed costs could be spread over a shorter period of the year, and by definition

Empirical Management Services
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would have fewer months of the year in which youth could participate. It iscritical to take such
factorsinto account in determining budget allocations among programs.

The graphic in Exhibit 1-4 shows the breakdown of the 1998 revised budget by program.

Exhibit 1-4
Y outh SportsDivision
1998 Revised Budget
By Program

Marching
T hunder
19%

Soccer
Golf 37%
3%
Tennis
7%

Flag Football
3%

Basketball Baseball/Softball
11% 20%

Source: PARD Budget Manager

Soccer, baseball, and basketball together have 68 percent of the budget. The soccer program has
the largest percentage of the budget, at 37 percent, followed by baseball and basketball with 20
percent and 19 percent respectively.

Recommendation 2:

Develop a mor e equitable means of allocating resour cesto each of the Y SD programs.
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The Y SD should develop a performance-based budget model. Spending priorities should be
established through the division’ s long-range plan. Specific, quantifiable goals should
incorporate efficiency and effectiveness measures; recognition of division-level goals and
spending priorities; justification of current programs and expenditure levels; and economic
justification for additional spending requests.

The annual budget process should begin with an assessment of current programs. The

effectiveness and efficiency of programs should be analyzed to remove poorly performing
programs and to identify opportunities for streamlining operations or reducing costs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The budget manager establishes budget procedures that incorporate August 1998
Y SD division and program goals and include evaluation criteria.

2. Theathletic director reviews and approves the new procedures. September 1998

3. The budget manager provides support to program directorsin the October 1998
development of budget requests.

4. The athletic director works with the budget manager to conduct November 1998
budget workshops to explain the new methodology to program
directors.

5. Theathletic director communicates the long-range planning priorities ~ November 1998
to program directors at the beginning of the budget cycle, and
monitors the implementation of the new budget process.

FISCAL IMPACT

This recommendation could be implemented with existing resources, as the budget manager can
conduct budget workshops.

FINDING
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Most of the program directors have achieved national recognition in their respective sports, serve
on national sports boards and committees, and have many years of experience playing and
coaching. Exhibit 1-5 summarizes the qualifications of the program directors and highlights the
achievements of the teams that they coach. Most Y outh Sports Programs appear to be very
strong from a competitive standpoint. Severa of the program participants have also won both
local and national awardsin their respective sports.

Exhibit 1-5

Program Director Credentialsand Accomplishments

Program

Credentials

Accomplishments

Soccer

Former U.S. Olympic Team Member
Former member of the U.S. Soccer
Federation’s Board of Directors

Largest municipally sponsored soccer
programin the U.S.

2 South Texas State Champions

1 Region |11 Champion

1 National Finalist

Baseball/Softball/
T-ball

Executive Director Britain
Communications, Inc. — Diamond
Sports League of Houston

Set up largest city-wide baseball
program in Detroit

Houstonian Baseball Teams won the
State and Southwest Regional
championshipsin both RBI age
divisions.

Major League Baseball announced that
three Houstonian baseball players were
named to participate in the RBI All-
Star Team, which will compete for an
Amateur Baseball World
Championship.

Basketball

Doctorate in Education Leadership at
Northern Arizona University,
Flagstaff, Arizona

Head Basketball Coach in 1990-1994
at Northern Arizona University,
Flagstaff, Arizona

12 and under Girls Select Program

Texas Amateur Athletic Federation
(TAAF) State Finalist

Barrett Station Tourney Champions
Fonde League and Playoff
Champions

MLK Holiday Tourney Champions
Kingwood Y BOA Tourney
Champions

10 and under Boys Select Program

Fonde Select League Playoff and
League Champions

TAAF Semi-Finalist

Houstonian Invitational Finalist
MLK Holiday Tourney Champions

Exhibit 1-5 (Continued)

Program Director Credentials and Accomplishments
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Program Credentials Accomplishments
Football e Retired Footbhall Coach and Physical | End of season championship trophies
Education Teacher are awarded.
Tennis Zina Garrison Zina Garrison
e TheHoustonian (Select Team)
e Certified instructor through U.S. placed second out of 16 cities' teams
Tennis Association at the U.S. Youth Games, hosted in
New York City on August 5-8, 1997.
City Program
City Program e The Texas chapter of the USTA has
e Former Tennis Coach designated the Houston Tennis
program a pilot program.

e TheHouston City Tennis program
won the Samson award for being an
exemplary program.

Junior Golf *  Program Director named 1996 *  Received a$500,000 five year

STPGA Central Chapter Junior Golf
Leader of the Year.

e Program Director named 1997
STPGA Section Junior Golf Leader
of the Year.

sponsorship from Shell Qil foundation
in 1995,

e Winner of the 1997 US Inner City
national Championship in San Diego,
Cdlifornia.

«  Winner of five consecutive state golf
championships.

* Received special recognition from Golf
Digest in 1995 and 1997.

e Four former program participants have
received golf scholarshipsto attend

college.
M ar ching Thunder «  Fourteen years as director of the «  Asian Heritage Society Parade — 2™
USTA National Championship place

Competition
e Coach, judge, national champion, and
seven-time new Y ork State champion.
e USTwirling Association Coach

+  Sterling Drum Competition — 1% place

+  Lulac Cinco de Mayo Parade — 2™ and
3 place

e Crimeon Parade — 1% place overall

+  Regular performances at Houston
Rockets game

Cycling

e Served on Board of Directorsfor US
Cycling Federation

e Board of Directors of National
Collegiate Cycling Association

e VP of AmericaTrack Racing
Association

¢ Internationa Cycling Official

»  Eighteen track records and 14 state
records were broken during the 1996
Season.

e Cyclistswon 33 national championship
medals.

Source: Youth Sports Program Directors

COMMENDATION

Empirical Management Services
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The YSD program directorsare expertsin their respective sports and have coached their
teamsto local and national championships.

FINDING

Performance measures gauge an organization’s success in fulfilling its critical mission. Thetwo
critical performance measures tracked by the Y SD are participant registration and program
participation. Without reliable performance measures the Y SD cannot make accurate
assessments of its programs. For example, if program cost per registrant, which is a measure of
program efficiency, isincorrect or unknown, it will affect the Y SD’s ability to forecast funding
requirements, produce reliable budgets, and project current and future facilities needs.

The Y SD’s methods of gathering, processing, and reporting performance measurement data are
inadequate and do not ensure that reliable performance measures are produced. For example,
registration forms are not standardized for each sports program. As aresult, registration
information collected from various sports programs is not consistent and comparable. In addition,
because registration forms are processed manually up to the point of data input and the Y SD
lacks adequate staff to perform data input, there is alarge backlog of unprocessed registration
forms. Furthermore, because registration and attendance accounting control procedures are weak,
management and performance reports are unreliable.

The most significant example of inaccurate performance measures produced by the YSD is
program participation and attendance. The method used to calculate program participation and
attendance grossly inflates actual participation and gives a false indication of program success.
Exhibit 1-6 is ahypothetical example that shows how each youth sports program currently
calculates participation. The exhibit indicates that 5 registrants participated in a sports program
that lasted for 15 days. The Y SD computes attendance and participation by multiplying total
registrants per park by total play/practice days. Based on the calculation in this example there
were 75 days of attendance and participation. However, this result is misleading and inflates the
program’ s success. First, the calculation bases the entire calculation on park totals instead of
individual registrant attendance totals. Thisis unrealistic because individual registrant attendance
is being measured. Second, the calculation is based on the number of play/practice days when it
should be based on actual attendance. Actual attendance, which is also a measure of customer
satisfaction, is never taken into consideration in the Y SD’ s calcul ation.

Exhibit 1-6
Sample Attendance and Participation Computation
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Calculation Method Currently Used by the YSD

Assumptions:

e 5Registrants (A) (B)

e 15 play/practice days per month Number of Play/Practice | Total Participation
o Accurate attendance information | Registrants Days Per Month (Col. A times Cal B)
Registrant Name

John Doe 1 15

Bill Smith 1 15

Tom White 1 15

Dick Jones 1 15

Harry Brown 1 15

Total for Park 5 15 75

Source: Adapted from actual YSD attendance reports

Exhibit 1-7 presents an aternative method of calculating attendance and participation
performance measures. This method produces a more accurate measure of attendance and
participation because it takes into account actual registrant attendance. Using this method, the
attendance and performance measure equals 3. This means that out of the 5 registrants who
participated in this hypothetical sports program in varying degrees during the month, there were 3
registrants (on aweighted average basis) who had 100 percent attendance and participation. In
other words, three out of five registrants fully participated in the program. This equals a
participation rate of 60 percent (3 divided by 5). This method is a much more accurate and
reliable measure of attendance and participation than the method currently used by the Y SD.

Exhibit 1-7
Sample Attendance and Participation Computation
Alternative Calculation Method

Assumptions: (A) (B) (©) (Note A)
e 5Registrants Number of Play/Practice | Actual Registrant Total
+ 15 play/practice days per month Registrants Days Per Month Attendance Participation
Registrant Name

John Doe 1 15 5

Bill Smith 1 15 3

Tom White 1 15 10

Dick Jones 1 15 15

Harry Brown 1 15 11

Total for Registrants 5 75 44 3
Source: Computed by review team

(Note A): Formulaequals (Col C/Cal B) * Col A.

Recommendation 3:

Empirical Management Services
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Revise the method of calculating registration and participation perfor mance measures and
strengthen methods of gathering, processing, and reporting, registration, participation, and

attendance data.

The Y SD should adopt the method of calculating attendance and participation performance
measures illustrated in Exhibit 1-7 because it produces a more accurate and reliable indication of
program success. Before adopting this method, the Y SD should strengthen its methods of
gathering, processing, and reporting registration, attendance, and participation data. Exhibit 1-8

and 1-9 present deficienciesin the Y SD’s current registration and attendance accounting systems
and recommends appropriate corrective action.

Exhibit 1-8

Deficienciesin Current Registration Process and Recommended Corrective Actions

Reqistration Process

large backlog of unprocessed
registration forms.

Slow and cumbersome.

Phase Deficiencies Corrective Action
I nput Registration forms are not Standardize forms across all sport
standardized programs so that comparative data
can be collected.
Use of technology to compile Network computer systems so
database has not been maximized. registration information can be
entered into a common database
from multiple locations.
Processing Lack of staff for datainput with a Hire temporary employees to assist

with reducing backlog of
unprocessed forms.

Evaluate adequacy of existing
computer system to meet registration
processing and reporting needs.

Exhibit 1-8 (Continued)
Deficienciesin Current Registration Process and Recommended Corrective Actions
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Reqistration Process

Output » Lack clear definition and
identification of key performance
measures.

* Management reports are not
reliable and do not contain useful
information.

Refine definition of the key
performance measures; registration,
participation, and customer
satisfaction. For example, if a
registrant participatesin a program
for one week then quits, is he/she a
participant? If so, how much
participation credit should he/she
receive?

Define up front what constitutes
useful information and insure that
data collection instruments include
thisinformation.

Develop a uniform reporting format
and alist of standard monthly
reports. Insure that information
system is flexible enough to alow
development of specialized or user
defined reports.

Train managers in how to interpret
and get the most out of the reports.

Source: Review Team

Exhibit 1-9

Deficienciesin Current Attendance Accounting System and
Recommended Corrective Action
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Participation (Attendance) Accounting
Phase Deficiencies Corrective Action
Input e Processfor collecting attendance Develop standard attendance taking
datais not standardized and procedures, train sports program
consistent among sports staff in the use of these procedures,
programs. and hold them accountable for
accurate attendance information.
Processing |+ Basisfor participation Require that all measures of
calculationsis not consistent. participation be based only on
Sometimes based on actual actual attendance.
e e |+ Devop s penton
multiplied by standard practice rates for comparison purposes.
d Actual participation rates should be
ays regardless of whether or not .
youngster actually participated _benchmarked against standgrds o
' identify programs that require
improvement.
Output » Attendance and participation Adopt alternative method of
performance measures are not computing attendance and
accurate due to lack of reliable participation performance measures
methods of calculating such illustrated in Exhibit XX.
measures.

Source: Review Team

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director of Administration and Management directs the

June 1998

acting athletic director to begin implementing improvementsin
methods used for gathering, processing, and reporting, registration,
participation, and attendance data

2. Theacting athletic director in conjunction with sports program

June 1998

directors determine the best approach to implementing corrective
actions to strengthen methods of gathering, processing, and reporting,
registration, participation, and attendance data

3. The deputy director of Administration and Management directs the

June 1998

acting athletic director and other appropriate personnel to begin using
the alternate method of computing attendance and participation
performance measures after corrective actions have been implemented.

Empirical Management Services
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

While not presently tracked, another critical performance measure of Y SD programsis user
satisfaction. In order to assess user satisfaction levels, the review team conducted a random
telephone survey of the parents of Y SD program registrants for the performance review period,
which was FY 1995-96, FY 1996-97, and year-to-date 1998. The review team found those user
satisfaction levelsfor all of the youth sports programs mentioned in the survey is high. Exhibit
1-10 provides a summary of the user satisfaction survey responses.

Exhibit 1-10
User Satisfaction Telephone Survey
Parents of YSD Program Registrants/Participants

Survey Question Excellent Good Fair Poor Total
Did you feel the basketball 26% 58% 7% 9% 100%
program for your child was...
Did you feel the tennis 38% 44% 10% 8% 100%
program for your child was...
Did you feel the soccer 32% 44% 11% 13% 100%
program for your child was...
Did you feel the baseball 28% 59% 7% 6% 100%
program for your child was...
Did you feel the golf program 52% 41% 6% 1% 100%
for your child was...
Did you feel the football 55% 39% 4% 2% 100%
program for your child was...
Did you feel the Marching 53% 31% 8% 8% 100%
Thunder program for your
child was...

Source: Telesurveys Research Associates
Additionally, the review team held focus group sessions for all of the major youth sports

programs. Both participants and parents attended these focus group sessions. Parents and youth
participants consistently told review team members that overall, they were satisfied with service

levels.

COMMENDATION

Y SD has achieved high user satisfaction levelsin all of itsmajor sports programs.
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FINDING

In contrast with favorable user satisfaction survey results for individual sports programs, parents
of Y SD program registrants indicated that there is room for improvement regarding program
staff. Exhibit 1-11 shows that 83 percent of respondents rated program staff fair to poor.

Exhibit 1-11
User Satisfaction Telephone Survey
Parents of YSD Program Registrants/Participants

Survey Question Excellent Good Fair Poor Total

How would you rate the 8% 9% 45% 38% 100%
performance of the people
who run the programsin
which your child/children
participate?

Source: Telesurveys Research Associates

While these survey results conflict with the focus group respondents (actual program
participants) who consistently reported that the quality of instructors (mainly program) staff was
good, the larger issueisthat the Y SD Program Directors have no real way of measuring user
satisfaction or program cost effectiveness.

As organized currently, the Y SD has been in existence for about three years. None of the youth
sport programs have been formally evaluated, nor is there any formal mechanism in place to
provide feedback to Y SD management regarding the overall effectiveness of the programs.

Recommendation 4:

Include customer satisfaction, ratio of staff to program participants, and participant
retention in performance measures, and, develop and implement a system to evaluate each
individual sports program within the Y SD on an annual basis.

IMPLEMENTATION STRATEGIESAND TIMELINE
1. The Program Directors develop program evaluation criteriafor their July 1998
respective sports such as program outcomes and success measures

and program cost per participant.

2. The Program Directors review the evaluation criteria with the athletic August 1998
director recreation supervisors assigned to the parks.

3. The Program Directors track critical performance measures and August 1998
produce program eval uation reports.
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4. The athletic director reviews program evaluation reports and oversees On going
implementation of any recommendations.

5. Theathletic director and the Program Directors use program On-going
evaluations to make long-term cost-effective management decisions
regarding each individual youth sports program.

FISCAL IMPACT
This recommendation can be implemented with existing staff resources.
FINDING

Thereisawide disparity in the amount of external funding received by the individual youth
sports programs. Y SD programs vary significantly in their levels of outside sponsorship, and
programs do not have an equivalent level of representation of business sponsors. Specifically,
sponsorships by program range from such programs as flag football, which have no outside
sponsors, to programs such as Soccer and golf, which attract $500,000 and $495,000 respectively
for their programs on an annual basis. WhileY SD as awhole has been successful in recruiting
business sponsors, its success varies by program.

Exhibit 1-12 reflects the disparity of business sponsors by program within the Y SD.
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Exhibit 1-12
Youth Sports Division
Major Sponsors by Program

Sports Program Major Sponsors Contribution
Baseball/Softball Britain Communications, Inc. $175,000
Basketball Sprite In-kind donation
Cycling Shell $20,000
Football None
Junior Golf Shell $500,000
Marching Thunder e Levi Strauss In-kind donation

 Foley's $10,000
Soccer * Snickers $300,000
e US Soccer Federation $195,000

Foundation

Tennis (City Program)

None

Source: YSD Program Directors

Recommendation 5:

Solicit additional business sponsorsto supplement funding for Y SD programs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. Theathletic director and Deputy Director of Development review and

August 1998

evaluate the distribution and assignment of business sponsorsto Y SD

programs.

2. The athletic director and Deputy Director of Development work with
local business to educate them about the Y SD programs and to solicit

additional sponsors.

3. Asnew business sponsors are added, the athletic director and Deputy

September 1998
and ongoing

October 1998

Director of Development ensure that assignments are based on a
combination of program need and an appropriate fit between the
sponsor and the program.
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FISCAL IMPACT

Implementation of this recommendation can be accomplished with existing resources.

C. COMMUNITY OUTREACH
FINDING

Although a variety of Y SD programs are available to Houston city residents, Y SD lacks a
program-wide outreach plan to actively solicit participant, parental, and business invol vement.
Program directors and administrators operate independently without centralized direction or
coordination from Y SD. Because of the lack of centralized coordination programs, activities are
not consistently publicized and participation levels often suffer asaresult. According to
comments from participant focus groups, and based on the observations of the review team at
sports programs, parental involvement at program eventsis also low.

Based on manageria direction established by the previous administration, most programs are
focused on providing inner city youth with arecreational program alternative to keep them off
the streets after school and out of trouble. The mission statements for eight of the nine Y SD
programs reflected that their outreach efforts were primarily targeted to inner city youth. The
results of the telephone survey conducted by Telesurveys Research Associates also show that
while only 11.4 percent of the program registrants surveyed were Anglo, 87 percent were either
African-American, Asian or Hispanic.

Several program directors said in interviews that they felt that their programs were poorly
marketed to the general Houston community, and that with additional publicity, overall
participation levels could be increased. Many program participants told the review team in focus
groups that they felt that the level of participation in the programs could be increased if the
programs were better publicized. Many focus group respondents had never received information
about the Y SD programs through their schools, but instead had either heard through a friend, or
in many cases from the coach of that particular sport.

Recommendation 6:

Develop a community outreach plan to increase participation levels program-widein
underrepresented segments where needed.

The athletic director for Y SD should establish a committee that includes program directors and
administrators, program participants, parents, and representatives from the community, including
business and civic leaders, to develop the outreach plan. The community outreach plan should
include:
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Program-wide Community Outreach Initiatives that:

* ldentify all segments of the community, which include area business groups, churches,

service organizations and colleges;

» Establish guidelines for notifying the public of program-wide events and include the dates

and methods for distributing information to the public.

Individual Park Ste Outreach Initiatives that:

» Develop strategic planning goals and activitiesto involve all city parksin a

comprehensive and effective outreach program; and

» Establish methods of communicating outreach activities among parks throughout the city.

School District Outreach Initiatives that:

» Develop marketing programs to target potential Y SD program users, and publicize
information about Y SD programs through the schools. Flyers could be sent home with
students, and made available through student affairs offices, bulletin boards, cafeterias,

and through the coaches of organized sports at the schools.

IMPLEMENTATION STRATEGIESAND TIMELINE

1.

The athletic director and executive director work together to establish
a committee to develop a community outreach plan to increase
program participation city-wide and at individual parks with low
levels of participation.

Committee members meet at scheduled times and execute committee
objectives.

The community outreach plan is presented to the athletic director for
approval. Once approved, the plan isimplemented in the 1998-99
fiscal year and updated annually, as city-wide programs, individual
park needs, and community involvement requirements change.

The athletic director and the committee periodically update the
executive director on the success of strategies developed to improve
community outreach for community involvement initiatives.

FISCAL IMPACT

This recommendation can be accomplished with existing resources.

August 1998

September 1998

October 1998
and ongoing

January 1999
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Chapter 2

TIME AND ATTENDANCE ACCOUNTABILITY FOR
CONTRACT INSTRUCTORS AND TEMPORARY
WORKERS

This section of the report reviews time and attendance accountability for the Houston Parks and
Recreation Department’ s Y outh Sports Division (Y SD), and contains two major subsections:

A. Temporary workers
B. Contract instructors and officials
BACKGROUND

The YSD is primarily responsible for developing and administering youth sports programs for
the Houston Parks and Recreation Department (PARD). The Y SD provides recreational
opportunities for youth through a variety of sports activities such as soccer, baseball, basketball,
and tennis. The goal of the Y SD isto deliver abroad range of free, high-quality recreational
sports programs to the city’ s youth. A magjor requirement of high-quality sports programsis the
ability to monitor and control the time and attendance of sports program staff personnel. Thisis
crucial because sports personnel are compensated based on time spent conducting sporting
events. Time and attendance controls and accountability systems must be in place to provide
assurance that youth sports activities are conducted efficiently and effectively in accordance with
departmental policy.

The Y SD uses temporary, contract, and regular city workers to manage and administer youth
sports programs. The City of Houston contracts with 17 temporary agencies to provide temporary
workers for various city departments. These contracts are administered thorough the city’s
Human Resources Department. Temporary workers are acquired through temporary agencies,
while contract workers are acquired by entering into contracts with individual instructors and
game officials. Contract workers are classified as independent contractors, not as city employees.

A. TEMPORARY WORKERS
CURRENT SITUATION

The athletic director is primarily responsible for the day-to-day operations of the Y SD and
reportsto the director of PARD. The athletic director supervises the program directors and has
the responsibility of ensuring that time and attendance control, monitoring, and reporting systems
arein place and operating effectively. Nine program directors organize, conduct, and supervise
athletic activities of the various sports. They oversee the activities of contract instructors and
game officials and are responsible for ensuring that contract workers are performing their
assigned activities and are compensated only for the hours actually worked. Contract instructors
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recruit, register, and train youngsters for the participation in various sports, while game officials
referee competitive athletic events.

FINDING

Y SD’s athletic director and soccer program director are temporary workers. Both are responsible
for critical management, control, and accountability functions within the Y SD. The athletic
director oversees the entire Y SD, which has a budget of more than $3 million, while the soccer
program director oversees the largest of the sports programs, with a budget of $1.3 million.
Temporary workers assigned to such critical managerial positionsinhibit operational
effectiveness of the sports programs. For example, the PARD purchasing manager told the
review team that because the athletic director is not a city employee, Material Management
Requisitions (MMRs) exceeding $750 are not processed without the approval of the deputy
director of Administration and Management. MMRs are used to obtain recreational equipment
and supplies from the warehouse or to purchase them from outside vendors. The deputy director
for Administration and Management and the athletic director cosign all contracts for instructors
and game officias. Severa program directors said they must walk contracts through the initial
approval processin order to get contractors paid because regular channels are so clogged. These
bottlenecks in procurement are the direct result of temporary workers placed in key management
positions.

Exhibit 2-1 presents a summary of the Y SD’s actual expenditures for fiscal 1997 and budgeted
expenditures for fiscal 1998. Y outh soccer, with a 1998 budget of $1.3 million and projected
1998 participant registration of 21,300, is the largest sports program; yet, the director of the
program is not a city employee.

Exhibit 2-1
Budgeted and Actual Expenses
Fiscal 1997 and 1998

Projected 1998

Fiscal 1997 Fiscal 1998 Participant

Sports Program Actual Budget Registration
Y outh Soccer $1,192,683 $1,284,771 21,300
Y outh Baseball & Softball $106,641 $675,542 1,800
Marching Thunder $474,384 $638,468 2,500
Y outh Basketball $72,695 $375,824 5,000
Y outh Tennis $154,684 $246,369 5,000
Y outh Golf $87,953 $114,870 1,650
Y outh Football $7,620 $95,153 2,000
Cycling Not Available | Not Available 1,400
Total $2,096,660 $3,430,997 40,650

Source: YSD Budget Department
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Since the athletic director and soccer program director are not city employees, they are not held
accountable for budgets. This lack of accountability creates potential for waste and inefficient use
of resources. Also temporary workersin high-profile, strategic positions raise several pertinent
management issues. For example:

* What recourse does the city have when a problem or conflict arises except to switch the
worker out for another temporary worker?

» Does atemporary worker placed in a high-level management position affect the morale of
subordinate city employees?

» Does atemporary worker have the incentive to implement time and attendance control
and accountability measures for contract and other temporary workers?

» Isatemporary worker as conscientious about efficient alocation of resourcesif no budget
accountability exists?

» Does atemporary worker create an environment of stability, continuity, and constancy
when, by definition, the worker is temporary?

Recommendation 7:

Implement a policy requiring that the athletic director and all directors of youth programs
ar e full-time City of Houston employees.

The administrative and manageria functions of the athletic director and program directors are too
critical to be performed by temporary workers. To establish appropriate levels of accountability
and managerial oversight, only full-time permanent employees should be assigned to these
positions.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. Thedirector of the Parks and Recreation Department directs the deputy June 1998
director of Administration and Management to develop a policy
requiring that athletic director and youth program director positions are
filled by full-time city employees.

2. Thedeputy director of Administration and Management drafts a policy June 1998
for review and comment by the director of the Parks and Recreation
Department.

3. Thedirector of the Parks and Recreation Department reviews and June 1998
approves the policy.
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4. The policy isimplemented and appropriate administrators are made July 1998
aware of it.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. CONTRACT INSTRUCTORS AND OFFICIALS
CURRENT SITUATION

The Y SD uses contract workers to conduct and direct youth athletic events. Contract instructors
and game officials are considered independent contractors; however, the Y SD is converting most
independent contractors to employee status as discussed later in this chapter. Contract instructors
recruit, register, and train youngsters for sports programs, while game officials referee games and
other athletic events. Some contractors work full-time year round, while others are seasonal. All
contractors are required to complete a standard contract that must be approved by the deputy
director of Administration and Management.

Contract instructor contracts are completed and sent to the Houston Parks and Recreation central
office to be input into the computer system and filed. Once the contract information isset up in
the system, preprinted time cards are produced and used to record the instructor’ s time and
attendance during the term of the contract.

Contractors are paid biweekly based upon the hours or games reported on their preprinted time
cards. Time cards have afield to record the date, hours by location, program number, and the
contractor’ s signature. Referee time cards are referred to as Athletic Official Time Cards and
include the following additional information: team names, score, sport, and total games worked.
Original time cards are submitted to the Houston Parks and Recreation’s Administrative Office
for payment and filing.

FINDING

No uniform system isin place to monitor and control the time and attendance of contract
instructors and game officials. Some programs have instituted more and different controls than
others. Time and attendance monitoring is crucial because of the nature of the Y SD’s activities.
Sporting events are held at different times and various locations throughout the city, including
community centers, city parks, school campuses, and public housing units. Without uniform
systems to monitor and control the time, attendance, and activities of contract instructors and
game officials, there is no assurance that:

» Contract instructors and game officials are where they should be when they should be;
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» Timesheets provided by contract instructors and game officials accurately reflect hours
worked;

* Program resources such as equipment and supplies are being used economically and
efficiently;

» Sports equipment is safeguarded from damage and theft;
* Compliance with city policies and procedures is being achieved;
» Thegoalsand objectives of sports programs are being met.

Monitoring technigues and controls operate most effectively when management devel ops,
implements, and supports such controls consistently across all programs. Many of the program
directorsinterviewed said they need more structure and guidance in the administration of time
and attendance. One program director told the review team, “1 was provided a building and a
budget and had to figure out everything else.” The review team developed a checklist of 11
effective monitoring control techniques. Sport directors were interviewed and asked which of the
control techniques they used to effectively monitor the time and attendance of contract
instructors and game officials. The soccer program uses the least number of techniques to
monitor and control contractor and game official time and attendance, while the baseball and
tennis programs use the most. Exhibit 2-2 summarizes the results of the review.

Exhibit 2-2
Summary of Monitoring Techniques I mplemented

Techniques

Implemented Per centage
Sports Program out of 11 Total | Implemented
Soccer 3 2%
Junior Golf 5 45%
Basketball 7 64%
Football 7 64%
Marching Thunder 7 64%
Basebal I\Softbal | 8 73%
Tennis 8 73%

Source; Review Team Calculations

Each program’ s monitoring techniques were devel oped and applied independently of each other.
Exhibit 2-3 compares the techniques used by each sports program. As the exhibit shows, the
application of the monitoring techniques varies significantly across programs. This lack of
consistency hinders the overall accountability of the Y SD’s programs.

Empirical Management Services (Draft Report - May 21, 1998) 2-5



Youth Sports Division Performance Audit

Time and Attendance Accountability

Exhibit 2-3

Comparison of Time and Attendance Monitoring Techniques

Effective Monitoring Controls

Q

Baseball/
Softball Basketball

Football

Tennis

Junior
Golf

Marching
Thunder

Annua Master Schedule of
Events

Coordination with Community
Site Supervisors

Weekly assignments prepared
for contractors

Weekly itineraries prepared by
contractor

Effective use of volunteersto
add layer of accountability

Unannounced site visits by
program director

Participant feedback through
interviews, evaluations, and
surveys

0.0.000%

o [
o [ J
Q o
o [
[ [ J
o o

O e O o @ ©

O e O o @ ©

O e O @ O @

O o o o o ©

Sufficient technology to aid
monitoring.(e.g., reports done
on computer and faxed to main
office)

O

Monthly program director
meetings with contractorsto
check logs, agendas, and sign-in
sheets

Contractor performance
appraisals

O

Training and orientation for new
contractors

Source: Interviews with YSD program directors

Q  Control technique has not been implemented

@  Control technique has been implemented
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Recommendation 8:

Develop uniform techniquesto monitor and control time and attendance for contract
instructor s and game officials. Apply such techniques consistently across all sports
programs.

The Y SD should fully implement across all sports programs the monitoring and control
techniques outlined in Exhibit 2-3. Example of techniques that can be implemented include:

» Master schedule of events.

* Participant feedback through interviews, evaluations, and surveys.
e Contractor performance appraisals.

» Monthly meetings conducted by program directors.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director of Administration and Management directs the June 1998
acting athletic director of the Y outh Sports Division to develop
monitoring and control techniques for all sports programs.

2. Theacting athletic director of the Y outh Sports Division develops July 1998
monitoring and control techniques that are uniform and can be
applied to every sports program.

3. Theacting athletic director of the Y outh Sports Division submits the July 1998
monitoring and control techniques to the deputy director of
Administration and Management for review and approval.

4. The deputy director of Administration and Management approves the July 1998
techniques and issues a memorandum directing all program directors
to implement them within and across all sports programs.

5. Theacting athletic director of the Y outh Sports Division conducts July 1998
monthly follow-up meetings with program directors to monitor
progress.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

The soccer program uses contract workers to monitor and control the time and attendance of
other contract workers. During interviews, the soccer program director told the review team that
soccer contract instructors and game officials report to four regional contract instructors
appointed by the soccer program director. This structure was implemented to help the soccer
program director carry out the responsibility of managing the soccer program, which isthe
largest in the Y SD. Contract “supervisors’ have little or no incentive to properly manage and
control the time and attendance of fellow contract workers. Exhibit 2-2 shows that the soccer
department uses fewer techniques than any other sports program to monitor the time and
attendance of contract instructors and game officials.

Recommendation 9:

Implement a policy to use only city employees to manage and monitor the time and
attendance of contract instructors and game officials.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. Thedirector of the Parks and Recreation Department directs the deputy June 1998
director of Administration and Management to develop a policy
requiring that only city employees manage and monitor the time and
attendance of contract instructors and game officials.

2. The deputy director of Administration and Management drafts a policy June 1998
for review and comment by the director of Parks and Recreation.

3. Thedirector of the Parks and Recreation Department reviews and June 1998
approves the policy.

4. The policy isimplemented and appropriate administrators are made July 1998
aware of it.

FINDING

The absence of effective procedures for completing, approving, and retaining accurate time and
attendance recordsis amajor deficiency in theinternal control structure of the Y SD. During
interviews with the program director, the review team noted that one sports program does not use
the standard contract to sign up new instructors and game officials. The program manager told
the review team that verbal contracts are entered directly into the central PARD computer system
by the program director upon verbal approval by management. Adequate internal controls require
that time and attendance records are properly reviewed, approved, and retained for future
reference. Such controls ensure that payments to contractors are accurate and authorized by
management.
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To test approval, review, retention, and accuracy of time and attendance records, the review team
selected arandom sample of 29 contractor payments. The sample consisted of 17 payments to
contract instructors and 12 payments to game officials. The payments were tested to determine
that they had been reviewed and approved by appropriate Y SD personnel. Payments were also
reviewed for reasonableness of amount and tested for agreement with the contract document and
time card. Overall, 30 percent of instructor contracts and 75 percent of game official contracts
were found to be deficient with respect to retention or approval. Exhibit 2-4 presents a summary
of contract test results.

Exhibit 2-4
Test of Contracts
July 1, 1996 through March 31, 1998

Exceptions
Incomplete
Tested Unlocated Approval No Exceptions
Contractor |Total |Percent |Total |Percent|Total |Percent |Total Per cent
Instructors 17 59% 1 6% 4 24% 12 71%
Officials 12 41% 6| 50% 3 25% 3 25%
Total 29 100% 7 7 15

Source: PARD Business Office

Overall 59 percent of instructor and game official timecards were found to be deficient with
respect to retention or completeness. Exhibit 2-5 presents a summary of timecard test results.

Exhibit 2-5
Test of Timecards
July 1, 1996 through March 31, 1998

Exceptions
Tested Unlocated Incomplete (A) No Exceptions
Contractor [Total |Percentage |Total |Percentage |[Total |Percentage |Total |Percentage
Instructors 17 59% 8 47% 2 12% 7 41%
Officials 12 41% 5 42% 2 17% 5 42%
Total 29 100% 13 4 12

Source: PARD Business Office
(A)-Represents timecards that were incomplete as to various information such as authorizing signatures, hours

by location, dates, and program numbers.
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Recommendation 10:

Develop written policiesand procedures establishing contract and timecard review,
approval, and retention guidelines.

The Parks and Recreation Department should establish written policies and procedures that
outlinein detail the contract approval and retention process. If the department has not initiated
the central record retention location, it must be done immediately. The City Controller Audit
Report No. 97-106 dated July 31, 1997 recommended that Y SD initiate a centralized record
retention location for original executed contracts.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. Thedirector of the Parks and Recreation Department drafts (or June 1998
delegates the responsibility) the policies and procedures that outline
the contract approval and retention process.

2. Thedirector of the Parks and Recreation Department provides July 1998
training (or delegates the responsibility) for the athletic director and
the program directors.

3. Theathletic director directs the accounting supervisor and payroll August 1998
clerk to trace all contractor payments for each sport to a properly
approved contract. A schedule of contracts not found or
unacceptable contracts should be forwarded to the program directors
for disposition.

4. The program director initiates a meeting with all contractorsto advise  August 1998 and

that no payments will be issued without a complete and accurate time each month
card. The program directors obtain a signed acknowledgment of the thereafter
policy.

5. Each month, the program director sends a monthly memorandumto  September 1998 and
the athletic director of new contractors hired. each month

thereafter

6. Each quarter, the athletic director, sends a memorandum to the September 1998 and
director of Parks and Recreation to document compliance or each quarter
problems, if any. thereafter

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

The Y SD is behind schedule converting contract workers to employee status. In City Controller
Audit Report 97-106 dated July 31, 1997, city auditors recommended that the Y SD continue
effortsto reclassify contract workers previously identified as misclassified. The auditors noted
that steps should be taken to “ eliminate or minimize possible IRS penalties related to past worker
misclassification.” The Y SD responded that all current contracts would be reviewed to
determine proper worker classification and improperly classified workers would be converted to
employee status. Some contract instructors such as golf marshals and game officials will remain
independent contractors as aresult of the review. The Y SD established a deadline of July 1,
1998 to complete the conversion. Exhibit 2-6 presents the status of conversion efforts as of May
12,1998. The exhibit shows that the conversion process has been initiated for only 22 percent of
the contractors to be converted, and as of May 12, 1998, no independent contractors have been
fully converted to city employees.

Exhibit 2-6
Status of Conversion of Contract Instructorsto Employees
Asof May 12, 1998

Total Instructors | Instructors
Contract to be in Process of
Sport Instructors | Converted | Conversion | Percent | Note

Soccer 61 50 0 0%
Tennis 4 4 0 0%
Marching Thunder 26 23 10 43.5% A
& Cheerleading
Youth Sports 1 1 0 0%
Warehouse
Baseball/Softball/ 24 24 8 33% B
T-Ball
Basketball 26 26 10 39% A
Total 142 128 28 22%

Source: Parks and Recreation Business Office

Note A: PARD iswaiting for the application to be forwarded from the Human Resources Department for
instructorsto be converted.

Note B: PARD has selected candidates and has processed the paperwork necessary to hire instructors for
conversion.
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Recommendation 11:
Accelerate the conversion of contract workersto employee status.

Significant penalties and interest could accrue to the Y SD if workers previoudly classified as
independent contractors are reclassified as employees by the Internal Revenue Service. The Y SD
should accelerate the conversion of these workers to minimize the financial risks associated with
reclassification.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director of Administration and Management, in June 1998
conjunction with the director of Human Resources, identifies the
remaining independent contractors that need to be reclassified as
employees.

2. The deputy director of Administration and Management and the June 1998
director of Human Resources develop an accelerated timeline to
convert the remaining independent contractors to employee status.

3. Thedeputy director of Administration and Management and the July 1998
director of Human Resources continue to coordinate and monitor the
conversion process until al independent contractors identified for
conversion are converted.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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Chapter 3

EQUIPMENT AND SUPPLIESINVENTORY CONTROL

This section of the report assesses the equipment and inventory control functions of the Y outh
Sports Division (Y SD) in the following areas:

A. Expenditure Control
B. Warehousing and Inventory Control
BACKGROUND

The Y outh Sports Division (Y SD) purchases recreational equipment and supplies used to
administer youth sports programs and conduct sports activities throughout the City of Houston
(the City). Y SD purchases equipment and supplies with City funds and funds provided through
donations from corporations and other private sources. Donations from corporations and private
sources are channeled through the Houston Parks Board (Parks Board), which is a nonprofit
organization, with 501(c)(3) status, created to solicit land donations and manage funds raised
privately for park acquisitions. Y SD personnel solicit private funding for youth sports programs
and the Parks Board has custody of trust and agency funds established to receive these private
donations. These private funds are disbursed to Y SD as directed by the Parks and Recreation
Department (PARD).

Recreational equipment and supplies include soccer goals, nets, soccer balls, baseballs, bats,
footballs, basketballs, tennis balls, golf balls, golf bags, tennis rackets, athletic shoes, uniforms,
musical instruments, batons, and marching boots.

Directors of each youth sports program submit requisitions for equipment and supplies through
the athletic director’ s office for further processing through the PARD Purchasing Department.
Either the deputy director of Administration and Management or the purchasing manager (for
requisitions less than $1,000) approves al Y SD requisitions before issuing formal purchase
orders. Once formal purchase orders are issued, deliveries are received at PARD’ s central
warehouse located at 6200 Wheeler Street and program directors are called to pick up the
supplies ordered or the items are transferred to the Y SD warehouse located at 4565 South
Wayside Drive. Program directors also pick up equipment and supplies from the Y SD
warehouse as needed.

A. EXPENDITURE CONTROL

Control of expenditures for equipment and suppliesis essential to effective management of
resources allocated to youth sports programs. Accordingly, an effective expenditure control
system has the appropriate processes in place to ensure that requisitions for purchases of
supplies, equipment, and services are appropriate, properly authorized, and within acceptable
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budget limits. These criteria should be met for each purchase and related expenditure to ensure
accountability for public and private funds administered by PARD.

CURRENT SITUATION

Y SD’ s accounting supervisor is primarily responsible for processing equipment and supplies
requisitions from program directors. Materials Management Requisitions (MMRS) are
completed by program directors for recreationa equipment and supplies stocked in the central
warehouse and items not stocked in the warehouse (nonstock items). Items stocked in the central
warehouse are requisitioned and coded as “job tickets,” while nonstock items are coded as
requisitions.

Requisitions coded as job tickets are completed with department number, organization number,
contact person, account coding information, and a description of items to be purchased, and
signed by program directors before forwarding to Y SD’ s accounting supervisor for processing.
The accounting supervisor verifies coding and approval by program directors before entering the
job ticket into the City’ s purchasing and inventory control system (ADPICS) so that arequisition
number can be assigned. After arequisition number is assigned, the athletic director, when
available, signs the requisition indicating approval and the requisition is forwarded to the deputy
director of Administration and Management for final approval. Once approval isreceived, the
accounting supervisor forwards the job ticket requisition to the central warehouse where the
order isfilled.

Requisitions for non-stock items follow an identical process through the accounting supervisor’s
verification of coding and approval by program directors. However, when the accounting
supervisor receives requisitions for nonstock items of $750 or less, one faxed or written quote,
signed by the vendor, is obtained to comply with PARD’ s purchasing procedures. Three written
guotations, signed by vendors, must be obtained for items between $751 and $15,000, and all
items costing more than $15,000 must be formally bid competitively and approved by City
Council.

After quotes or bids are received for purchases between $751 and $15,000, the accounting
supervisor tabulates them on an “ Expedited Purchase Order Vendor Contact Record” and enters
pricing and detailed descriptions on the MMR. The MMR is entered into ADPICS, arequisition
number is assigned, the athletic director’ s approval is obtained, and the requisition is forwarded
to the deputy director of Administration and Management for approval. After appropriate
approvals are obtained, the requisition is forwarded to the Purchasing Department where a
purchase order number is assigned and aformal purchase order isissued. Requisitions of
nonstock items costing more than $15,000 are referred to the Purchasing Department for
competitive bidding.

When recreational equipment and supplies are delivered to the central warehouse, items are
inspected, a Materials Receiving Report (MRR) is completed, a copy of the purchase is attached,
and receiving information is entered by warehouse personnel into ADPICS. ADPICS generates a
printout of items received that is forwarded to the Accounts Payable Department, with the MMR
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and a copy of the purchase order. The Accounts Payable Department matches the purchase
order, MRR, and invoice, and processes vendor payments.

FINDING

PARD has appropriate internal controls over Y SD expenditures for recreational equipment and
supplies. Multiplelevels of approvals are used to review and authorize requisitions from Y SD.
For example, during interviews with the purchasing manager, the review team noted that the
purchasing manager does not process purchase requisitions for Y SD without the signature of the
deputy director of Administration and Management. The purchasing manager told members of
the review team that the athletic director was not a City employee and, therefore, could not
authorize or approve the expenditure of city funds.

To test the expenditure authorization and approval process, EMS selected arandom sample of 33
payment vouchers during the period July 1, 1996 through March 31, 1998. The payment
vouchers were tested for the appropriate levels of approval (i.e., program director, athletic
director, purchasing manager, and deputy director of Administration and Management),
agreement of requisition, purchase order, receiving documents, and invoice; and reasonableness
of expenditure. Exhibit 3-1 presents a summary of test results.

Exhibit 3-1
Test of Expenditure Authorization and Approval Process
July 1, 1996 through March 31, 1998
Summary Results

Actual
Number of Expenditures Per cent of Number of
Transactions | Dollar Value 7/1/96 — Dollar Value Exceptions
Program Tested Tested 3/31/98 Tested Noted

Soccer 14 $123,985 $306,110 41% 0
Baseball 5 5,350 33,985 16% 0
Basketball 2 4,834 8,417 57% 0
Marching Thunder 11 130,544 229,776 57% 1
Tennis 1 1,083 2,787 39% 0
Totals 33 $265,796 $581,075 46% 1

Source: Actual expenditures from 7/1/96 through 3/31/98 from Budget vs. Actual Expenditure Reports provided by

PARD

An exception was noted for the Marching Thunder program, for which the payment voucher
could not be located for one of the transactions tested. This exception is not material and does

not suggest ineffective control over expenditures for recreational supplies and equipment.

Overall, based on testing arandom sample of 33 items, representing 46 percent of total
expenditures for recreational equipment and supplies during the test period, PARD has sufficient
internal controls over Y SD expenditures for recreational supplies and equipment.
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COMMENDATION

PARD hasimplemented sufficient internal controlsover Y SD expendituresto provide
reasonable assurance that unauthorized expendituresfor recreational suppliesand
equipment will not be made.

FINDING

The Parks Board requires Y SD to meet rigorous purchasing standards, with the appropriate
approvals from PARD executive management before releasing private funds from its trust and
agency accounts. Before funds are released to Y SD, the division must demonstrate that it has
complied with purchasing guidelines established by the Parks Board. Exhibit 3-2 presents
purchasing guidelines that must be followed by Y SD before funds are rel eased.

Exhibit 3-2
Parks Board Purchasing Guidelines for
Releasing Trust and Agency Funds

Amount of Requisition Pur chasing Requir ement

$1,000 or less * Bidsor quotations are not required.
* Requisition issigned by Y SD program director.
* Requisition is approved by athletic director.

* Requisition is approved by PARD deputy director of Administration and
Management.

$1,000 - $5,000 »  Threetelephone quotations from vendors are required.
* Requisitionissigned by Y SD program director.
* Reqguisition is approved by athletic director.

* Requisition is approved by PARD deputy director of Administration and
Management.

$5,000 - $25,000 »  Three written bids and/or proposals must be solicited.
¢ Requisitionissigned by Y SD program director.
* Requisition is approved by athletic director.

* Requisition is approved by PARD deputy director of Administration and
Management.

Over $25,000 »  Written contract must be voted on by Parks Board' s board of directors.
* Requisitionis signed by program director.
* Requisition is approved by athletic director.

* Requisitionis approved by PARD deputy director of Administration and
Management.

Source: Interview with executive director of Houston Parks Board
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In addition to rigorous purchasing requirements, the Parks Board carefully reviews the type of
expenditures requested by Y SD program directors. The executive director of the Parks Board told
members of the review team private donors restrict the use of donated funds for “intended
purposes’ described in transmittal |etters accompanying donations. Requisitions for funds for al
expenditures are routinely reviewed by the executive director and compared to the intended
purpose outlined in the transmittal letter. 1f Y SD requests funds for an expenditure that does not
meet the intended purpose, the executive director obtains approval from the donor for YSD’s
intended use before releasing funds.

After reviewing the Parks Board' s internal controls, the review team learned that the soccer
program director purchased soccer equipment and supplies from one vendor and hotel
accommodations and meals from another without first submitting aformal, approved requisition
to the Parks Board. When both vendors submitted invoices to the Parks Board, the executive
director refused to pay the invoices because the invoices were not supported by requisitions
approved by the deputy director of Administration and Management. In these instances the Parks
Board' sinternal control procedures prevented the unauthorized expenditure of trust and agency
funds within its custody. However, it appears that controls were not in place to prevent the
soccer program director from establishing direct contact with vendors to purchase supplies and
services. Further, the review team wastold that the soccer program director has circumvented
the formal requisition process at least three to four times during the past two years. Eachtime,
Parks Board officials refused to pay vendor invoices without requisitions approved by the deputy
director of Administration and Management. However, because of the number of times the
soccer program director has circumvented both the Parks Board’ s approval process, it appears the
PARD has not implemented sufficient controls to discourage program directors from
unauthorized contact with vendors.

COMMENDATION

The Houston Parks Board hasimplemented internal controlsover disbursements of funds
to YSD from trust and agency accounts under its custody to provide reasonable assurance
that unauthorized expendituresfrom private donationsfor Y SD will not be made.

Recommendation 13:

Develop and implement an ethics policy prohibiting direct contact with vendorsto
discourage program directors from making unauthorized contact with vendors.

An ethics policy is essential to discouraging maverick program directors from committing trust
and agency funds and receiving unauthorized deliveries of recreational equipment and supplies.
The policy should include provisions for immediate termination if unauthorized contacts with
vendors are made that commit trust and agency funds under the custody of the Parks Board
without pre-approved requisitions.
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IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director of Administration and Management July 1998
drafts the ethics policy and includes an immediate
termination provision.

2. The deputy director submits the policy to the City July — August 1998
Attorney for review and comment.

3. Thedeputy director finalizes and submits the policy to September 1998
the director of PARD for approval.

4. Thedirector of PARD implements the policy and September 1998
formally notifies all program directors and department
heads.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

B. WAREHOUSING AND INVENTORY CONTROL

An efficient warehouse operation should ensure that all equipment and supplies are received and
accounted for in a central location; deliveriesto satellite warehouses and program locations are
complete and timely; inventory levels are sufficient to meet various requests for supplies from
program directors; and equipment and supplies are properly accounted for and controlled.

CURRENT SITUATION

PARD has a central warehouse facility located at 6200 Wheeler Street that serves as a centra
receiving location to accept deliveries from vendors for distribution to the Y SD warehouse
located at 4565 South Wayside. Inventory in the central warehouse includes office supplies,
janitorial supplies, spare parts, and maintenance supplies. Inventory stored in the Y SD
warehouse includes recreational supplies and equipment such as golf equipment, baseball

equi pment, uniforms, supplies and equipment for maintaining baseball fields, and musical
instruments and related items used by Marching Thunder. Prior to May 11, 1998, the assistant
director of Support Services managed the central warehouse and the athletic director was
responsible for the Y SD warehouse.

PARD requires al deliveriesto be received at the central warehouse. When deliveries of
recreational equipment and supplies are received, warehouse personnel inspect the shipments,
prepare receiving reports, and enter amounts received into the ADPICS system. After entering
receiving datainto ADPICS, warehouse personnel contact Y SD program directors notifying them
that their shipments are available to be picked up. When the directors pick up their deliveries,
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they must sign purchase orders and receiving documents as evidence that they picked up the
delivery. Recreational suppliesreceived at the central warehouse and not picked up by program
directors are delivered to the Y SD warehouse.

Prior to May 11, Y SD warehouse personnel received deliveries from the central warehouse,
recorded what was received, and contacted program directors to verify that items received
corresponded to orders placed by the program directors. After confirming the deliveries with
program directors, warehouse personnel recorded the items counted and stored them in the
appropriate warehouse location. When program directors needed recreational supplies, they
would fax arequest to warehouse personnel and the order would be filled. Program directors
would come to the warehouse to pick up the supplies and sign a“checkout” sheet indicating
recreational suppliesreceived. All items other than consumables such as baseballs, softballs, and
golf balls must be returned at the end of the season and are checked against the initial checkout
shests.

On May 11, 1998, the deputy director of Administration assigned the assistant director of
Support Services responsibility for the Y SD warehouse as well as the central warehouse.

FINDING

Recreational equipment and supplies are delivered to multiple locations by vendors rather than to
the central warehouse. Exhibit 3-3 depicts the primary locations where recreational equipment
and supplies were delivered.

Exhibit 3-3
Y outh Sports Division
Sites Receiving Deliveries of Recreational Suppliesand Equipment

lal=l=l=l=l=l= lal=l=l=l=l=l= nEEEREEE

Soccer Program Central Warehouse Y SD Warehouse

A
i

Vendor Deliveries

Source: Developed by Empirical Management Services from interviews and observation
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Prior to May 11, 1998, vendors delivered recreational equipment, and supplies to the Y SD
warehouse, the soccer program facility located in Milby Park, and the central warehouse.
Deliveries going to multiple locations can result in alack of control over the receipt of
recreational equipment and supplies, and Y SD’srisk of inventory lossisincreased. Moreover,
unauthorized personnel could be receiving equipment and supplies.

Program directors also have direct contact with vendors that circumvents the central receiving
process. For example, one program director picked up T-shirts at the vendor’ s location and
delivered them to the central warehouse where he unloaded them himself. The same program
director, together with the vendor, delivered a second shipment of 1,000 T-shirts to the Y SD
warehouse, intentionally bypassing the central warehouse facility. Another program director,
uncomfortable with controlsin the Y SD warehouse, picked up recreational equipment and
supplies directly from a vendor and delivered them to the Y SD warehouse himself for check-in.
Both program directors said they intentionally circumvented the central receiving process
because the central warehouse has lost equipment and supplies and they were not comfortable
with internal controlsin the Y SD warehouse.

Recommendation 14:

Strengthen and enforce PARD’s policy requiring all deliveriesto be accepted only at the
central warehouse.

The director of PARD should strengthen and enforce the department’ s policy requiring al
deliveriesto be accepted only at the central warehouse. The deputy director of Administration
and Management and the director of PARD should cosign aformal letter to all recreational

egui pment and supplies vendors stating that deliveries to locations other than 6200 Wheeler
Street will not be accepted and invoices will not be paid. The existing policy should be
strengthened to include disciplinary action against program directors who circumvent the central
receiving process.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director for Administration and Management June 1998
revises PARD’ s policy and related procedures to include
disciplinary action against program directors and
department employees who circumvent the central
receiving process.

2. Thedirector of PARD approves revisions to the policy June 1998
and issues a formal memorandum to program directors,
division managers, and executive staff with requisitioning
authority notifying them of the revisions.

3. The strengthened policy isimplemented and enforcement July 1998
activities begin.
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4. Thedirector of PARD and the deputy director of July 1998
Administration and Management cosign aletter to
vendors notifying them that deliveries will be accepted
only at the central warehouse

FISCAL IMPACT
This recommendation can be implemented with existing resources.
FINDING

The receiving and inventory control process in the Y SD warehouse is completely manual and up-
to-date inventory records are not maintained. Members of the review team visited the Y SD
warehouse on May 8, 1998 to interview the warehouse supervisor and observe the receiving and
inventory control process. Exhibit 3-4 summarizes process deficiencies and interna control
weaknesses noted during the visit, along with potential consequencesto Y SD.

Exhibit 3-4
Y SD Warehouse Observation
Process and Control Deficiencies and Related Consequences

Process/Control Deficiency Related Consequences
» Accessto the warehouse is not adequately * Inventory with immediate cash value such as golf
controlled and the shipping and receiving dock is balls, golf gloves, and musical instruments could be
left open and unattended. Expensive inventory such stolen.

as golf clubs and musical instruments were stored in
unlocked areas of the warehouse.

* A part-time contract instructor who is not a City * Anindependent contractor who is not accountable to
employee supervises the warehouse. PARD management holds institutional knowledge of

warehouse processes.

«  Formal inventory checkin and checkout procedures | «  Manua forms could be misplaced or misfiled,
are manual and the warehouse supervisor used a leaving no record of nonconsumable supplies issued
home computer to develop manual checkin and to program coordinators.
checkout forms.

*  Thewarehouse does not have an automated «  Without an automated inventory system, the
perpetual inventory system with which to monitor warehouse supervisor cannot determine inventory
and track inventory levels. Inventory records were levels by type of supplies and equipment. Asa
not kept for soccer equipment and supplies result, seasonal inventory movement cannot be
delivered to theY SD warehouse from Milby Park, accurately determined and reorder points cannot be
and the Y SD warehouse supervisor’s manual established. Moreover, up-to-date inventory reports
physical inventory records were not complete and cannot be prepared to compare to actual physical
up-to-date for all equipment and supplies. inventory to identify potential errorsin

recordkeeping and inventory shrinkage or |oss.
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Exhibit 3-4
Y SD Warehouse Observation
Process and Control Deficiencies and Related Consequences (Continued)

Process/Control Deficiency

Related Consequences

»  Thewarehouse does not have an order filling or
“picking system” that facilitates removing stock
from warehouse shelves and filling ordersin an
orderly, sequential manner.

Without aformal picking system, orders from
program directors cannot be filled in atimely
manner, resulting in delays locating items requested
by program directors. Additionally, detailed records
of ordersfilled will not be available for future
referenceif required.

*  Obsolete auto parts that are unrelated to Y SD
operations were stored in the warehouse..

Unnecessary inventory occupies warehouse space
that could be used to store additional recreational
equipment or supplies.

Source: Developed by Empirical Management Services

Members of the review team noted the process and control deficiencies summarized in Exhibit
3-4 before the deputy director of Administration and Management took control of the Y SD
warehouse on May 11, 1998 and assigned the assistant director of Support Services oversight
responsibility for warehouse operations. Since May 11, 1998, the assistant director has taken

steps to correct some of the deficiencies as follows:

» All locks at the Y SD warehouse were changed on May 9, 1998 and new keys issued
only to City personnel responsible for supervising the Y SD warehousg;

* Inventory control personnel from the central warehouse have been assigned to

supervise the Y SD warehouse;

» A physical inventory of soccer equipment delivered to the Y SD warehouse on May 6,

1998 isin progress;

»  Two computer terminals linked to the central warehouse have been installed to track
inventory received at the central warehouse and subsequently delivered to the Y SD

warehouse;

» Warehouse personnel are in the process of entering al inventory physically counted in

to a perpetua inventory database; and

» Obsolete auto parts inventory has been transferred to the central warehouse and will

be auctioned in June 1998.
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Recommendation 15:

Continue to implement the appropriate processimprovements and war ehouse inventory
controlsto ensurethat all recreational equipment and supplies are properly accounted for
and controlled.

While the review team applauds the efforts of the deputy director of Administration and
Management to improve warehouse processes and controls, additional measures to strengthen the
control environment and improve existing processes are necessary. As the assistant director of
Support Services continues to implement process improvements and controls, the following
improvements should aso be implemented:

» Develop aformal “picking system” in which shelves and areas containing supplies
and equipment are sequentially numbered down each aisle or areato facilitate the
orderly retrieval of stock by warehouse personnel. Orders from program directors
should be printed on assignment sheets by sport. All items stocked in the Y SD
warehouse should be assigned “locator numbers’ that determine the shelf or area
location of each item. Each assignment sheet should include sequential numbers for
items included on the orders that allow for the picking and filling of ordersin an
orderly, sequential manner.

» Instal an interior locking cage to control small equipment and supplies that are easily
converted to cash. Items such as golf balls, golf gloves, golf clubs, lawn equipment,
small instruments, and athletic shoes will be locked in this area.

» Rather than attempting to reconstruct inventory records from purchasing documents,
use the current physical inventory results as a starting point for inventory control and
management. Because of the absence of inventory records, it isimpossible to
determine what the physical inventory balance “should have been.” Using the current
inventory levels as a baseline, the new Y SD warehouse supervisor and assi stant
director of Support Services can develop arationale for the type of recreational
supplies and equipment that should be purchased and stocked in the warehouse based
on seasonal activity and inventory shrinkage. For example, if inventory fluctuations
show relatively few orders for soccer equipment in the winter, inventory levels may
be decreased by ordering only what is projected to be used based on historical usage
patterns. Moreover, if shrinkage is a problem with consumable items such as
baseballs and gloves, management must decide to either to discontinue offering these
items to children or to strengthen the controls over program directors to ensure that
they return the items at the end of the season. Based on the review team’ s discussions
with the warehouse manager for the City of Dallas' Parks and Recreation
Department’ s West Region, acceptable inventory shrinkage levels are between 0.5
and 1 percent of inventory value by type of inventory. Shrinkage in excess of this
level requires extensive analysis of potential sources for the inventory loss.
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IMPLEMENTATION STRATEGIESAND TIMELINE

1. The deputy director of Administration and Management June 1998
directs the assistant director of Support Servicesto
expeditiously complete the physical inventory, implement
aformal picking system, and install alocking cagein the
Y SD warehouse.

2. Theassistant director of Support Services directsthe June 1998
Y SD warehouse supervisor to complete the physical
inventory and update the inventory database.

3. Theassistant director of Support Services works with the June 1998
purchasing manager to obtain necessary suppliesto install
alocking cagein the Y SD warehouse.

4. The assistant director of Support Services, in conjunction June — July 1998
with the Y SD warehouse supervisor, develops aformal
picking system.

FISCAL IMPACT

A small locking cage can beinstalled in the Y SD warehouse at a one-time cost of approximately
$3,000.

Recommendation 1998-99 | 1999-2000 | 2000-01 2001-02 2002-03
Install locking cagein ($3,000) $0 $0 $0 $0
Y SD warehouse

FINDING

The Y SD warehouse does not have aformal, detailed written policy and procedures manual that
outlines both administrative and operational procedures for carrying out current warehouse
operations. Warehouse personnel receive, stock, take inventory of, and disburse equipment and
supplies without the benefit of a consistent set of warehouse policies and procedures. Before the
assistant director of Support Services was assigned responsibility for the warehouse on May 11,
1998, the warehouse supervisor took it upon herself to develop manual receiving documents and
manual inventory checkin and checkout documents. Further, the warehouse supervisor told
members of the review team she was uncomfortable managing warehouse operations without
written shipping, receiving, and inventory procedures.
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Recommendation 16:

Develop a written policy and procedures manual that formally documents PARD policy
and proceduresfor conducting Y SD war ehouse oper ations.

It isimportant that policies and procedures for conducting Y SD warehouse operations be written
and included in aformal warehouse policies and procedures manual. Each employee should use
the manual as a point of reference to understand the policies governing warehouse operations,
and the procedures for implementing the policies. Procedures documented in the manual should
include receiving instructions, delivery instructions, scheduling, warehouse layout, “picking
orders,” calculating reorder points, inventory control (including physical inventory procedures
and related adjustments), handling requisitions through the purchasing department and handling
requisitions of warehouse stock from the central warehouse. Flow charts of processes should be
used to graphically depict procedures and responsibilities contained in aformal policy and
procedures manual.

IMPLEMENTATION STRATEGIESAND TIMELINE

2. The deputy director of Administration and Management June 1998
creates acommittee (chaired by the assistant director of
Support Services) consisting of the warehouse supervisor,
the athletic director, and two youth sports program
directors.

3. The committee meetsto provide input for a draft of the June — July 1998
policy and procedures manual.

4. The assistant director of Support Services, in cooperation July 1998
with the Y SD warehouse supervisor, completes the policy
and procedures manual.

5. The deputy director of Administration and Management July 1998
reviews the draft manual and provides comments.

6. The assistant director of Support Services refines the August 1998
manual and presents the final version to the deputy
director of Administration and Management for approval.
7. 'Y SD warehouse personnel begin using the manual. August 1998
FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

Y SD has not established performance standards and related expectations for Y SD warehouse
operations. Program directors expressed considerable concern about the efficiency of Y SD
warehouse operations and controls to members of the review team. Some directors were
concerned that warehouse personnel were not controlling access to the warehouse and some of
their equipment was missing. Others refused to allow vendors to deliver shipments of T-shirts
and other recreational suppliesto the Y SD warehouse unless they were present because of
concerns about the effectiveness of the receiving process. One program director had so little
confidence in the receiving and subsequent checkout process for uniforms that he created a
checkout form independent of the Y SD warehouse checkout form. To enhance his comfort level
with the checkout process, the program director used the form to record the number and size of
uniforms picked up, the date picked up, the name of the team, and the community center. A copy
of the form was given to the warehouse supervisor when the items were picked up.

Even the warehouse supervisor told members of the review team that deliveriesreceived at the

Y SD warehouse were not inspected to determine if supplies were damaged or if the boxes
contained the number of items ordered. For example, if a shipment is received with a packing
list, warehouse personnel merely referred to the packing list to determine if the correct number of
boxes was received and telephoned the program directors to come and pick up the delivery. Asa
result, some orders were incomplete, causing some program directors to question the ability of

Y SD warehouse personnel to receive shipments.

Warehouse performance standards and related expectations are essential to measure the overal
quality, efficiency, and effectiveness of warehouse operations, including the performance of
warehouse personnel.

Recommendation 17:

Develop and implement performance standards and related expectationsfor YSD
war ehouse oper ations.

Performance standards should be developed for the warehouse linked to expectations for the
overall efficiency and effectiveness of warehouse operations. The performance standards must
be clearly identified, achievable, measurable, and consistent. The following activities produce
meaningful performance measurements against established benchmarks:

* Fillingordersor requests. Total number of orders, month-to-month budget vs.
actual orders, variances, and processing orders on-time and complete vs. late and
incompl ete.

e Order picking. Standard timevs. actual time and errorsin picking orders for
customers (program directors).

Empirical Management Services (Draft Report — May 21, 1998) 3-14



Youth Sports Division Performance Audit

Equipment and Supplies | nventory Control

* Receiving. Total number of deliveriesreceived vs. deliveries rejected based on

inspection and timeliness of processing and stocking.

* Inventory control. Percent of inventory over and short, percent and frequency of
items not in stock, and frequency of physical inventory.

IMPLEMENTATION STRATEGIESAND TIMELINE

1.

The deputy director of Administration and Management
directs the assistant director of Support Servicesto
develop performance standards and expectations.

The assistant director of Support Services surveys
program directors to determine their needs and
expectations when interacting with the Y SD warehouse.

The assistant director of Support Services contacts parks
and recreation departments of various cities and private
warehouse operations to determine the best practices for
establishing performance standards.

The assistant director of Support Services, using data
obtained from the best practices search and the needs and
expectations of program directors, develops warehouse
performance standards.

The deputy director of Administration and Management
reviews and approves warehouse performance standards.

The deputy director of Administration and Management
implements performance standards.

The assistant director of Support Services evaluates the
performance of all aspects of warehouse operations
against standards and expectations.

FISCAL IMPACT

June 1998

July 1998

July 1998

July — August 1998

August 1998

August 1998

June 1999 and each year
thereafter

This recommendation can be implemented with existing resources.

Empirical Management Services

(Draft Report — May 21, 1998) 3-15



Youth Sports Division Performance Audit Appendix A: Summary of Survey Results

Appendix A

HOUSTON PARKS AND RECREATION DEPARTMENT
PERFORMANCE AUDIT OF YOUTH SPORTS PROGRAMS

Summary of Survey Results
Objectives:

Telesurveys Research Associates (TRA) was commissioned through Empirical Management
Services to conduct a study of 500 parents of youths who participated in one or more Y outh
Sports Programs under the Houston Parks & Recreation Department. The study period wasfrom
May 13, 1998 to May 18, 1998.

Sample Selection:

The sample was drawn from completed registration forms for various youth sports programs,
including baseball, basketball, tennis, golf, football, soccer, and the marching band. Of the 2,462
numbers drawn, arandom sample of 1,200 numberswas used to collect the necessary datainthe
four-day field period. A total of 507 cases was completed with the following breakdown:

Program Cases Per cent
Soccer 211 42%
Baseball 32 6%
Basketball 86 17%
Tennis 43 8%
Golf 81 16%
Football 24 5%
M ar ching band 30 6%
Totals 507 100%

Thisresponsefairly representsthe registration percentage for each of the youth sports programs.
Major Findings:

One of the most important findings was revealed by measuring ratings for some of the basic
community services provided by public institutions. We asked respondents at the beginning of
the study how they would rate each of these public service agencieson ascaleof “1” to“5,” with
“1” beinglow and “5” being high. Thefindingsindicate that for the most part, the general public
is very pleased with the services provided by City of Houston public agencies.
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Per cent with
City of Houston Highest
Public Service Agencies Mean Rating of “5”
City Public School System 4.69 83%
Parks and Recreation Department's 4.59 74%
Y outh Sports Program
City Public Library 4.48 63%
City Police Department 4.40 64%
City Fire Department 4.33 60%
City Garbage Collection 4.08 40%

The City of Houston's Parks and Recreation Department's Y outh Sports Program fell into the
highest range of rating. This response reflects the level of contentment that families with
children in a'Y outh Sports Program feel toward the program.

Because we only interviewed adults with children in the household, we noted that compared to
the general population wherethere are 2.9 persons per household in the city of Houston, we have
4.76 persons per household in our sample. There were 3.27 children per household and 1.49
adults.

A breakdown of the enrollment in programs follows:

Enrolled in Excdlent

Program program rating
Basketball 30 26.2%
Tennis 12 36.5%
Soccer 50 31.5%
Baseball/Softball 24 28.3%
Golf 17 52.1%
Football 11 55.3%
Mar ching Thunder 14 53.1%

Sixteen percent of the households had children who used other programsfor recreation and 47.9
percent of these felt their child's program was excellent.

For those who do not use the Y outh Sports Program, 22.4 percent use school sports recreation
programs, 14.5 percent do not participate in sports programs; 7.9 percent do not have a Y outh
Sports Program near their home; and 55.3 percent use other private recreational programs.
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Race/Ethnicity:

The programsreflected most likely represent the percentage breakdown of all of the children by
race and ethnicity in both public and private schools.

Ethnicity Cases Per cent
Anglo, Non-Hispanic 58 11.4 %
African-American 197 38.9%
Hispanic 218 43.0%
Asian 26 5.1%
Other 4 0.8%
Refused 4 0.8%
Totals 507 100.0%

Of the 218 Hispanic respondents, 133 or 61 percent indicated that they would prefer to be
interviewed in Spanish rather than English.

As might be expected, nearly three-fourths (73.4%) of the respondentswho indicated they were
the person most familiar with their child's activities in the Y outh Sports Program were female.

Length of Timein Houston:

The familieswho make use of the Y outh Sports Program are, for the most part, newer to the city
of Houston than the general population.

Lessthan 10 years 22%
10to 19 years 31%
21to 29 years 18%
Over 30 years 29%

As might be expected, Hispanic households are more likely to be the newest population in the
city of Houston.
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Appendix B

HOUSTON PARKS AND RECREATION DEPARTMENT
PERFORMANCE AUDIT OF YOUTH SPORTS PROGRAMS

Telephone Survey Results

Population

n=507

Survey Question

Survey Response

la. Doyou feel that the City of Houston should spend more money, about the same
amount of money, or less money in the next few yearsfor...

City Police Department

City Public Library

City Parks & Recreation
Department’ s Y outh Sports
Program

City Fire Department

City Public Schools system
City Garbage Collection

More Same Less
89% 4% 7%
93% 2% 5%
93% 2% 5%
89% 2% 9%
94% 2% 4%
85% 5% 10%

Total

100%

100%

100%

100%

100%

1b. Why do you fedl the City Parks & Recreation Department’s Y outh Sports Program
should receive the same or less money in the next few years?

The parksarefine and they look good.
They do agood job at the parks.

The program gives kids something productive to do.
Children need these programs.
The program reduces criminal activity, gang participation, and drug usein

youth.

2a. How many peoplein all live in your household?

1

2

3

4

5 6

10

Total

0.2%

4.6%

12%

30.3%

26.1%: 16.1%

6.2%

2.6%

1.2%

0.8%

100%
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Survey Question Survey Response

2b. How many people live in your household that are under the age of 6?

0 1 2 3 4 5 6 Total
59.9% 24.7% 10.3% 3.8% 1.0% 0.2% 0.2% | 100%
Male Female Total
2c. How many people livein your
household under the age of 6 that 40% 60% 100%
are...

2d. How many people live in your household that are between the ages of 6 and 12?

0 1 2 3 4 5 6 Total
19.7% 36.7% 31.6% 9.3% 2.2% 0.4% 0.2% | 100%
Male Female Total
2e. How many people livein your
household between the ages of 6 80% 20% 100%
and 12 that are...

2f.  How many people live in your household that are between the ages of 13 and 187

0 1 2 3 4 Total
51.1% 30.2% 14.2% 3.7% 0.8% : 100%
Male Female Total
29. How many people livein your
household between the ages of 13 49% 51% 100%
and 18 that are...
Yes No Total
3a. Inthe past three years, has/have
your child/children participated in 71% 29% 100%
any Houston Parks and Recreation’s
Y outh Sports Program?
Yes No Total
3b. Arethey enrolled in a Houston
Parks and Recreation’s Y outh 57% 43% 100%
Sports Program now?
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Survey Question Survey Response
Yes No Total
4a. Did your child/children participate
in any basketball programs for 30% 70% 100%
children ages 6 to 18?
Excellent | Good Fair Poor | Total
4b. Didyou feel the basketball program 26% 58% 7% 9% | 100%
for your child was...
Yes No Total
5a. Did your child/children participate
in atennis program for children 12% 88% 100%
ages 6to 187
Excellent | Good Fair Poor | Total
5b. Didyou feel the tennis program for 38% 44% 10% 8% | 100%
your child was...
Yes No Total
6a. Did your child/children participate
in a soccer program for children 50% 50% 100%
ages5t0 197
Excellent | Good Fair Poor | Total
6b. Did you feel the soccer program for 3004 44% 11% | 13% | 100%
your child was...
Yes No Total
7a. Did your child/children participate
in abaseball program for children 24% 76% 100%
ages 10 to 147
Excellent | Good Fair Poor | Total
7b. Didyou fegl the baseball program 28% 59% 7% 6% | 100%
for your child was...
Yes No Total
8a. Did your child/children participate
in agolf program for children ages 17% 83% 100%
10to 15?
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Survey Question Survey Response

Excellent | Good Fair Poor | Total

8b. Didyou feel the golf program for 5204 1% 6% 1% | 100%
your child was...

Yes No Total
9a. Did your child/children participate
in afootball program for children 11% 89% 100%
ages 10 to 18?

Excellent | Good Fair Poor | Total
55% 39% 4% 2% 100%

9b. Didyou feel the football program
for your child was...

Yes No Total
10a. Did your child/children participate
in the Marching Thunder band for 14% 86% 100%
children?

Excellent | Good Fair Poor | Total
53% 31% 8% 8% 100%

10b. Did you feel the Marching Thunder
band for your child was...

Yes No Total
11a. Did your child/children participate
in any other City of Houston Parks 17% 83% 100%
and Recreation’s Y outh Sports
Programs?
Excellent | Good Fair Poor | Total
11b. Did you feel the program for your 48% 45% 7% 0% | 100%
childwas...

Excellent | Good Fair Poor | Total

12. How would you rate the
performance of the people who run 8% 9% 45% | 38% | 100%
the programs in which your
child/children participate?
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Survey Question Survey Response

13. Youindicated that you have children between the ages of 6 and 18. Why have they
not participated in any of the Houston Parks and Recreation Y outh Sports Programs
this past year?

Children usetheir school recreational programs 22%

Children are not into recreational activities 15%

No Houston Parks & Recreation Youth Sports 8%
Program near us

Other 55%

14. If you could give some advice to improve the quality of Houston Parks and
Recreation’s Y outh Sports Programs for the youth in the City of Houston, what one
or two things would you recommend?

* Morecoaches and better instructors

* Moreparental participation

» Better organization of programsand schedules

* Moreinformation, better communication, and mor e advertisement of
programs

e Better distribution of funds

Lessthan| 10-19 | 20-29 | 30+ | Total
10years | years | years | years

22% 31% 18% | 29% : 100%

15. How long have you lived in the
City of Houston?

Anglo African Hispanic | Total
American
16. What isyour ethnicity? 18% 39% 43% 100%
Male Female Total
17. What isyour gender? 27% 73% 100%
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HOUSTON PARKS AND RECREATION DEPARTMENT

Appendix C

PERFORMANCE AUDIT OF YOUTH SPORTS PROGRAMS

Cross-tabulation of Specific Questions | ndicating
Customer Satisfaction by Youth Sports Program

Population
n=507

Survey Question

Survey Response

1. Didyou fee the basketball program for your child was...

Excellent
Good
Fair

Poor

2. Didyou feel the tennis program for your child was...

Excellent
Good
Fair

Poor

3. Didyou feel the soccer program for your child was...

Excellent
Good
Fair

Poor

Anglo African Hispanic | Total
American
12% 52% 36% 100%
13% 54% 33% 100%
- 78% 22% 100%
18% 36% 46% 100%
Anglo African Hispanic | Total
American
58% 26% 16% 100%
23% 59% 18% 100%
40% 60% - 100%
- 50% 50% 100%
Anglo African Hispanic | Total
American
12% 35% 53% 100%
13% 25% 62% 100%
23% 36% 41% 100%
14% 24% 62% 100%
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Survey Question Survey Response

4. Did you fed the baseball/softball program for your child was ...

Anglo African Hispanic | Total
American
Excellent 17% 37% 46% 100%
Good 16% 45% 39% 100%
Fair 29% 57% 14% 100%
Poor - 43% 57% 100%
5. Didyou feel the golf program for your child was...
Anglo African Hispanic | Total
American
Excellent 28% 39% 33% 100%
Good 21% 51% 28% 100%
Fair 50% 25% 25% 100%
Poor - - 100% 100%
6. Didyou feel the football program for your child was...
Anglo African Hispanic | Total
American
Excellent 8% 57% 35% 100%
Good 17% 61% 22% 100%
Fair - 50% 50% 100%
Poor - 100% - 100%
7. Didyou feel the Marching Thunder Band for your child was...
Anglo African Hispanic | Total
American
Excellent 9% 79% 12% 100%
Good 5% 85% 10% 100%
Fair - 80% 20% 100%
Poor 20% 60% 20% 100%
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Survey Question Survey Response

8. Didyou feel other programs for your child were...

Anglo African Hispanic | Total

American
Excellent 18% 44% 38% 100%
Good 13% 46% 41% 100%
Fair 20% 40% 40% 100%

Cross Tabulation Demographics

1. How many peoplein al live in your household?

Anglo African Hispanic
American
1 - 1% -
2 5% 7% 2%
3 15% 19% 4%
4 39% 29% 27%
5 17% 24% 31%
6 18% 11% 20%
7 5% 6% 7%
8 1% 1% 5%
9 - - 3%
10 - 2% 1%
Total 100% 100% 100%

2a. How many people live in your household that are under the age of 6?

Anglo African Hispanic
American
0 68% 65% 50%
1 18% 24% 28%
2 8% 8% 13%
3 6% 2% 5%
4 - 1% 2%
5 - - 1%
6 - - _ 1%
Total 100% 100% 100%
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Survey Question Survey Response

2b. How many people livein your household under the age of 6 that are...

Anglo African Hispanic
American
Male 32% 34% 49%
Female 68% 66% 51%
Total 100% 100% 100%

3a. How many people live in your household that are between the ages of 6 and 12?

Anglo African Hispanic
American
0 27% 19% 17%
1 36% 36% 36%
2 32% 27% 36%
3 5% 13% 8%
4 - 3% 3%
5 - 1% -
6 - 1% -
Total 100% 100% 100%

3b. How many people live in your household between the ages of 6 and 12 that are...

Anglo African Hispanic
American
Male 73% 81% 83%
Female 27% 19% 17%
Total 100% 100% 100%

4. How many people live in your household that are between the ages of 13 and 18?

Anglo African Hispanic
American
0 46% 50% 52%
1 36% 32% 27%
2 14% 14% 15%
3 4% 3% 5%
4 - 1% 1%
Total 100% 100% 100%
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Appendix D

HOUSTON PARKS AND RECREATION DEPARTMENT
PERFORMANCE AUDIT OF YOUTH SPORTS PROGRAMS

Focus Group Comments

Program participants and parents were invited to participate in focus group sessions held at
various park locations around the city. These sessions were conducted for the following youth
sports programs:

* Soccer

» Baseball/Softball/T-ball

* Basketball

* Hag Football

e Tennis (Zina Garrison program)
o Golf

e Marching Thunder Band

* Cycling

Information obtained from the sessions hel ped guide the review team through the management
and performance review. Thefollowing isasummary of the comments received from the focus
groups.

Commentsreceived from the groupsfollow. The opinions expressed, which arelisted by
thetopic, are presented toillustrate program participants and parents perceptions of the
Houston Parks and Recreation Department’s Y outh Sports programs and do not reflect the
findings or opinions of the review team.

GOLF (Participants)

How many years have you been in the program?
* One-third of the kids have been in the program for one year.
» Two-thirds of the kids have been in the program for two years.

What have you been |learning?
* How to hold agolf club and how to place it
* Thebasic rules of golf
»  Good sportsmanship; not to hit anyone with a golf club
» Good safety positions
* How to place agolf club whenit's not in use
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GOLF (Participants) continued

What do you like about the program?
» Hitting balls
e Learning golf
* Learning how to be the next Tiger Woods

What do you like about the instructors?
* Theinstructors make you try.
» Theinstructors spend time to come to teach us.
* Theinstructors are nice and fun.

What don’t you like about the golf course?
There' s nothing we don'’t like about the golf course.

How often do you play?
We play once aweek.

Is that enough?
*  One-third of the kids said yes.
* Two-third of the kids said no.

Did you like the program? Did you learn more this year than you learned last year?
We learned more last year because classes were held every day, and we went to the golf
course.

Areyou learning a lot?
* One-half the kids said yes.
*  One-haf thekids said no.

What would you do differently about this class?
The class should provide more freebies.

GOLF (Parents)

How long have you been in the program?
| have afour-year old son, and thisis hisfirst year.

What has he been learning?
He slearning the basics. Last week was hisfirst week.

What do you like about the program?
He wants to be Tiger Woods. | like that he' s learning golf.
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GOLF (Parents) continued

Isthisthe only program he'sin?
Yes, itis.

What don’t you like?
Thereisnothing | don’t like about the program.

How did you hear about the program?
The school sent flyers home with kids.

Isthere any cost for the program?
No, the program is free.

Do parents come to the golf classes with the kids?
Not many parents come to the golf classes.
FLAG FOOTBALL (Participants)

How many years have you been in the program?
* One-half the kids have been in the program one year.
*  One-half the kids have been in the program two years.

What do you like about the program?

* Travel

*  Teamwork

* Fun

* Learning the skills of the game
» Keeping busy

e Staying out of trouble

How did you find out about the program?
* FHyers
* Friends
» Coach at school

What would you change about the program?
We want contact football instead of flag football.

Do you play all year?
We play 2 to 3 months of the year.
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FLAG FOOTBALL (Participants) continued

Do you play other sports?
» Basketball
o Softball
Four kids play one other sport and three kids play two other sports.

Isthere a cost to participate in the program?
There' s a $3 registration fee; parents think thisfeeis okay. Three dollars buys uniforms,
transportation, and equipment.

Have you learned more this year than last year?
Yes

Wil you participate again next year?
Three-fourths of the kids said they will participate again next year.

Do you play sports for school?
One-third of the kids play sports for school.

CYCLING (Participants and 2 Parents)

How long have you been in the program?
Some participants have been in the program for as long as five years, but for most thisis
their first year.

What do you like about the program?
The cycling program got me interested in racing.

What do you think about the level of instruction?
» The participants say the instruction is good, fun, they make the practice races like real
races, and the instructors are great.
* Parents say the quality of the classis good.

What do you think of the track facility?
The facilities are good for the budget, but could be better. There are no changing
facilities or bathrooms, only portable toilets. We need lockers.

Does the cycling program prepare you to compete locally and nationally?
Y es, two kids participate in competitions, both locally and nationally.
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CYCLING (Participants and 2 Parents) continued

Tell me about the cycling classes.
Classes are held two hours a day on Mondays and Wednesdays for three weeks. The
classes are agood value, and are free for kids under 18. Classes could be improved by
adding more practice races.

Is transportation provided by the city for getting to the veladrome?
No, the city does not provide transportation.

How do you enrall in the cycling program and how did you hear about it?
There is not enough publicity. You can rent abike here for $3. There’'s ayearly pass
available for $30 to use the veladrome.

TENNIS (Participants and Parents)

How long have you been in the program?
The majority have been in the program four years.

Do you participate in other sports?
No, | don’t.

What do you think of the quality of instruction?
» Thequadlity of instruction is very good.
» Kidsare very competitive.
 Wedoalot of conditioning work.

Have you improved your skills since joining the program?
* Yes, skills have improved significantly.
* Oneparent said it has helped his son’s attitude toward school, lifestyle, etc. It has
given him something to succeed in.

The Zina Garrison programis far superior to the City program.
* More practice.
e Tournament play.
» Better coaches.

Does the city provide transportation for getting to the Zina Garrison program?
No transportation is provided. Our parents bring us.
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TENNIS (Participants and Parents) continued

I's there anything about the program you would like to see changed?

* Thequality of the courts needs improvement. They have cracks.

» At McGregor Park the restrooms are in disrepair.

* Nophoneisavailable at Lee LeClear Tennis Courts so that kids can call parentsto let
them know if agameis canceled.

* Kidsinthe Zina Garrison tennis program get no subsidies, product discounts, or
recognition.

* There needs to be more education about tennis and Zina Garrison.

Does the city provide travel assistance when kids travel for games and competitions?
Parents say no. Wefeedl dighted in this program.

MARCHING THUNDER

How long have you been in the program?
Most have been in the program for four or five years.

What do you like about the program?
*  Welikethediscipline.
*  Weget to perform at Rockets games.
* It keepsusbusy.
*  We meet people from different schools.
» Theinstructors check our grades; we are not allowed to be in the program if we are
not passing all courses at schooal.
» People care about you like afamily; they are very supportive.
* Wehavealot of fun.
* We have an opportunity to show our talent.

What could be improved about the program?
» Weneed morefacilitiesto practicein.
* We need better support from the city (e.g., transportation).

How did you find out about the program?
We found out through friends; some through school.
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BASKETBALL (Select Team)

How long have you been in the program?
The majority arein their first year.

What do you think about the program?
» Thereis more competition here (at the Fondine center) than at school.
» We participate two times per week.

How did you hear about he program?
We heard about the program through the coach.

What do you like about the program?
Participants say it is:
e Lesspressured.
* More competitive.

Parents say:

» Kidsget alot of exposure because various basketball players and officials cometo the
Fonde center. It'swell-known.

» There s better competition.

* It'sagood atmosphere for basketball.

* There'sno feefor the program.

How do you get here?
» Participants say their parents take them.
» Parents say the kids travel to four different places. The league pays for the trips; for
the most part, parents don’t need to pay.

What don’t you like about the program?
* Participants say they wouldn’t change anything.
» Coaches say they would like to see the program expanded to be broader-based.
» Parents say they would like to see inter-league playoffs.

SOCCER (Participants and Parents)

How long have you been in the program?
Most participants have been involved for two years.

How do you like the program?
o It'sfree
» The program offers good training.
» The soccer program teaches basic skills.
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SOCCER (Participants and Parents) continued

What do you think about the quality of instruction?
It's good.

Do you play soccer in school?
The soccer program at the city parksis better. The elementary schools don’t have a
soccer program.

How many days per week do you play?
| play two days.
Does the city provide transportation?
The city provides transportation, the coach brings some kids, and the parents bring others.

Isthere a cost to participants for participating in the program?
There are no fees.

|s there any aspect of the program you'’ d like to see changed or improved?
*  We need better fields.
* We need better recognition and incentives for participants.

BASEBALL (Participants & Parents)

How long have you been in the program?
Most have been in the program one year; one person has been involved for three years.

Are you in multiple programs (i.e., programs other than this one)?
About one-half of the participants are involved in other sports such as baseball and
basketball.

What do you like about the program?
e Uniforms
* Learning to play baseball
»  Opportunity to cooperate
e Learning good sportsmanship

How do you feel about the quality of instruction?
The quality of instruction is good.

Is the program accessible?
Y es;, most participants live nearby.

Does the city provide transportation?
Kids are bused in only for games and competitions.
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BASEBALL (Participants & Parents) continued

I's there anything you don’t like about the program?
There is not enough equipment and the program is understaffed.

How did you hear about the program?

We heard about the program from news, friends, letter from school, and an ad outside the
park.

Isthere a cost to participate in the program? Are the fees, especially for travel, prohibitive for
parents?

Thereisno cost for participating in the program.
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