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EXECUTIVE SUMMARY

As per City Council directive authorized on October 2, 2017, the Internal Audit Division
conducted a Cost / Benefit Analysis Audit of any Sports Tournaments co-sponsored by the City
of Laredo in Fiscal Year 2017. Specifically, the audit was to consist of a review of all City
expenses to include department personnel expenses, supplies, equipment and in-kind services
utilized to support the leagues, including local economic impact (“heads in beds”) and sales tax
generated for each tournament. Additionally, it was requested that an analysis of each
tournament be conducted to ensure that all parties received the same amount in assistance and
whether or not the tournaments were brought before City Council for approval.

The scope of this audit consisted of a cost / benefit review of pertinent City expenses and
revenue associated with sports tournaments co-sponsored by the City of Laredo. The audit
sample consisted of three (3) sports tournaments assisted by the City in Fiscal Year (FY) 2017,
and they consisted of the Border Olympics Baseball Tournament, the Pony Girls League Team
World Series Softball Tournament and the Latin American Tournament.

This report contains a total of four (4) findings and one (1) observation along with
recommendations pertinent to our review for improved accountability of City services provided
for co-sponsored events, as well as improved availability of post event data needed to calculate
the “total economic impact” of any event.

Based upon the audit test work performed and the findings, observations and
recommendations noted below, we concluded that:

1. City expense tracking mechanism in the form of a City issued Project Number not
consistently issued nor utilized for tournaments co-sponsored by the City. A Project
Number is a unique identifier code assigned to projects, events, etc. in the City’s I-Series
System that can track expenses for any particular event when the project code is assigned
and utilized by staff in coding payroll expenses, initiating purchase requisitions, etc.

2. Executed contracts with third-parties organizing tournaments, which outline City services
to be provided and corresponding authorized budgets or expenditure caps for co-
sponsored special events, not utilized for all of the tournaments reviewed. It should be
noted that in our review of the three (3) tournaments in our sample assisted by the City,
only the Laredo Pony Association had an executed contract authorized by City Council
on June 5, 2017; however, no similar contracts were found with the Border Olympics
Baseball Tournament nor the Latin American Tournament. On a side note, Border
Olympics does have a Third-Party Funding Agreement in place with the City where
reimbursement funding is provided to Border Olympics, Inc. for some of the expenses
incurred from their various tournaments. This does not include any in-kind services
provided by the City (Parks Department) to get the needed baseball and softball fields
tournament ready.

3. Field Rental Fee(s) waivers do not appear to be authorized consistently. As part of the
authorized agreement between the City of Laredo and the Laredo Pony Association
(LPA) for the 2017 Pony Girls League Team World Series Softball Tournament, the
Field Rental Fees were waived according to Article IV (Obligations of the City) which




stated that the “City will provide at no cost to the LPA the following softball fields and
amenities in tournament condition as needed from July 18, 2017 through July 23, 2017 -
providing for one (1) rain day.” In reviewing the other two (2) tournaments in our
sample, we could not find a payment for applicable Field Rental Fees for their
corresponding tournaments in the I-Series System and could not identify any contracts or
documentation authorizing a waiver of these fees.

4. Post event data regarding tournament participants, visitors, hotel-motel stays, hotel-motel
room rates etc. was not readily available and had to be requested from the third-parties
organizing the tournaments reviewed in order to obtain an (estimated) economic impact
of these events.

5. While all of the tournaments reviewed provided verified certificates of insurance to cover
each respective tournament event, the requirements varied for each tournament. While
the Laredo Pony Association met the insurance requirements outlined in their tournament
contract with the City; Border Olympics, Inc. met the insurance requirements noted in
their Third-Party Funding agreement with the City, and Northside Little League, the
organizer of the Latin American Tournament, met the insurance requirements noted in
their Field Use License Agreement with the City. Each agreement had different
insurance requirements.

Please keep in mind that the above conclusions are only a summary, and more detailed results
can be found in the ensuing audit report. We recommend that the City of Laredo’s Special
Events Policy be utilized to assist with the coordination of special events co-sponsored by the
City. Since this policy was developed back in 2012, we would recommend that the City of
Laredo’s Special Events Policy language be reviewed and amended to address any new areas of
concern and provide additional clarification and training to City staff wherever needed.
Additionally, we would recommend amending the policy language to incorporate the creation
and utilization of a unique Project Number for each event authorized in order to track the actual
City expenses of the event. We would, also, recommend incorporating language into the policy
that written requests for assistance from third-party organizers along with corresponding cost
estimates / budgets for City services requested be submitted for approval to the City Manager
and/or City Council depending on the dollar value of the assistance needed. Additionally, any
waivers of any applicable City fees, for instance, “Field Rental Fees” should be submitted to City
Council for authorization of any fee waivers or that the pertinent Code of Ordinances be
amended to allow for fee waivers or discounts for certain special events where the City is co-
sponsoring and providing assistance. We would, also, recommend that post event reporting be a
mandatory component of the Special Events Policy that would provide a recap of the event
within a reasonable amount of time that would include budget to actual expense analysis from
the City, as well as actual post event data on participants / visitors, hotel-motel occupancy and
rates, sales tax generation, etc. from the third-parties organizing the event in order to assess the
cost / benefit of each event assisted. Finally, it is recommended that universal insurance
requirements for sports tournaments hosted on City property be developed and required of all
third-parties organizing these types of events.



BACKGROUND

As per City Council directive authorized on October 2, 2017, the Internal Audit Division
conducted a Cost / Benefit Analysis Audit of any Sports Tournaments co-sponsored by the City
of Laredo in Fiscal Year 2017. Specifically, the audit was to consist of a review of all City
expenses to include department personnel expenses, supplies, equipment and in-kind services
utilized to support the leagues, including local economic impact (“heads in beds”) and sales tax
generated for each tournament. Additionally, it was requested that an analysis of each
tournament be conducted to ensure that all parties received the same amount in assistance and
whether or not the tournaments were brought before City Council for approval.

In the past, various third-party organizations have come before City Council to request assistance
for upcoming events, i.e. sports tournaments being one example of these events. To clarify, in
most instances where assistance from the City is requested for tournaments, the City’s
“sponsorship” is in-kind, through services provided. In the most recent instances where sports
leagues have requested assistance from the City for co-sponsorship of these tournaments, the
leagues have cited economic development as the catalyst to holding these events. Specifically,
with the participation of out-of-town teams in these tournaments, the belief is that these visitors
to the City will spur economic development by spending money at our local businesses, and, by
extension, that the City would generate additional revenue through sales and use tax and hotel-
motel occupancy tax revenue.

To provide a better understanding of the assistance provided by the City when it comes to
tournaments organized by third-parties, typically the request is for the use of certain City fields
and for in-kind services provided by the City, i.e. preparation and maintenance of requested
fields, garbage collection, traffic control, just to name a few. In total, we received expense data
for three (3) tournaments assisted by the City in 2017. In order to provide a better understanding
of the services provided by the City, as well as the costs associated with those services, it is
important to provide some background on the major tournaments assisted by the City in 2017.

Tournaments Assisted by the City in Fiscal Year 2017
Border Olympics Baseball Tournament
This three (3) day tournament was held on February 23, 2017 through February 25, 2017. As per
the representatives from the Border Olympics Baseball Tournament, there were a total of fifty
(50) teams that participated in the tournament, with forty-three (43) teams from out-of-town. As
per Parks & Leisure Services (Parks) Department staff, the following City fields were utilized for
this tournament:

e Uni-Trade Stadium;

e Slaughter Park (One (1) Field); and

e Freddie Benavides (One (1) Field).

In discussions with Parks staff regarding the amount of preparation needed for the fields utilized
above, they stated that, prior to the Border Olympics Baseball Tournament, the aforementioned
fields were eighty-five (85%) percent ready prior to tournament preparation.



Pony Girls League Team World Series Softball Tournament

This tournament was held on July 18, 2017 through July 22, 2017. As per the representatives
from the Pony Girls League Team World Series Softball Tournament, there were a total of
ninety-two (92) teams that participated in the tournament, with eighty (80) teams from out-of-
town. The following City fields were utilized for this tournament:

e Uni-Trade Stadium (For the Opening Ceremony)

e Independence (Two (2) Fields) — As per Parks staff, the fields at Independence were
seventy-five (75%) percent ready prior to tournament preparation;

e Benavides Softball Complex (Three (3) Fields) — As per Parks staff, the fields at
Benavides Softball Complex were ninety (90%) percent ready prior to tournament
preparation; and

e Base Fields (Eight (8) Fields)*

o0 Base Field 1: Eighty (80%) ready prior to tournament preparation;

0 Base Field 2*: New Construction; Field did not exist prior to the Pony
Tournament. As per Parks staff, all work done in-house with exception of
the laying of the field turf which was contracted out. Construction began
in March 2017 and was completed by June 2017 with an estimated cost of
$50,000.00 as per Parks Department staff;

0 Base Field 3: Ninety (90%) percent ready prior to tournament
preparation;

o0 Base Field 4: Eighty-five (85%) percent ready prior to tournament
preparation;

0 Base Field 5*: New Construction; All work done in-house. As per Parks
staff, with the relocation of the fencing around Base Field 4 to its original
length of 200 feet, the additional sod was used for Base Field 5.
Construction began in March 2017 and was completed by June 2017 with
an estimated cost of $25,000.00 as per Parks Department staff;

0 Base Field 6: Eighty (80%) percent ready prior to tournament preparation;

0 Base Field 7: Ninety (90%) percent ready prior to tournament
preparation; and

0 Base Field 8: Seventy-five (75%) ready prior to tournament preparation.

Latin America Tournament

This two (2) day tournament was held on September 16, 2017 through September 17, 2017. As
per the third-party representatives from the Latin American Tournament, there were a total of
forty-six (46) teams that participated in the tournament, with thirty-four (34) teams from out-of-
town. As per Parks Department staff, the following City fields were utilized for this tournament:
Uni-Trade Stadium;

Taylor Field (One (1) Field);

Anna Park (One (1) Field); and

Slaughter Park (Five (5) Fields)

In discussions with Parks staff regarding the amount of preparation needed for the fields utilized
above, they stated that, prior to the Latin American Tournament, the aforementioned fields were
ninety (90%) percent ready prior to tournament preparation.



City of Laredo “Field Rental Fees”

Additionally, it is important to note, as part of the background of this audit, that the City of
Laredo has ordinances in place that address “Field Rental Fees”, which consists of rates
established for the rental of recreational fields, as well as requirements for current liability
insurance pertinent to field rentals. Specifically, Chapter 23 (Parks & Leisure Services), Article
I (In General), Section 23.6 (Field Rental Fees) of the Code of Ordinances addresses the
following rental fee rates:

Field Rental Fees for Recreational Facilities

Rentals

Deposits

Tournaments

Rates per Field

Baseball /
Softball Fields

$50.00 / Day

e $100.00/ Day
without Lights;

e $30.00 Added with
Lights;

e 3$20.00 Field
Markings; and

e $100.00/ Day for
Concession Rental.

*Tournament Rates see

(a).

e $25.00/ Hour
without Lights;

e $30.00 / Hour Added
with Lights;

e $20.00 Field
Marking.

*Additional Field
Rentals Require
Additional Deposits.

Soccer Fields

$50.00 / Day

e $25.00/ Hour
without Lights;

e $30.00/ Hour with
Lights;

e $100.00/ Day; and

e $425.00/
Tournament.

Basketball
Rental Outdoor

$50.00 / Day

e $33.00/Hour
without Lights;

e $50.00 / Hour with
Lights; and

e $330.00/ Day with
Lights.

(a) Tournament Fees for a One-Day Event .......... $500.00.

Additionally, Section 23.6 of the Code of Ordinances also includes baseball rental fees for Uni-
Trade Stadium for turn-key baseball use to include amateur and professional organized leagues
and teams. The following rental fees are noted for Uni-Trade Stadium:

Turn-Key Baseball Rental Fees for Uni-Trade Stadium

Facility Use

Rate

Total

Site Rental

$600.00 / Day

$600.00




One (1) Game Administrator | $100.00 / Day $100.00
Two (2) Police Officers $200.00 / Officer / Game $400.00 / Game
One (1) Scoreboard Operator | $50.00 / Game $50.00
One (1) Announcer $50.00 / Game $50.00
One (1) Ticket Salesperson $35.00 / Game $35.00
One (1) Ticket Collector $35.00 / Game $35.00
One (1) Clerk $40.00 / Game $40.00
Two (2) Custodians $100.00 / Custodian / Day $200.00 / Day
Two (2) Groundskeepers $145.00 / Groundskeeper / $290.00 / Day
Day
Total: $1,800.00

*Current Liability Insurance is required for Field Rental.




AUDIT SCOPE AND METHODOLOGY

The scope of this audit consisted of a cost / benefit review of pertinent City expenses and
revenue associated with sports tournaments co-sponsored by the City of Laredo. Three (3) sports
tournaments assisted by the City in Fiscal Year (FY) 2017 were reviewed for this audit, and they
consisted of the Border Olympics Baseball Tournament, the Pony Girls League Team World
Series Softball Tournament and the Latin American Tournament. As part of our review, we
requested the following information from various City Departments:

e Listing of any and all sports tournaments assisted by City during FY 2017,

e Project Number Activity Listings, if available, from the City’s I-Series System for the
three (3) sports tournaments reviewed;

e City expenditure reports for those sports tournaments without a project number assigned;

e Copy of the executed agreement between the City of Laredo and the Laredo Pony
Association for the 2017 Pony Girls League Team World Series Softball Tournament
approved by City Council on June 5, 2017,

e Copies of executed Third-Party Funding Agreements between the City of Laredo and
Border Olympics, Inc. for fiscal years 2017 and 2018;

e Copies of required Certificates of Insurance from each of the three (3) sports tournament
organizers;

e Copy of the current code of ordinances pertaining to the Parks Department / City Field
Rental Fees and Uni-Trade Stadium Rental Fees (Chapter 23 (Parks & Leisure Services),
Article I (In General),Section 23.6 (Field Rental Fees));

e Copy of the City of Laredo’s Special Events Policy and Procedures authorized by City
Council on December 3, 2012,

e Tournament data (actuals, if available) from each of the three (3) tournament organizers
pertaining to number of participants and visitors, hotel / motel room nights, room rates,
etc.;

e Projected Economic Impact Formulas utilized by the City’s Convention & Visitors’
Bureau (CVB) (Obtained through studies from the University of Arizona and the
National Association of Sports Commissions).

The audit began with interviews with pertinent Parks Department staff responsible for any
planning and/or coordination of any sports tournaments co-sponsored by the City of Laredo.
Requests for listings of any and all sports tournaments assisted by the City in fiscal year 2017, as
well as corresponding City expenditure reports were requested of the Parks Department. Copies
of certificates of insurance as well as any post event data (i.e. number of participants and teams,
number of out-of-town participants and teams, number of actual hotel room night stays, actual
room rates, etc.) were requested of the Parks Department, Convention & Visitors’ Bureau (CVB)
and the third-party tournament organizers. Additionally, we enlisted assistance from the City
Secretary’s Office for copies of the following contracts / agreements: 2017 Pony Girls League
Team World Series Softball Tournament and the Third-Party Funding Agreement with Border
Olympics, Inc. The audit test work consisted of a review of any authorized contracts to gain a
better understanding of the responsibilities of each party, applicable budgets and/or expenditure
caps on City services requested. Additionally, our test work included a review of any and all
City expenditure reports either electronically produced through the City’s I-Series System or
manually compiled by the Parks Department for each sports tournament in our sample that was



assisted by the City. A review for certificates of liability insurance was conducted in order to
verify compliance with requirements noted in authorized contracts or as per City of Laredo Code
of Ordinances Chapter 23 (Parks & Leisure Services), Article | (In General), Section 23.6 (Field
Rental Fees). Finally, we enlisted assistance from the Convention & Visitors’ Bureau (CVB) on
utilization of projected economic impact formulas in order to determine the economic impact of
each sports tournament based off of post event data provided by the tournament organizers and
averages obtained from studies conducted by the University of Arizona and the National
Association of Sports Commissions.



AUDIT RESULTS & RECOMMENDATIONS (PARKS & LEISURE SERVICES
DEPARTMENT)

What follows below are the results and recommendations made as a result of this audit, but first,
we would like to provide a cost / benefit breakdown of City revenue and expenses for each of the
three (3) tournaments reviewed as part of this audit. One of the components of this audit was
determining what the economic impact of each tournament was, and while that figure can be
obtained for hotel stays with actual data obtained through the tournament organizers; sales tax,
however, is difficult because that revenue is not earmarked by event. We did obtain assistance
from the Convention & Visitors’ Bureau (CVB) in the form of an Economic Impact Formula
developed through a study from the University of Arizona and the National Association of Sports
Commission. What follows below are the hotel stays generated, the (estimated) economic
impact and the City’s cost for services provided per tournament.

On the City expenditure side, it is important to note that in the case of the Border Olympics
Baseball Tournament and the Latin America Tournament, no project numbers were assigned nor
utilized to track City expenses, so the expenses reflected below for each of these tournaments
were compiled from what Parks Department staff recall needing in order to get the requested
fields “tournament” ready.

1. Border Olympics Baseball Tournament

Hotel Use during 2017 Border Olympics Baseball Tournament

Actual Room S Spent in
Nights** Accommodations
Hotels Stays in Laredo 240%* $22,800.00
Total Spent in Accommodations: $22,800.00

**Room Nights = Total Rooms x Total Nights; Data Provided by Tournament Organizers; *Partial
Hotel Accommodations Information Submitted, Border Olympics only able to Provide Data
from La Posada Hotel.

The City of Laredo's current hotel occupancy tax rate is 14%. This rate consists of 7% for the
City of Laredo; 1% for Webb County; and 6% for the State of Texas.

Hotel-Motel Occupancy Tax
Generated by Percentage

Allocation:
City of Laredo (7%) $1,596.00
Webb County (1%) $228.00
State of Texas (6%) $1,368.00

Total Hotel-Motel Occupancy
Tax Generated for the Border
Olympics Baseball Tournament $3,192.00



*Unable to Reflect Full Amount of Hotel-Motel Occupancy Tax Generated for the City of
Laredo since Partial Data Provided on Tournament Hotel Stays. Amount Reflected below
Pertains to Only 240 Room Nights Noted by Border Olympics from La Posada Hotel.

Total Economic Impact for 2017 Border Olympics Baseball
Tournament*

43
20

860

$136.71

$117,570.60

$352,711.80
$22,800.00
$329,911.80

Teams**
Members Per Team**
Out of Town Team Members

Average Spent Per Day*

Average Number of Nights**
Total Economic Impact of
Event

S Spent on Accommodations
$ Spent on Food, Gas, etc.

*Average Spent Per Day: Based on the study from the University of Arizona and the National
Association of Sports Commission. Above Economic Impact Formulas provided by City of Laredo

Convention & Visitors' Bureau (CVB).
**Data Provided by Tournament Organizers

The City of Laredo's current sales tax rate is 8.25% and is allocated as follows: 0.50% for Webb
County; 0.25% for Mass Transit; 0.25% for Sports Venue; 1.00% for City of Laredo; 6.25% for

State of Texas.

Estimated Sales & Use Tax Generated by
Percentage Allocation:

City of Laredo (1%)

Mass Transit (0.25%)

Sports Venue (0.25%)

Webb County (0.50%)

State of Texas (6.25%)

Total Estimated Sales & Use Tax Generated
for Border Olympics Baseball Tournament

$3,527.12
$881.78
$881.78
$1,763.56
$22,044.49

$29,098.72

Estimated Total Sales & Use
Tax Generated for the City
of Laredo

$5,290.68



Parks Department Expenditures Pertaining to the Border Olympics Baseball
Tournament

Expense Category Expense Total Description

Parks Department Payroll Expenditures for Thirty
(30) Crew Members. Obtained through a verification
of Timecards and “Hours Detail Listing” reports for
Personnel Services $17,780.12 | pertinent Parks Department staff.

Materials needed for Preparation of Fields. Obtained
through information manually compiled by Parks staff
Materials & Supplies $31,796.48 | through a review of the I-Series System.

Estimated by Parks staff at $30.00 / Hour for Thirty-
Six (36) Hours (Rate Obtained from City’s Code of
Electricity $1,080.00 | Ordinances)

Total Estimated
Expenses $50,656.60

Since no project numbers were assigned nor utilized to track City expenses, the expenses
reflected above for the Border Olympics Baseball Tournament were compiled from what Parks
staff could recall needing in order to get the requested fields “tournament” ready. A compiled
report of City expenditures pertinent to the Border Olympics Baseball Tournament can be found
at the end of this report in Exhibit 1.

2. Pony Girls League Team World Series Softball Tournament

Hotel Use during 2017 Pony Girls Softball Tournament

Actual Room S Spent in
Nights** Accommodations
Hotels Stays in Laredo 2,032 $189,859.49
Total Spent in Accommodations: $189,859.49

**Room Nights = Total Rooms x Total Nights; Data Provided by Tournament Organizers.

The City of Laredo's current hotel occupancy tax rate is 14%. This rate consists of 7% for the
City of Laredo; 1% for Webb County; and 6% for the State of Texas.

Hotel-Motel Occupancy Tax

Generated by Percentage

Allocation:
City of Laredo (7%) $13,290.16
Webb County (1%) $1,898.59




State of Texas (6%) $11,391.57

Total Hotel-Motel Occupancy
Tax Generated for the Pony Girls
Softball Tournament $26,580.33

Total Economic Impact for 2017 Pony Girls Softball
Tournament*

80
16

1,280

$136.71

$174,988.80

4

$699,955.20
$189,859.49
$510,095.71

Teams**
Members Per Team**
Out of Town Team Members

Average Spent Per Day*

Average Number of Nights**
Total Economic Impact of
Event

S Spent on Accommodations
S Spent on Food, Gas, etc.

*Average Spent Per Day: Based on the study from the University of Arizona and the National
Association of Sports Commission. Above Economic Impact Formulas provided by City of Laredo

Convention & Visitors' Bureau (CVB).
**Data Provided by Tournament Organizers

The City of Laredo's current sales tax rate is 8.25% and is allocated as follows: 0.50% for Webb
County; 0.25% for Mass Transit; 0.25% for Sports Venue; 1.00% for City of Laredo; 6.25% for

State of Texas.

Estimated Sales & Use Tax Generated by
Percentage Allocation:

City of Laredo (1%)

Mass Transit (0.25%)

Sports Venue (0.25%)

Webb County (0.50%)

State of Texas (6.25%)

Total Estimated Sales & Use Tax Generated
for Pony Girls Softball Tournament

$6,999.55
$1,749.89
$1,749.89
$3,499.78
$43,747.20

$57,746.30

10

Estimated Total Sales & Use
Tax Generated for the City
of Laredo

$10,499.33



City Expenditures Pertaining to the Pony Girls League Team World Series Softball
Tournament*

Expense Category Expense Total Description

Obtained through Assigned Project Number Activity
Listing from the I-Series System. *Some Data had to
be Manually Compiled by the Fire & Police
Personnel Services $98,807.12 | Departments because Project Number was not used.

Obtained through Assigned Project Number Activity
Materials & Supplies $179,561.36 | Listing.

Obtained through Assigned Project Number Activity
Contractual Services $110,654.21 | Listing.

Additionally expenses such as Tournament Director
fee (as per contract), site visit and inspection visit
lodging and meal expenses and design and

Additional Expenses development of mobile application for tournament.
without Project Some of these expenses were made prior to the
Number Applied $22,593.62 | tournament Project Number being created.

Total City Expenses $411,616.31

The Pony Girls Softball Tournament had an executed contract on file outlining the
responsibilities of the City of Laredo and Laredo Pony Association. It should be noted that
certain services requested and included in the executed contract did not note a budget or
expenditure cap. For instance, under Article IV (Obligations of the City), Section C, it stated
that ““City will provide parking facilities, police assistance, traffic management, street closures,
field maintenance, facility for opening ceremony and tournament condition fields that means
depending on the age group that is being played on a certain field, we will make adjustments to
the field as per tournament rule specification for that age group at any of the sites.”” A compiled
report of City expenses coded to the Pony Girls Softball Tournament Project Number can be
found at the end of this report in Exhibit 2.

3. Latin American Tournament

Hotel Use during 2017 Latin American Tournament

Actual Room S Spent in
Nights** Accommodations
Hotels Stays in Laredo 484 $33,851.80
Total Spent in Accommodations: $33,851.80

**Room Nights = Total Rooms x Total Nights; Data Provided by Tournament Organizers.

11




The City of Laredo's current hotel occupancy tax rate is 14%. This rate consists of 7% for the
City of Laredo; 1% for Webb County; and 6% for the State of Texas.

Hotel-Motel Occupancy Tax
Generated by Percentage

Allocation:
City of Laredo (7%) $2,369.63
Webb County (1%) $338.52
State of Texas (6%) $2,031.11

Total Hotel-Motel Occupancy

Tax Generated for the Latin

American Tournament $4,739.25

Total Economic Impact for 2017 Latin American
Tournament*

34
14

476

$136.71

$65,073.96

$130,147.92

$33,851.80
$96,296.12

Teams**
Members Per Team**
Out of Town Team Members

Average Spent Per Day*

Average Number of Nights**
Total Economic Impact of
Event

S Spent on Accommodations
$ Spent on Food, Gas, etc.

*Average Spent Per Day: Based on the study from the University of Arizona and the National
Association of Sports Commission. Above Economic Impact Formulas provided by City of Laredo

Convention & Visitors' Bureau (CVB).
**Data Provided by Tournament Organizers

The City of Laredo's current sales tax rate is 8.25% and is allocated as follows: 0.50% for Webb
County; 0.25% for Mass Transit; 0.25% for Sports Venue; 1.00% for City of Laredo; 6.25% for

State of Texas.
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Estimated Total Sales & Use

Estimated Sales & Use Tax Generated by Tax Generated for the City
Percentage Allocation: of Laredo
City of Laredo (1%) $1,301.48
Mass Transit (0.25%) $325.37
Sports Venue (0.25%) $325.37 $1,952.22
Webb County (0.50%) $650.74
State of Texas (6.25%) $8,134.25

Total Estimated Sales & Use Tax Generated
for the Latin American Tournament $10,737.20

Parks Department Expenditures Pertaining to the Latin American
Tournament

Estimated
Expense Category Expense Total Description

Parks Department Payroll Expenditures for Twelve
(12) Crew Members. Obtained through a verification
of Timecards and “Hours Detail Listing” reports for
Personnel Services $6,816.53 | pertinent Parks Department staff.

Materials needed for Preparation of Fields. Obtained
through information manually compiled by Parks staff
Materials & Supplies $1,724.13 | through a review of the I-Series System.

Estimated by Parks staff at $30.00 / Hour for Fifty
(50) Hours (Rate Obtained from City of Laredo Code
Electricity $1,500.00 | of Ordinances).

Total Estimated
Expenses $10,040.66

Again, since no project numbers were assigned nor utilized to track City expenses, the expenses
reflected above for the Latin American Tournament were compiled from what Parks staff could
recall needing in order to get the requested fields “tournament” ready. A compiled report of City
expenditures pertinent to the Latin American Tournament can be found at the end of this report
in Exhibit 3.

What follows are the findings, observations and recommendations noted as a result of this
audit.

Finding #1
City expense tracking mechanism in the form of a City issued Project Number not consistently

issued nor utilized for tournaments co-sponsored by the City. A Project Number is a unique

13




identifier code assigned to projects, events, etc. in the City’s I-Series System that can track
expenses for any particular event when the project code is assigned and utilized by staff in
coding payroll expenses, initiating purchase requisitions, etc. We had difficulty in obtaining the
City’s total costs for services provided when no Project Number was utilized. In the case of the
Pony Girls League Team World Series Softball Tournament, the majority of expenses were
tracked using a Project Number which was assigned for this event; however, not all departments
utilized the designated Project Number. In the instances where departments did not utilize the
Project Number assigned, the departments explained that they were of the understanding that
they would only use Project Numbers if overtime was worked on these special events. In order
to come close to obtaining the City’s total costs, these departments had to manually extract data
from their records to provide us with a cost from their departments. In the case of the Border
Olympics Baseball Tournament and the Latin American Tournament, no Project Numbers were
assigned nor utilized by City staff to track the City’s total costs. For these two events, the Parks
Department provided us with compiled costs of personnel and materials manually extracted from
the City’s I-Series System. Without the utilization of a tracking mechanism for City expenses
for these types of events, it is difficult to obtain the true cost of City services provided and to
analyze the consistency in the costs per tournament.

Finding #2

Executed contracts with third-parties organizing tournaments, which outline City services to be
provided and corresponding authorized budgets or expenditure caps for co-sponsored special
events, not utilized for all of the tournaments reviewed. While the aforementioned Project
Numbers are a great mechanism for tracking total costs associated with any special events /
projects, an authorized event budget must be established prior to the event that would outline
what City services would be needed, as well as the estimated costs associated with those
requested services. For instance, with the Pony Girls League Team World Series Softball
Tournament, a Project Number was assigned and utilized, so in an effort to verify expenses
noted, we requested from the Parks Department either an estimated budget established prior to
the event or a formula that would indicate the estimated cost of personnel, materials, contractual
services and equipment needed in order to get the requested fields “tournament ready”. It
appears that neither a budget nor a formula to verify expenses was available for our review.

Additionally, in reviewing the executed contract between the City and Laredo Pony Association
for the 2017 Pony Tournament, there were areas outlined for each respective party’s obligations
where expense caps were set, i.e. lodging for out-of-town umpires, Pony Directors and Officials,
Tournament Director fee and site visit expenses; however, there were other areas of the
agreement that contained no budget or expense caps for the City. For instance, Article 1V
(Obligations of the City), Section C stated that ““City will provide parking facilities, police
assistance, traffic management, street closures, field maintenance, facility for opening ceremony,
and tournament condition fields — that means depending on age group that is being played on a
certain field, we will make adjustments to the field as per tournament rule specification for that
age group at any of the sites.”” Furthermore, Article E states that ““City will ensure medical
services, as provided by local service providers, will be available as needed to tournament
participants.” Neither of these two provisions noted in the contract between the City and the
Laredo Pony Association included a budget or expense cap on services to be provided by the
City.
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It should be noted that in our review of the three (3) tournaments in our sample assisted by the
City, only the Laredo Pony Association had an executed contract authorized by City Council on
June 5, 2017; however, no similar contracts were found with the Border Olympics Baseball
Tournament nor the Latin American Tournament. On a side note, Border Olympics does have a
Third-Party Funding Agreement in place with the City where reimbursement funding is provided
to Border Olympics, Inc. for some of the expenses incurred from their various tournaments. This
does not include any in-kind services provided by the City (Parks Department) to get the needed
baseball and softball fields tournament ready.

Finding #3

Field Rental Fee(s) waivers do not appear to be authorized consistently. As part of the
authorized agreement between the City of Laredo and the Laredo Pony Association (LPA) for
the 2017 Pony Girls League Team World Series Softball Tournament, the Field Rental Fees were
waived according to Article 1V (Obligations of the City) which stated that the “City will provide
at no cost to the LPA the following softball fields and amenities in tournament condition as
needed from July 18, 2017 through July 23, 2017 — providing for one (1) rain day.” In reviewing
the other two (2) tournaments in our sample, we could not find a payment for applicable Field
Rental Fees for their corresponding tournaments in the 1-Series System and could not identify
any contracts or documentation authorizing a waiver of these fees.

Finding #4

Post event data regarding tournament participants, visitors, hotel-motel stays, hotel-motel room
rates etc. was not readily available and had to be requested from the third-parties organizing the
tournaments reviewed in order to obtain an (estimated) economic impact of these events.

Recommendation(s) for Finding #s 1-4

We recommend that the City of Laredo’s Special Events Policy be utilized to assist with the
coordination of special events co-sponsored by the City. Back in 2012, a Special Events Policy
was developed by City staff in order to establish and implement appropriate procedures for
planning, preparation and execution of special events where City resources were requested and
utilized. Subsequently, on December 3, 2012, this Special Events Policy was approved by City
Council for implementation.

Since this policy was developed back in 2012, we would recommend that the City of Laredo’s
Special Events Policy language be reviewed and amended to address any new areas of concern
and provide additional clarification and training to City staff wherever needed. Now, while the
current language states that ““all requests from third-party organizations for any type of
assistance (i.e. monetary, in-kind, etc.) from the City must be submitted by the third-party
organization in writing and addressed to the City Manager”’, we would recommend
incorporating a standardized “application or request form” that would provide detail on the
assistance requested as well as a written proposal from the third-party that reflects projected
participants / visitors and hotel-motel room nights and projected revenue to be earned (i.e. hotel-
motel occupancy tax, sales tax generation, etc.) from the event. Additionally, we would
recommend amending the policy language to incorporate the creation and utilization of a unique
Project Number for each event authorized in order to track the actual City expenses of the event.
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With tournaments, in particular, the objective with Project Number expenditure tracking is that
eventually the City would be able to provide consistent costs for the preparation of tournament
requested fields.

We would, also, recommend incorporating language into the policy that written requests for
assistance from third-party organizers along with corresponding cost estimates / budgets for City
services requested be submitted for approval to the City Manager and/or City Council depending
on the dollar value of the assistance needed. Additionally, any waivers of any applicable City
fees, for instance, “Field Rental Fees” should be submitted to City Council for authorization of
any fee waivers or that the pertinent Code of Ordinances be amended to allow for fee waivers or
discounts for certain special events where the City is co-sponsoring and providing assistance.
Finally, we would recommend that post event reporting be a mandatory component of the
Special Events Policy that would provide a recap of the event within a reasonable amount of time
that would include budget to actual expense analysis from the City, as well as actual post event
data on participants / visitors, hotel-motel occupancy, sales tax generation, etc. from the third-
party co-sponsoring the event in order to assess the cost / benefit of each event assisted.
Sufficient training should be provided to City staff utilizing the Special Events Policy in order to
establish a consistent framework from planning to execution of these events.

Observation #1

While all of the tournaments reviewed provided verified certificates of insurance to cover each
respective tournament event, the requirements varied for each tournament. For example, the
insurance requirements for the Laredo Pony Association were outlined in Article VIII
(Miscellaneous Provisions), Section M (Insurance) of their contract with the City, which required
that ““during the performance of the agreement, Pony League agrees to maintain and to provide
City with proof upon request of Comprehensive General Liability Insurance with a company
licensed by the State Insurance Commission or any successor agency that has a rating with Best
Rate Carriers of at least an A- or above, having bodily injury limits of not less than $100,000.00
per person and $100,000.00 per occurrence, naming the City of Laredo as additional insured,
and insuring against liabilities and claims occurring during the term of this agreement related to
the use or occupancy of the facilities.”

For Border Olympics, the insurance requirements met were outlined in Section 8 (Insurance) of
their Third-Party Funding Agreement with the City, which stated that *“the organization shall
maintain such insurance as will protect it from any and all claims under the Worker’s
Compensation Laws of the State of Texas. The organization shall maintain such insurance as
will protect the organization from claims for damages because of bodily injury including death
and from claims for damage to property which may arise out of and during the conduct of the
organization’s business, services, and activities. To this end, the organization shall have and
keep in effect during the term of this contract, public liability and property damage insurance in
the amount of not less than $1,000,000.00.”

Finally, for the Latin American Tournament there was no tournament event contract so we could
not identify specific insurance requirements. It is possible that the insurance requirements

submitted by Northside Little League, organizer of the Latin American Tournament, pertained to
those outlined in their Field Use License Agreement with the City since they initially provided a
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certificate of insurance under their affiliation with their parent league, Little League Baseball,
Incorporated, as per verification through the City’s Risk (Risk) Management Division. Risk
Management did confirm that Northside had to submit a separate certificate of insurance because
the Latin American Tournament was not sanctioned by their parent league.

Recommendation(s)

It is recommended that universal insurance requirements for sports tournaments hosted on City
property be developed and required of all third-parties organizing these types of events. The
certificates of insurance should be submitted to the City’s Parks Department and Risk
Management Division prior to contract authorization for verification.
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Exhibit 1

Parks Department Compiled Expenditures Pertaining to the 2017 Border Olympics Baseball Tournament

(3 Day Tournament - February 23, 2017 through February 25, 2017)

Total Total

Amount Amount Total by
Expenditure (Regular  (Overtime Fringe Total Payroll | Expenditure
Category  Number of Employees Hours) Hours) Benefits with Benefits| Category
Thirty (30) Parks
Personnel Department Crew
Services Workers $ 6,353.15 $6,817.30 $4,609.66 S 17,780.12

Expenditure

Total Personnel Services

Expenditure

Category Description Quantity  Unit Cost Total Cost
Materials & Materials: Diamondturf
Supplies Action 35 1 $2,667.99 S 2,667.99

Materials: Mac Adult 4-

Way Pitchers Rubber 4 S 8199 S 327.96
Materials: Mac Waffle

Style In Ground Home

Plate 4 S 55.75 § 223.00
Graco Field Lazer Line
Striper 1 $3,541.99 S 3,541.99

Materials: Yellow Poly
Cap Fence Guard - 250' 18 S 209.99 § 3,779.82

Materials: Yellow Poly

Cap Fence Guard - 100' 3 S 149.99 S 449.97
Athletic Field Striper 5 S 105.29 S 52645
Freight 1 $1,74893 $ 1,748.93

Materials: Aluminum

Maintenance Rake - 48' 9 § 8559 S 770.31
Materials: Adj Batters
Box Template 2 S 24599 S 49198

Materials: Field Striping
Paint (White) (Unit: 3

Case Pack) 1S 14259 S§ 14259
Materials: Diamond

Dandy Infield Mix 9 S 1595 S 1,531.20
Freight (Transportation) 9% S 22.00 $2,112.00
Fuel Surcharge S 81.00
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Exhibit 1
Parks Department Compiled Expenditures Pertaining to the 2017 Border Olympics Baseball Tournament
(3 Day Tournament - February 23, 2017 through February 25, 2017)

Total Total
Amount Amount Total by
Expenditure (Regular  (Overtime Fringe Total Payroll | Expenditure
Category  Number of Employees Hours) Hours) Benefits with Benefits| Category
Materials: Birdie Rye
Blend 48 S 65.75 S 3,156.00
Materials: Hydromulch
Fertilizer 28 S 1359 S 380.52
Materials: Turface
Mound Bricks
(Slaughter) 16 $ 214 S 34.24
Materials: Turface
Mound Clay (Slaughter) 10 § 1485 S 14850
Materials: Turface Pro
League Red (Slaughter) 100 S 1334 $ 1,334.00
Materials: Turface Pro
League Red (Slaughter) -
50LB 120 $ 12.14 $ 1,456.80
Materials: Turface Pro
League Red (Cigarroa) -
50LB 120 $ 1214 $ 1,456.80
Materials: Dithipyr 11 § 1872 S 205.92
Materials: Uflexx
Wolftrax 10 § 1642 S 164.20
Materials: Turface
Mound Bricks (Cigarroa) 16 $ 214 S 34.24
Materials: Turface
Mound Clay (Cigarroa) 10 § 1485 S 14850
Materials: Turface Pro
League Red (Cigarroa) 100 S 1334 $ 1,334.00
Materials: Turface
Mound Brick Red - 50LB 304 S 226 S 687.04
Materials: Turface
Mound Clay Red - 50LB 10 S 16.12 $§ 161.20
Materials: Turface Pro
League Red - 50LB 10 § 1334 S 133.40
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Exhibit 1

Parks Department Compiled Expenditures Pertaining to the 2017 Border Olympics Baseball Tournament
(3 Day Tournament - February 23, 2017 through February 25, 2017)

Total Total
Amount Amount Total by
Expenditure (Regular  (Overtime Fringe Total Payroll | Expenditure
Category  Number of Employees Hours) Hours) Benefits with Benefits| Category

Materials: Sch 4-Way

Pitch Rubber 6 x 24 1S 8450 S 8450

Materials: Sch Waffle

Btm Home Plate 1S 8705 § 87.05

Materials: Amsulfate

Nrich 22§ 1204 $ 264.88

Materials: Uflexx

Wolftrax 50% 22 $ 1642 S 361.24

Materials: Birdie Rye

Blend - 50LB 24§ 6575 $1,578.00

Materials: Hydromulch

Fertilizer 14 $ 1359 $ 190.26

Total Materials & Supplies S 31,796.48
Expenditure Expenditure
Category Description Quantity  Unit Cost Total Cost

Electricity (Estimated,

Not Actual, Based on

Fee Rate / Hour as per
Contractual  City of Laredo Code of
Services Ordinances) 36 S 30.00 S 1,080.00

Total Contractual Services

Total Compiled Parks

Department

Expenditures Pertaining

to 2017 Border Olympics

Baseball Tournament

21

$ 1,080.00

$ 50,656.60
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Exhibit 3

Parks Department Compiled Expenditures Pertaining to the 2017 Latin American Tournament
(2 Day Tournament - September 16, 2017 through September 17, 2017)

Total
Amount Total Total by
Expenditure (Overtime Fringe  Payroll with| Expenditure
Category Number of Employees Hours) Benefits Benefits Category
Twelve (12) Parks
Personnel Department Crew
Services Workers $2,179.15 $2,870.13 $1,767.25 S 6,816.53
Total Personnel Services S 6,816.53
Expenditure Expenditure
Category Description Unit Cost Total Cost
Materials &  Materials: Marble Dust
Supplies Sacks 16 $ 595 S 95.20
Materials: Clay for
Home Plate / Pitcher's
Mound (Unit: Bags) 26 S 711 $ 184.86
Materials: Diamond Pro
Conditioner (Unit:
Bags) 80 $ 1275 $ 1,020.00
Janitorial: Toilet Paper
(Jumbo Rolls, Unit: Box) 3 S 2000 S 60.00
Janitorial: Toilet Paper
(Small Rolls, Unit:
Packages) 58S 161 § 8.05
Janitorial: Trash Bags
(Large) 55 S 591 $§ 325.05
Janitorial: Trash Liners
(Unit: Roll/Box) 1$ 3097 $ 3097
Total Materials & Supplies S 1,724.13
Expenditure Expenditure
Category Description Unit Cost Total Cost
Electricity (Estimated,
Not Actual, Based on
Fee Rate / Hour as per
Contractual  City of Laredo Code of
Services Ordinances) 50 S 30.00 $ 1,500.00
Total Contractual Services $ 1,500.00
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Exhibit 3
Parks Department Compiled Expenditures Pertaining to the 2017 Latin American Tournament
(2 Day Tournament - September 16, 2017 through September 17, 2017)

Total Total
Amount Amount Total Total by
Expenditure (Regular  (Overtime Fringe  Payroll with| Expenditure
Category Number of Employees Hours) Hours) Benefits Benefits Category
Total Compiled Parks
Department
Expenditures Pertaining
to 2017 Latin American
Tournament S 10,040.66
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