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Introduction 

This Action Plan provides guidance on the revision of certain policies and procedures of the Dallas Urban 
Land Bank Demonstration Program (Land Bank Program). The revisions are based on recommendations 
from a program review conducted by the Florida Housing Coalition as subcontractor to Training and 
Development Associations (TDA) during July and August 2017.  TDA recommends certain reforms that are 
further described in the Action Plan.  The Florida Housing Coalition, is responsible for the preparation of 
the Action Plan and briefing materials provided to committee members and the Dallas City Council.   

In 2016-2017 issues arose affecting the operation of the program due to appearances of conflicts of 
interest concerning the qualification of participating builders.  Questions also arose on potential non-
eligibility of some homebuyers.   While the Land Bank is operated as it was designed, the program may be 
lacking appropriate safeguards to prevent perceived or actual conflicts or non-compliance  

The purpose of this report is to provide recommendations on approaches the Land Bank may take in 
management and disposition that will increase their ability to meet the affordable housing needs in the 
community and to remain fiscally sustainable.  It was observed that some of the operating issues are 
inherent in the state enabling legislation. Thus, some recommendations are provided should the City 
consider requesting amendments to the state land bank enabling legislation.  

Program Background and Results 

The Dallas Urban Land Bank Demonstration Program has been in operation since 2004, its activities 

contributing to the reclamation of real property from tax delinquency to productive use as affordable 

housing.  According to a chronology provided by City staff, as of April 30, 2017, the Dallas Land Bank has 

accomplished the following: 

• 2,539 properties submitted for tax foreclosure 

• 2,006 lawsuits have been filed 

• 1,468 properties have been sold to the Land Bank Program from the Sheriff or directly purchased 

• 781 lots were sold to developers and adjacent owners 

• 409 lots reverted to taxing jurisdictions and repurposed with clear title 

• 247 lots are in inventory 

• 458 homes have been built and sold 

• 97% of original homebuyers of Land Bank homes are still occupying their homes 

• Over $3.5 million in tax revenue has been generated from homes built in Land Bank lots 
 

Administrative Actions 

By November 15, 2017, approval of Land Bank Program changes: 

• Approve Interlocal Cooperation Contract (ICC) 

• Approve Land Bank Annual Plan 

• Procure third party services: title, real estate brokerage, legal, survey, lot maintenance 

• Implement actions approved by City Council 
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Policies and Procedures  

Long Term Affordability  

Substantial public investment is made to recover abandoned properties and transform them into 
productivity.  The goal to increase opportunities for low and moderate-income households to purchase a 
home is the core value and purpose of the land bank program.  While the current structure provides 
affordable housing in the initial sale, sustainable program benefits are basically lost by having no long-
term affordability requirements.  While it has been indicated that land bank homebuyers have not sold 
and moved in great numbers, this could occur as the market improves.  There are no recapture provisions 
except for those homes that have been subsidized with federal sources, i.e., HOME.  A buyer of a home 
from a Qualified Participating Developer who is not receiving funding from the Dallas Homebuyer 
Assistance Program (DHAP) can sell the home in one year into the private market.  The home is basically 
lost from the inventory of affordable housing.  

Compliance with homebuyer income eligibility requirements 

Current policies allow for a mixed income program serving homebuyers whose gross household income 
does not exceed 115% of the area median income(AMI).  State enabling law requires that a minimum of 
25% of homebuyers have incomes below 60% AMI.  Up to 70% of homebuyers must have incomes that 
do not exceed 80% AMI and the remainder may have incomes up to 115% of AMI.  Homebuyers who 
purchase a home from a participating CHDO or who receive assistance from DHAP undergo income 
verification and certification to determine eligibility.  The income of homebuyers who purchase a home 
through the Qualified Developer program is self-reported and there is no validated method to verify the 
purchase met income guidelines.   

Conflict of Interest Policies 

The Land Bank Program has Conflict of Interest Policies for Board members and staff and there are general 
policies for Vendors of the City but there are none to specifically address the Land Bank Program and the 
actions of its development partners.  The policies should require that Qualified Participating Developers, 
as well as CHDO’s and other nonprofit organizations should acknowledge Conflict of Interest policy.  
Further participants should make a disclosure when a relative of builders or officers applies to purchase a 
home and staff should determine if a conflict of interest is indicated 

Recommendations: 

1. Revise homebuyer purchase agreement to require a minimum long-term affordability period of 

20 years. Utilize covenant to enforce a resale and recapture provision for subsequent low and 

moderate income eligible purchasers.  

2. Revise Dallas Homebuyer Assistance Program policies and procedures to require underwriting by 

City Housing Staff for ALL land bank homebuyers, whether or not a financial subsidy is provided 

from DHAP or other sources.   

3. Revise the Dallas Land Bank Administrative Procedure Manual to incorporate the income 

verification and certification requirement.  

4. Ensure that Qualified Participating Developers acknowledge the Land Bank Program Conflict of 

Interest policy.  Revise the Development Proposal to include a conflict of interest disclosure and 

prohibition of the sale of land bank properties to relatives.   
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5. Inform partners and other stakeholders of the requirement of Qualified Participating Developers 

to acknowledge Conflict of Interest Policies. 

 

Enhance Fiscal Viability of Program 

The services performed by the Land Bank Program are essential to the recovery of abandoned and tax 
delinquent properties and their remediation to productivity in the payment of taxes, elimination of blight, 
and the provision of affordable housing.  The recovery of these properties has costs that cannot be fully 
covered by the sale of land bank properties.  All large urban land banks require some degree of municipal 
support due to the nature of the task due to the burden of delinquent taxes, code liens, judicial expenses, 
site clearance and maintenance, and eventual disposition.  In order to continue to perform the valuable 
service of recovering delinquent properties operating funding must be secured.   

The Land Bank program has traditionally relied on the services of third party professionals.  These services 
include legal, title, real estate brokerage, survey, and environmental assessments.  City staff may obtain 
qualifications to operate within the Multiple Listing Services.  This would eliminate the payment of real 
estate fees for each transaction. Other professional services should be procured using the City’s 
procurement policies. 

As it is currently operated, the Dallas Land Bank Program requires ongoing municipal support to cover 
staff, professional services, and lot maintenance.  The sale of lots is insufficient to cover the operating 
costs of the program. The recommended fiscal and program policy changes outlined below are intended 
to reduce the level of municipal support in the future as well as to improve and expand the performance 
of the Land Bank Program.   

The Land Bank Program has utilized a flat sales rate of $5,000 per lot.  This results in some properties 
being sold below the fair market value and others above.   This method does not contribute to establishing 
value in the neighborhoods where this takes place.  By utilizing a Fair Market Value as the sales price, and 
reducing third party expenses, the Land Bank should recover a greater portion of its expenses in 
acquisition, maintenance, and disposition costs.  

Many land banks in large urban areas utilize a property tax recapture strategy.  This method, which may 
require state enabling legislation, allows a percentage of property taxes to be dedicated to the land bank 
program operations.  Typically, a 50% share of the tax proceeds, after special district and assessments are 
subtracted, would be paid to the land bank program for a period of five years.  The equity in this allocation 
is that the land bank program transformed non-producing delinquent properties to those paying taxes.  
This would support the continuation of land bank operations to acquire properties, clear title, and put 
them back to productivity.  

The Land Bank Program could be operated more effectively with the implantation of an integrated 
property management system.  The Land Bank program has been in existence for 18 years.  Thousands of 
properties have been processed in purchase, foreclosure, maintenance, sale and reversion transactions.  
The current program is operated basically by hand, using several excel spreadsheets. There are now 
sophisticated and allow for cloud based land bank tracking, reporting and mapping that can increase 
information quality while allowing the program to grow and expand to meet its potential.  These programs 
are not necessarily costly but the migration to a new system will require time and effort. 
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Recommendations: 

1. Issue a request for proposals for third party professional services including legal, title, 

environmental and survey. 

2. Qualify staff as members of Multiple Listing Services and eliminate the use of private real estate 

brokerage services.  

3. Establish the Fair Market Value as the sales price rather than the flat rate of $5,000 per lot.  

Establish a discount rate to secure long-term affordability.  

4. Explore a property tax recapture strategy that would dedicate 50% of future tax revenue from 

land bank properties to the operation of the land bank program for a period of five years. The 

recapture would expire after five years. 

5. Improve operations and reporting by implementing a customized land bank property 

management system that incorporates all land bank functions including acquisition, 

maintenance, clearance of title and preparation for sale, and sales information. The 

recommended system is Property Profile System (PPS) because it integrates financial data with 

parcel information, acquisition, maintenance, sale expenses, and marketing. 

https://www.wrlandconservancy.org/documents/conference2014/Land_Bank_Property_Manag

ement_System_2014.pdf 

 

Expand and Enhance Land Bank Program Activities 

The Land Bank Program is currently operated to perform the minimal activities for which it is authorized.  
A more robust program that employs a variety of tools and is better coordinated with neighborhood 
planning and community redevelopment initiatives can reduce the current portfolio and more effectively 
target the uses of future parcels brought into the program. 

Planning Opportunities 
There are five Neighborhood Improvement Districts in Dallas.  The acquisition and disposition of tax 
foreclosed properties takes place isolated from the ongoing efforts to revitalize and stabilize 
neighborhoods.  While Land Bank activities are vital to redeeming properties by returning them to 
productivity, there is room for improvement in coordination and targeting. This could be improved by 
implementing a robust land bank tracking software program that includes mapping and reporting 
capabilities to conduct sophisticated analysis of potential land bank properties and their end use.   

Multifamily Residential 
While the main intent of the state and local land bank legislation and planning is for single family 
residential.  However, multifamily rental housing is authorized in the state Land Bank Act and is an eligible 
activity.  The Land Bank Program and its partners may identify suitable multifamily properties as well as 
properties for assemblage.     

Commercial Properties  
The Dallas Land Bank program may acquire commercial property and may sell land bank properties for 
commercial purposes.  This has not been frequently undertaken and there are few policies in place to 

https://www.wrlandconservancy.org/documents/conference2014/Land_Bank_Property_Management_System_2014.pdf
https://www.wrlandconservancy.org/documents/conference2014/Land_Bank_Property_Management_System_2014.pdf
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guide this activity.  Commercial property transactions can generate revenue for the program as well as 
may coordinate with other economic development proposals.  

Properties over $10,000 
The Land Bank may acquire tax delinquent parcels that are valued over $10,000 with City Council approval.  
This limitation may prevent the assemblage of critical properties needed to accomplish neighborhood 
revitalization goals.  The Land Bank could benefit from participating in larger projects as well as assist in 
the implementation of significant projects.  

Green Spaces, Pocket Parks 
Land banks are excellent sources of mini-parks and green spaces for parcels that are not suitable for 
housing.  Records do not indicate this has been conducted.   
Lease Purchase Homes 
Lease purchase programs are usually operated by nonprofit housing development organizations.  The 
program allows for prospective homebuyers to purchase a home once they have repaired credit or other 
issues.  Lease purchase programs can ensure that homes are developed and occupied more quickly.  

Section §92.254 (7) of the HOME Final Rule addresses the use of HOME funds in the Lease Purchase 
process.  Lease Purchase allows for the development and occupancy of homes that will be leased for up 
to three years until the Lessee can qualify for a mortgage and purchase the home.   

 
Lease-purchase. HOME funds may be used to assist homebuyers through lease-purchase 
programs for existing housing and for housing to be constructed. The housing must be purchased 
by a homebuyer within 36 months of signing the lease purchase agreement. The homebuyer must 
qualify as a low-income family at the time the lease-purchase agreement is signed. If HOME funds 
are used to acquire housing that will be resold to a homebuyer through a lease-purchase program, 
the HOME affordability requirements for rental housing in §92.252 shall apply if the housing is 
not transferred to a homebuyer within forty-two months after project completion. 

 
Adjacent Lot Disposition 
Only 17 adjacent lots have been purchased by adjacent owners according to the 4-17 Production and 
Tracking Report. Given the number of reversions and unsold properties in the Land Bank, adjacent lot 
policies should be reviewed and a marketing plan developed with the intention of reducing the number 
of properties in the portfolio that have not been selected by developers.  

 
Households Displaced by Natural and Other Disasters Survivors 
Many households have relocated to Dallas having been displaced by the flooding and damage from 
Hurricane Harvey.  This influx of potential homebuyers presents an opportunity to utilize the Land Bank 
portfolio lots.  Existing programs can be utilized with incentives for Developers to assist these new 
residents.  
 
Strategic Task Force  
The strategic disposition of land bank portfolio properties for expanded activities and the assemblage of 
lots will require analysis and input from stakeholders.  A task force dedicated to this purpose can assist to 
reduce the land bank inventory and create a greater impact on the revitalization of neighborhoods and 
increase affordable housing opportunities.  
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Recommendations: 

1. Expand the scope of properties considered for purchase to include multifamily and commercial 

properties, including those over $10,000 (current program limit).  

2. Expand the uses of land bank portfolio properties to include pocket parks, open spaces, 

community gardens, and adjacent lot acquisition by adjacent property owners. 

3. Develop a Lease Purchase program for land bank lots that would increase the opportunity for low 

and moderate-income homebuyers to succeed by first leasing the home while saving for a down 

payment and improving credit. 

4. Develop incentives to create opportunities for households displaced by natural disasters to access 

Land Bank portfolio properties.  

5. Assign a task force to strategize and create a disposition plan for the land bank portfolio properties 

and to furthermore assess the financial implications to the assemblage of lots for larger 

developments.  

Potential Revisions to State Land Bank Enabling Legislation 

The Texas Urban Land Bank Demonstration Program enabling legislation (Ch. 379C Local Government 
Code) has been only slightly revised since it was adopted in 2003.  When the enabling legislation was 
contemplated it coupled the shortage of affordable housing with the problem of abandoned properties 
for which recovery was a lengthy judicial process.  This was resulting in surplus lands being sold to a 
speculative market that resulted in a cycle of abandonment and blight rather than productive 
redevelopment.  The state legislation is drafted to be closely aligned to the federal HOME program 
requirements.  It also contained many restrictions on the disposition and use of tax delinquent properties 
that may have made sense at the time but are cumbersome in the operation of a land bank at the local 
level.  Today, housing needs are addressed in a much broader fashion and local governments apply the 
restrictions that best meet specific local program needs.  The recommendations below are a summary of 
changes that could improve the state land bank legislation to be more effective on a local level.   It is 
suggested that a task force be formed to consider the recommendations below as well as other matters 
that could be improved in the enabling legislation. 

Recommendations: 

1. Eliminate requirements to provide right of first refusal to CHDO’s.  Non-CHDO housing provider 

organization should remain the priority to disposition of land bank lots.  

2. Clarify and simplify eligibility of participating households by a cap on income eligibility and allow 

municipalities to apply their specific income restrictions. 

3. Determine if the property tax recapture method requires state authorization.  If so, pursue this 

option to increase revenue to the Land Bank Program.  

4. Reduce timeframe of tax delinquency from five years to three years to allow Land Banks to 

expedite the judicial process of foreclosure to more rapidly return properties to productivity. 

5. Include a method to expedite land bank operations in the event of a disaster.   
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Background / History

3

“Economic and Neighborhood Vitality”

Dallas Urban Land Bank Demonstration Program formed in 2004

as a response to State Law, Chapter 379C. Its purpose is to:

• Reclaim vacant real property from tax delinquency status

(5 yrs or more); and,

• Foster affordable homeownership opportunities to low

income households, up to 115% of AMI.

Dallas Housing Acquisition and Development Corporation Board

manages the Land Bank Program’s goals. It’s make-up of 8 are:

• Directors of: Housing, Code Compliance, Development

Services; and

• Representatives from Dallas County (2), DISD (1), Real

Estate Council (1), and non-profit organization (1).



Eligible Builders
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“Economic and Neighborhood Vitality”

Land Bank must sell to qualified builders, subject to certain pre-

qualification criteria, including:

A. Community Housing Development Organization(s) (CHDO)

• Receive Right of First Refusal

• Have built min. of 3 SFH/duplexes or 1 MF (4 units or

more) within 2-yr preceding proposal to Land Bank

• Must be within designated geographic area

B. Developer(s)

• Built one or more house within 3-yr period preceding

proposal



Eligible Beneficiaries
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“Economic and Neighborhood Vitality”

Land Bank properties developed into for-sale or lease units,

during any fiscal year, shall be occupied by households in the

following income categories:

Homeownership Units

Rental Units

AMI
30% 50% 60%

100% of Units

40% of Units

0%

20% of Units

% 
of

 U
NI

TS

25% Min 30% Max

AMI
0 60% 80% 115%

% 
of

 H
H



Issues
The Land Bank Program was suspended in April 2017 and in need 

of:

• re-evaluation of the Program’s practices

• approved Interlocal Cooperation Agreement (ICC)  

Evaluation of the program lead to the following areas of reform:

• Policy and Procedures; 

• Financial; and 

• Operational.
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“Economic and Neighborhood Vitality”



Program Changes - Policy & Procedure
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Program Changes - Financials

“Economic and Neighborhood Vitality”



Program Changes – Operations
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“Economic and Neighborhood Vitality”



Alternatives

Delayed approval of proposed changes will:

• Interrupt the execution of the Interlocal Cooperation Contract; 

• Prevent the Land Bank Annual Plan from being published and 
in Compliance with the State Law;

• Increase carrying costs in processing backlog of transactions 
and disposition of portfolio; and

• Disrupt housing production and delay neighborhood 
revitalization efforts.
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“Economic and Neighborhood Vitality”



Fiscal Impact
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“Economic and Neighborhood Vitality”



Coordination
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“Economic and Neighborhood Vitality”

In October spoke to the following stakeholders:

• Dallas County

• Dallas Independent School District

• Board Members

• CHDOs

• Non-profits

• For-profits

Briefings:

• November 6, 2017 – Economic Development & Housing 

Committee

• November 8, 2017 – City Council

• November 9, 2017 – Land Bank Board Meeting



Staff Recommendation
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“Economic and Neighborhood Vitality”

Approval of:

• Proposed changes some of which will be integrated in the 

Developer’s Proposal, including, but not limited to, 

• Conflict of Interest Questionnaire;

• Affirmative Marketing (For-Sale / Rental);

• Underwriting guidelines; and

• Design standards

• Interlocal Cooperation Agreement;

• 2017-18 Annual Plan Call for Public Notice; and 

• Placement of agenda items on November 8, 2017 City 

Council Agenda
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