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1. Fiscal Year and Accounting Method

The fiscal year of the Japan Business Association of Houston (“JBAH”) begins on
October 1st and ends on September 30th.

JBAH uses the Accrual Basis of accounting under US GAAP.

These policies shall apply equally to JBA Houston Foundation Inc.’ (the
“Foundation”) s books and records.

2. Organizational Roles, Authorities & Internal Controls

Financial transactions shall be prepared by staff and reviewed and approved by the
Director of the Executive Office (“Executive Director”) or Treasurer.

The Secretary (or any member of Executive committee designated by the President
or the Executive committee) shall be authorized to review and approve transactions
only upon the approval of the President or the Executive committee. The treasurer

(and secretary or any member of Executive committee designated by the

President or the Executive committee) are both approved check signers on all
Chase bank accounts (and any other accounts if added.)

Executive Directors have authority to prepare ACH transactions. Any transaction
above $1 requires routing to the Treasurer (or equivalent) for approval.

Business credit cards are issued to the Executive Director and Treasurer. All
business credit card transactions are to be reviewed and reconciled monthly.

Responsibilities for authorization, recordkeeping, and asset custody are purposely
segregated to maintain effective internal controls.

3. Cash Management

JBAH and its Library operation maintain petty cash at no more than $300 (Library
cash for $65 and the other misc. cash at the ED’s office). Petty cash transactions
must be documented, stored securely, and reconciled monthly against account
#10100 Cash on Hand.

All deposits, withdrawals, credit card payments, checks, ACH, and wire transfers for
JBAH are made from Chase Business Checking account (ending in 8606). The
balance must be reconciled monthly to #10200 Regular Checking Account.

Monthly reconciliations for all cash accounts are required and must be
documented, signed, and retained. It may be completed within QuickBooks.



4. Banking and Investments

¢ To maximize interest earned on excess cash balances, JBAH may purchase risk-free
Certificates of Deposit (CDs) and short-term investments and record such balance
in #10201 CD.

e Speculative and high-risk investments are strictly prohibited.

¢ Renewal and purchase of new investments require Treasurer review and approval.
Interest earned may be reinvested or recorded at maturity in #41400 Interest
Income.

5. Accounts Receivable

e Any fiscal-year receivables, such as those from the Japanese Education Institute of
Houston (JEIH) or other entities, may be tracked as Accounts Receivable and
reconciled at year end in QuickBooks (#11000).

¢ Accounts Receivable must be collected within 30days of invoice date (Net 30).
Membership (regular members and associate members) receivables are to be
separately tracked in QuickBooks.

6. Other Current & Non-Current Assets

¢ Advance payments for event venues and deposits made ahead of event dates must
be recorded as prepaid expense (#12040 Event/Meeting Deposit) and will be
recognized as expenses at the date of the event.

¢ Prepayments for monthly expenses (such as rent, phone, utilities) are recorded in
#12030 Prepaid Expense.

e JBAH maintains a security deposit of $11,907.08 with the building management
company, recorded in #13000 Security Deposit. This balance should remain unless
specifically adjusted.

7. Fixed Assets

+ JBAH owns and maintains furniture, equipment, and leasehold improvements for
operational use—some shared with JEIH.

e Any single purchase exceeding $5,000 shall be capitalized and amortized over the
MACRS tax useful life from the month placed into service. Depreciation expenses
are recorded quarterly.



Fully depreciated assets may remain in service and on the books until disposal, at
which point all related costs and accumulated depreciation will be removed from
records and the fixed assets register.

Purchases and disposals of capitalizable assets must be reviewed and approved in
advance by the Treasurer or Executive Director.

Asset codes:
o Equipment: #15100
o Furniture: #16000
o Leasehold Improvements: #16500

o Accumulated Depreciation: #17100, #18000, #19000

8. Accounts Payable & Other Liabilities

Any temporary payables for vendors or inter-entity transactions must be tracked and
reconciled at year end as #20000 Accounts Payable, and paid within 30 days of
invoice date, unless otherwise determined.

Advance payments received for membership and event fees are recorded in #21250
Unearned Membership Fees or #21300 Unearned Event Fees until the appropriate
fiscal period or event date, when revenue is recognized.

Credit card transactions close on the 28th monthly; transactions are imported to
QuickBooks timely, categorized, and the balances paid automatically before the
due date (reconciled to #21500 or #20010 CC 5112 Account).

Simple IRA contributions for exempt staff are recorded each pay period (matching in
#22500 Simple IRA Payable/#77700 Simple IRA Expense). Payment transfers from
Chase checking reduce the corresponding liability. Detailed plan benefits are
maintained separately.

9. Payable to Foundation

Membership dues and donation requests to JBAH Foundation are communicated
twice annually (October and April) in a single invoice. When members pay their total
dues to JBAH, the revenue for JBAH and donation to JBAH Foundation, either from
regular members or associate members, must be clearly split and reconciled.

Example of posting:

o AtJBAH:



= Dr. 10200 - Cash $1,020
= Cr. 40010 - Membership Due — Regular Members $1,000
= Cr. 21000 - Payable to Foundation $20
o AtJBAF:
= Dr. Receivable from JBAH $20
= Cr. Donation from Regular Member $20

Records are updated monthly; cash transfers to JBAF can be made bi-annually or as
needed.

10. Equity

Opening Balance Equity and Retained Earnings accounts should not be adjusted.

11. Membership Dues & Library Operation

Membership dues for regular and associate members are set per the current chart
and reviewed as needed.

o Regular dues: #40010
o Associate dues: #40020
o New member initiation fee (non-refundable): $100, recorded in #40030

Library membership revenue is recorded at #40100, penalties for overdue books at
#41200. Book purchases, supplies, and IT for the library are tracked in #60109,
#60110, and #60111.

Cash or Zelle payments received for library membership and books overdue should
be reconciled bi-monthly and approved by Executive Director.

12. Event, Committee & Activity Accounting

Special Events:

Revenue and expenses for Major Events are tracked with unique accounts:
o Texas-Kai Golf: #41805 income, #74001 expense
o JBAH Softball: #42000 income, #74002 expense

o Picnic: #43150 income, #74003 expense



o 6 City Conference: #43152 income, #74004 expense

e Supplies, meals, mileage, and related event expenses must use dedicated accounts
above, not general expense accounts.

Committees:

o Revenue:
o Life-Style & Info: #43160
o Showing Japan: #43155

e Expenses:
o Life-Style & Information: #60199
o Showing Japan: #61000
o Gulf Stream: #61500

e Mileage, parking, supplies, and meals specifically for committee events must be
recorded within committee accounts, notin general JBAH expense accounts.

Other Activities:

e Meetings, and seminars tracked at #60151 (Annual/BOD), #60152 (Executive
Meeting), #60153 (Seminars), #60155 (Other Committee Subsidies).

¢ Donations for Japanese Garden via Yotsuba Circle at #60112 or pay from the JBAH
Foundation.

e Dallas/ Houston Student softball games (every other year) at #73002.
13. Procurement and competitive bidding

To ensure transparency, fairness, and responsible stewardship of JBAH funds, the following
procurement guidelines apply:

e For expenditures exceeding $3,000 per month or $20,000 annually are subject to
competitive bidding requirements (minimum of two proposals), in addition to
applicable approval requirements.

e However, recurring expenses, including rent, payroll, and similar ongoing
obligations, once initially approved, are exempt from subsequent approval
requirements unless materially modified.

e Selection of vendors shall be based on price, quality, and suitability for JBAH needs,
not solely on cost



e In situations where obtaining multiple bids is not feasible (e.g., sole-source vendor,
urgency, specialized services), the reason shall be documented and approved in
advance

e Allapplicable approval thresholds under the Delegation of Authority (DOA) policy as
noted below must be followed.

Activity Exec. Director Treasurer Executive Notes
Committee
Expenses < $1,000 Approve - - Exec Dir approval
Expenses $1,001- Process Approve - Treasurer approval
$3,000 required
Expenses > $3,000 or Process Review Approve Executive Committee
$20,000 annum (non- pre-approval required
catering)
Catering > $3,000 Process Approve - No Executive
Committee pre-
approval

These procedures are intended to promote fairness, cost-effectiveness, and accountability
in vendor selection.

14. Payroll & Employee Expense Reimbursements

e Payrollis processed with ADP or equivalent and paid bi-monthly; account for payroll
service expenses at #77300. Salaries and hourly rates are as per employment
agreements.

e Other benefits, including medical insurance and retirement, are agreed on a per-
employee basis.

¢ Recruiter fees and related costs must be posted to #77000. Payroll must be posted
to #77010, #77015, and #77500 (do not use #89300 Overhead for payroll).

e Employee expense reimbursement requests must follow separate procedures;
forms must be submitted and reviewed before payment.

15. General & Administrative Expenses
For JBAH’s office operations, expenses should be recorded in proper categories:

e 62400 Meal: Meals and Snacks. Do not include meals and snacks from committees,
gulf stream, and events with designated budget.
e 62500 Professional Fee: Law firms, accountants and other professionals.
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66500 Telephone Expense: Land line, internet and cell phone usage.

66600 Internet Expense: Computer, IT environment related expenses.

67000 Postage and Delivery Expense: Postage, UPS, FedEx and other delivery
charges.

67550 Liability Insurance Expense: General liability, umbrella insurance etc.
69000 Office Supply Expense: General office supplies from Amazon and other
vendors.

69100 Office Materials & Machines: Office tools, subscriptions and IT related
expenses.

69150 Papers & Printing: Banner, copiers and papers.

69200 Other Office Expense: Other expenses that are not recorded in account
69000 and 69100.

70200 Rent: Rent and overtime HVAC and other building related expenses

70500 Donation Expense: Generally, all donations will be paid from JBAH
Foundation. Donation made specifically by JBAH should be recorded here.

80000 Property Tax expenses: Annual property tax from Harris County, TX.

89000 Miscellaneous Expense: Other misc. expenses

89155 Mileage & Parking: Mileage and Parking for JBAH employees. Do not include
mileage and parking from committees and events with designated budget.

89200 Bank Charge: Bank charges and fees. Returned check fees. Credit card fees.

16. Tax Compliance

JBAH must file annual Harris County Personal Property Tax Rendition statements by
the end of January for all tangible property used for business. Tax assessment bill is
sent from the country, during the year, based on the rendition.

Tax returns (Form 990 or e-filing) for JBAH are prepared by an external provider
(Weaver or equivalent) soon after the fiscal year ends.

17. Japanese Education Inst. Of Houston Transactions

Shared costs with the Japanese Education Institute of Houston (JEIH) must be
settled quarterly. The allocation statement is prepared by the Executive Director,
reviewed/approved by the Treasurer, and the designated representative at JEIH.

JBAH’s subsidy to JEIH is confirmed annually, prior to JEIH’s fiscal year-end in
March. Unless otherwise notified, as of October 2025, subsidies are not required
until further notice. JEIH will notify JBAH reasonably in advance (preferably in 6
months) if additional funding is needed; such expenses are recorded in #2000 JEIH
Subsidy.



18. Audit, Documentation, Ethics & Change Management

All financial documents are to be retained for 7 years (tax returns and board of
directors minutes permanently).

Destruction after retention must be secure (shredding for paper; digital must be
securely deleted).

Physical documents are to be kept in locked filing cabinets; digital in secure,
regularly backed up cloud storage.

Policies align with all applicable state and federal standards for nonprofit
accounting.

Routine updates to this manual are required. Major changes are approved by the
Board of Director (or Executive Committee) and promptly communicated to all
stakeholders.

19. Risk Management & Cybersecurity

JBAH will maintain adequate insurance coverage, including general liability and
umbrella insurance (#67550); renewal and documentation reviewed annually.

Suspicions of fraud must be reported immediately; whistleblower protections are in
place.

Access to QuickBooks and other financial records is restricted. Passwords are
changed periodically; cybersecurity reviews and data backups are performed
annually.

Disaster recovery plans are documented and reviewed yearly; financial continuity
procedures ensure operational resilience in case of emergency

20. Conflict of Interest

All JBAH members, Executive Director, and staff must avoid conflicts of interest and actin

the best interest of JBAH in all decisions, approvals, and transactions, in accordance with

established internal controls and procurement procedures.

Conflicts of interest are managed on an as-needed basis rather than through periodic

certification. Individuals are required to promptly disclose any actual or potential conflict

of interest, including situations arising:

When participating in decision-making, including Board of Director, Executive

Committee or other committee matters
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¢ When reviewing or approving financial transactions in accordance with delegated
authority (item 2 above)

¢ When participating in vendor selection, procurement, or competitive bidding
processes (item 13 above)

e When a new relationship or circumstance develops that could create a conflict

e Aspartof JBAH’s internal control framework, all individuals responsible for
preparing, reviewing, or approving transactions must assess whether a conflict of
interest exists prior to approval.

¢« No transaction may be approved where a conflict exists unless it has been
disclosed and appropriately managed in accordance with this policy.

e Segregation of duties shall be maintained, and conflicted individuals shall not
perform approval functions for related transactions.

e During vendor selection and procurement processes, including those subject to
competitive bidding:

o Individuals involved must confirm that no conflict of interest exists with any
vendor or service provider under consideration.

o Any potential conflict must be disclosed prior to evaluation, selection, or
award decisions.

e Where competitive bidding is required, conflicted individuals shall not participate in
bid evaluation or vendor selection decisions.

e Any exception (e.g., sole-source vendor) must include confirmation that no
undisclosed conflict influenced the selection.

Recusal and Independent Review
¢ Anyindividual with a conflict of interest must:
o Disclose the conflict promptly; and

o Refrain (recuse) from participation in discussions, evaluations, approvals, or
decision-making related to the matter.

¢ The matter must be reviewed and approved by an independent, non-conflicted
approver in accordance with JBAH’s Delegation of Authority (e.g., Treasurer,
Executive Committee, or Board of Director).
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Related-Party Transactions
e Allrelated-party transactions must be:
o Fully disclosed prior to commitment;

o Supported by appropriate documentation demonstrating fairness and

reasonableness; and

o Reviewed and approved by the Executive Committee or appropriate
governing authority prior to execution.

Documentation Requirements

e Alldisclosures, recusals, and approvals must be documented and retained in
accordance with record retention policies, including:

o Meeting minutes (for Board of Director or Executive committee matters);

and/or

o Transaction support and approval documentation (e.g., invoices,
procurement records, approval workflows).
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21. Appendix: Chart of Accounts Reference

Account List

Japan Business Association of Houston

Account Full name Type Detail type Description

1010#(#) Cash on Hand Bank Cash on hand Cash on Hand - Petty Cash

10200 Regular Checking Account Bank Checking Checking and Disbursement account

10201 CD Bank Money Market Certificates of Deposits and other short-term investments
11000 Accounts Receivable Accounts receivable (A/R)  Accounts Receivable (A/R) Unpaid or unapplied customer invoices and credits
12001 Undeposited Funds Other Current Assets Undeposited Funds Funds received, but not yet deposited to a bank account
12030 Prepaid Expense Other Current Assets Prepaid Expenses Prepaid expense if paid in advance

12040 Event/Meeting Deposit Other Current Assets Prepaid Expenses Prepaid deposits and for venues

13000 Security Deposit Other Assets Security Deposits Security Deposit

15100 Equipment Fixed Assets Machinery & Equipment Capitalized Equipment - Cost

16000 Furniture Fixed Assets Furniture & Fixtures F&F - Cost

16500 Leasehold Improvements Fixed Assets Leasehold Improvements Leasehold Improvements - Cost

17100 Accum. Depreciation - Equipmen Fixed Assets Accumulated Depreciation Accumulated Depreciation - Equipment

18000 Accum. Depreciation - Furniture Fixed Assets Accumulated Depreciation Accum. Depreciation - Furniture

19000 Accum. Depr - Leasehold Improve Fixed Assets Accumulated Depreciation Accum. Depr - Leasehold Improve

20000 Accounts Payable Accounts payable (A/P) Accounts Payable (A/P) Accounts Payable - bills and charges payable

20001 Cash Basis Accounts Payable* Accounts payable (A/P) Accounts Payable (A/P) Generated account for vendor per cash basis - do not use
20010 Futami Current CC 5112 Credit Card Credit Card Business Credit Card payable - Main Card

21000 Payable to Foundation Other Current Liabilities Other Current Liabilities Payable to JBAH Foundation

21250 Unearned Membership Fees Other Current Liabilities Other Current Liabilities Amount paid in advance, by members

21300 Unearned Event Fees Other Current Liabilities Other Current Liabilities Deposit received in advance for events

21500 Credit Card Payable Credit Card Credit Card Other business credit card payable

22000 Payable to JEIH Other Current Liabilities Other Current Liabilities Payable to JEIH

22500 Simple IRA Payable Other Current Liabilities Other Current Liabilities Employer Contribution payable

30000 Opening Bal Equity Equity Opening Balance Equity Opening Balance Equity - Do not change

30001 Retained Earnings Equity Retained Earnings Retained Earnings - Do not change

40010 Regular Members Income Service/Fee Income Regular Members Dues
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40020
40030
40100
41200
41400
41805
42000
43150
43152
43155
43160
60109
60110
60111
60112
60151
60152
60153
60155
60199
61000
61500
62000
62400
62500
66500
66600
66900
67000
67550
69000
69100

Associate Members
Initiation Fee

Library membership

Over Due Penalty

Interest Income

Texas-Kai Golf Tournament
JBAH Softball Revenue
JBAH Picnic Revenue
Texas 6-City Conference Revenue
Showing Japan Revenue
Life-Style & Info Revenue
Library Supply

Library Books & Videos
Library System Expenses
Japanese Garden

Annual meeting

Officers meeting

Business Seminar

Other Committee Subsidies
Life-Style & Information
Showing Japan Expenses
Gulf Stream Expense

JEIH Subsidy

Meal

Professional Fee
Telephone Expense
Internet Expense
Reconciliation Discrepancies
Postage and Delivery Expense
Liability Insurance Expense
Office Supply Expense

Office Materials & Machines

Income
Income
Income
Income
Other Income
Income
Income
Income
Income
Income
Income
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses

Expenses

Service/Fee Income
Service/Fee Income
Service/Fee Income
Other Primary Income
Interest Earned

Other Primary Income
Other Primary Income
Other Primary Income
Other Primary Income
Other Primary Income
Other Primary Income
Other Business Expenses
Other Business Expenses
Other Business Expenses
Charitable Contributions
Other Business Expenses
Other Business Expenses
Other Business Expenses
Other Business Expenses
Other Business Expenses
Other Business Expenses
Other Business Expenses
Charitable Contributions
Entertainment Meals
Legal & Professional Fees
Communication
Communication

Other Miscellaneous Service Cost
Shipping, Freight & Delivery
Insurance

Supplies & Materials
Supplies & Materials
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Associate Members Dues

New Regular Member Initiation Fees

Library membership dues

Library - overdue penalty

Interest Income

Texas-Kai Golf Revenue

Softball games revenue

Picnic revenue

TX 6-City conference fee revenue, when held in Houston
Showing Japan revenue

Life-Style & Info and used book sales

Supplies for the Library operation

Purchase of books, periodicals, and other media for the library
WES library system and other Library IT expenses

Support Japanese Garden/Herman Park via Yotsuba Circle
Annual and quarterly BOD meeting related expense
Executive and officers meeting and gathering

Business seminar and other events

Other committee related expenses

Life-Style & Information related expense

Showing Japan expenses

Gulf Stream related expenses

Subsidy for JEIH - charitable contribution - do not use until notified
Meals for JBAH - not for other committees

Legal, accounting and other professional fees

Telephone and cell phone expenses

IT and Internal technology related expenses

Discrepancies between bank statements and company records
Postage and delivery expenses

General insurance expense for JBAH

Office Supply expenses

Office tools, IT subscriptions and equipment



69150
69200
70200
70500
73002
74001
74002
74003
74004
77000
77010
77015
77300
77500
77700
80000
89000
89155
89200
89300
90000
90001
90002

Papers & Printing

Other Office Expense
Rent

Donation Expense
Houston-Dallas Softball
Texas-Kai Golf Expense
JBAH Softball Expense
Picnic Expense

Texas 6-city Conference Expense
Employment Cost
Salary Expense

Medical Insurance Expense
Payroll Service Expense
Payroll Tax Expense
Simple IRA Expense
Property Tax expenses
Miscellaneous Expense
Mileage & Parking

Bank Charge

Overhead Expense
Depreciation Expense
Federal Tax Expenses

State Tax Expenses

Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses
Expenses

Expenses

Office/General Administrative Expenses
Office/General Administrative Expenses
Rent or Lease of Buildings

Charitable Contributions

Other Business Expenses

Other Business Expenses

Other Business Expenses

Other Business Expenses

Other Business Expenses

Payroll Expenses

Payroll Expenses

Payroll Expenses

Payroll Expenses

Payroll Tax Expenses

Payroll Expenses

Taxes Paid

Office/General Administrative Expenses
Travel

Bank Charges

Office/General Administrative Expenses
Office/General Administrative Expenses
Taxes Paid

Taxes Paid
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Paper, Copiers and Printing

Other office G&A expenses

Rent and HVAC and other operating cost
Donation made to charitable orgs by JBAH
Houston-Dallas student softball support - every other year
Texas-Kai golf expenses

JBAH Softball expenses - games in April
Picnic expenses

TX 6 City Conference expenses - every 6 years
Finding and Recruiting Fees

Payroll Expenses

Employee related medical insurance expense
ADP Payroll Service

Payroll Tax Expenses

Employer Contribution Expense

Property tax to Harris County

Other Misc G&A cost

Miles and Parking and other travel cost

Bank charges and fees

Other Misc G&A cost - do not use
Depreciation expenses

Federal tax expenses paid

State tax paid - unemployment tax goes to payroll tax 775--
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BHH 3

HERMANN/ PARK
CONSERVANCY

Hermann Park’s Japanese Garden
A Legacy of Design, Stewardship and Renewal

Hermann Park’s Japanese Garden has been shaped over more than three decades by
Japanese designers and gardeners, Houston’s Japanese community, the City of Houston,
Hermann Park Conservancy and many generous supporters. This timeline documents that
shared history and the work now underway to secure the Garden’s future.

1988-1992 | Nakajima’s Original Vision

Renowned Japanese landscape architect Ken Nakajima was selected to design a Japanese
Garden in Hermann Park, working with Houston’s Japanese community and the City of
Houston to create a landscape rooted in Japanese garden traditions and international
friendship. The Garden opened to the public on May 4, 1992.

The Japanese Garden is part of Hermann Park, which is owned by the City of Houston. The
Houston Parks and Recreation Department (HPARD) historically held responsibility for the
Garden’s day-to-day operations and maintenance.

In 1992, Hermann Park Conservancy (HPC) was established, originally as Friends of
Hermann Park, to work in partnership with the City to improve, steward and help secure
philanthropic support for Hermann Park. At the time, the newly completed Japanese
Garden did not require Conservancy investment and was not included in HPC’s first
master plan for the Park.

2006-2012 | ACommunity-Led Call for Greater Care

As the Garden aged, members of Houston’s Japanese community began raising concerns
about its condition and the specialized care it required. HPC responded by helping
establish a Japanese Garden advisory committee representing Japanese community
organizations and the Consulate General of Japan in Houston. The committee became an
important partner in advocating and fundraising in support of the Garden.

While HPARD continued to provide day-to-day maintenance and operations, HPC began
supplementing City resources where possible and helping bring specialized Japanese
garden expertise to Houston.



Respected Japanese garden designer Terunobu Nakai was engaged to assess the Garden
and help establish a more appropriate model for its care. Nakai first visited in 2006 and
was joined in 2007 by esteemed gardener and tree specialist Hiroshi lwasaki.

Nakai developed a bilingual maintenance manual and a phased plan for improvements to
the Garden, while lwasaki provided specialized pruning, hands-on horticultural care and
training for HPARD staff and local volunteers. Their work represented the first significant
effort to address the Garden’s needs following Nakajima’s original design.

Over the following years, Nakai and the lwasaki family returned regularly, completing
improvements as funding allowed, including work around the tea house pavilion, a wisteria
trellis and modifications to the Garden’s entrance.

Following Nakai’s illness and death in 2012, the lwasaki family continued its relationship
with Hermann Park for more than a decade, providing specialized pruning, training and
small-scale improvements that helped sustain the Garden through an important period in
its history.

2012-2017 | Continued Investment and the 25th Anniversary

HPC’s involvement in the Garden continued to grow, although HPARD remained
responsible for its operations and maintenance. Working with HPARD, the Japanese
community and specialized gardeners, HPC helped raise private funding and coordinate
targeted improvements where resources allowed.

For the Garden’s 25th anniversary in 2017, HPC undertook a more significant improvement
project based on concepts and drawings developed by Nakai before his death. Because
the lwasaki team’s expertise was in specialized gardening and horticultural care rather
than landscape design, HPC engaged local landscape architecture firm White Oak Studio
to help translate Nakai’s concepts into a cohesive, implementable design, working in
collaboration with the lwasakis. The resulting project included a new west entrance and
the addition of a karesansui dry garden.

HPC raised approximately $1 million in private support, including a generous $30,000 gift
from the Japan Business Association of Houston, while the City of Houston committed an
additional $1 million for pond restoration. These investments addressed important areas
of the Garden and advanced elements of Nakai’s earlier vision, but they remained targeted
interventions rather than a comprehensive restoration of the aging landscape and its
underlying systems.

2017-2022 | A Larger Challenge Becomes Clear

During this same period, HPC and the City adopted a new 20-year master plan for
Hermann Park, led by Michael Van Valkenburgh Associates (MVVA). The Japanese Garden



was not initially included as a major master plan project because it continued to be
operated by HPARD and there were not yet plans for HPC to assume a larger role in its
management.

As the Garden approached its 30th anniversary, however, it became increasingly clear that
individual improvements and specialized annual care could not address its larger
challenges.

After three decades of use, the Garden faced significant deferred maintenance, an aging
and increasingly unreliable water system, deteriorating pathways and drainage, declining
landscape areas, aging utilities and other infrastructure needs. At the same time, HPARD
faced limited staffing and resources to provide the level of specialized care required by a
Japanese garden.

By 2022, HPC and HPARD began discussing a comprehensive restoration and a potential
transition of long-term operations and maintenance responsibility to HPC.

2023-2024 | From Maintenance to Long-Term Stewardship

In 2023, HPC established the Yotsuba Circle, creating a dedicated philanthropic base to
support the Garden’s specialized annual care and long-term sustainability. The program
represented an important shift toward building the resources necessary not simply to
improve the Garden, but to steward it appropriately over time.

In 2024, HPC revisited Hermann Park’s master plan and identified the Japanese Garden as
one of the Park’s significant future capital priorities. The Garden was then intentionally
incorporated into the Park’s broader master planning.

By then, HPC recognized that the Garden did not simply need repairs. It required a holistic
restoration addressing infrastructure, water, accessibility, horticulture, visitor experience
and long-term maintenance while also respecting the design philosophy that had shaped

Nakajima’s original Garden.

With Nakai’s passing, HPC began considering the expertise and partnerships that would be
needed to undertake a restoration of this scale. The lwasaki family had provided invaluable
horticultural care and continuity for many years; the next phase would also require
comprehensive Japanese garden design, engineering, infrastructure and accessibility
expertise.

HPC began researching how other Nakajima-designed gardens around the world had
approached restoration, with a particular focus on how they had preserved the intent of

the original designer while adapting aging gardens for their future.

2025 | Finding the Connection Back to Nakajima



That research led HPC to the Cowra Japanese Garden in Australia, designed by Nakajima
in 1976. Through Cowra, HPC was introduced to Hiroyuki “Hiro” Tsujii, who had trained
directly under Nakajima as an apprentice and was already involved with the care and
restoration of other Nakajima gardens around the world.

Tsujii’s direct connection to Nakajima, together with his experience caring for and restoring
other Nakajima gardens, offered an important link between the Garden’s original design
philosophy and its future.

At the same time, HPC engaged MVVA, Hermann Park’s master planning firm, as a partner
in the restoration. Tsujii would lead the Japanese garden design, while MVVA would bring
expertise in water systems, infrastructure, accessibility, engineering coordination and
connections between the Garden and the surrounding Park.

In July 2025, HPC brought Tsujii, MVVA and HPC staff together in Houston for an intensive
week in the Garden. The visit confirmed the strength of the partnership and provided an
opportunity to study the Garden closely, consider its infrastructure and horticultural
needs, and begin developing a comprehensive approach to its restoration.

For nearly two decades, the Iwasaki family provided dedicated specialized care, pruning
and training that helped sustain the Garden through a critical period. Their contributions
remain an important part of the Garden’s history and provided continuity between Nakai’s
work and this new phase of comprehensive design and restoration.

HPC subsequently formalized its partnership with Hiroyuki Tsujii and Tsujii Landscaping
Co., together with MVVA, to lead the comprehensive restoration of the Japanese Garden.

2026 | Designing a Comprehensive Restoration

The restoration process has been intentionally collaborative and grounded in Japanese
garden practice.

In January 2026, members of HPC’s horticulture team and MVVA traveled to Japan to work
with Tsujii and his team, studying restoration ideas and receiving hands-on training in
specialized pruning and maintenance. The experience helped connect the physical
restoration of Hermann Park’s Garden with the knowledge and stewardship practices that
will be required to care for it long after construction is complete.

Tsujii and members of his team returned to Houston in February 2026 with MVVA to
continue intensive on-site design work, provide technical guidance and training to HPC
staff, and formally introduce the restoration team to the community.

In June 2026, Tsujii and MVVA presented the conceptual design for a comprehensive
restoration of the Garden.



The proposed work looks at the Garden holistically, addressing the failing water system
and aging infrastructure alongside pathways, drainage, accessibility, structures, utilities
and landscape restoration. It also considers areas of the Garden that may be restored,
enhanced, expanded or reimagined to strengthen Nakajima’s original design intent and
create a cohesive experience for future generations.

Just as importantly, the projectis being planned around long-term stewardship, with
specialized staffing, training and dedicated maintenance resources intended to ensure
that the Garden receives the consistent, specialized care it will require in the decades
ahead.

Looking Ahead | Restoring the Garden and Securing Its Future

Conceptual design is now being refined, with final plans anticipated by the end of 2026 and
construction expected to begin in mid-2027 or early 2028.

The comprehensive restoration is currently estimated at approximately $25 million,
including construction and a dedicated long-term maintenance fund. HPC has already
secured nearly $9 million toward the project, with a broader fundraising effort planned to
support the restoration and its long-term care.

As part of this next chapter, HPC anticipates assuming responsibility for the Japanese
Garden’s operations and maintenance from HPARD, representing a significant evolution in
the public-private partnership that has shaped Hermann Park for more than three
decades.

This next chapter builds upon the work of Nakajima, Nakai, the Iwasaki family, Houston’s
Japanese community, the City of Houston and the many donors and organizations—
including the Japan Business Association of Houston—that have supported the Garden
over its history.

The restoration is about more than repairing an aging Garden. It is an opportunity to
reconnect the landscape to Nakajima’s original vision, address decades of infrastructure
and maintenance needs, and establish the expertise and resources necessary to care for
this important cultural landscape for generations to come.
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