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OVERVIEW 

BACKGROUND   

Head Start is a Federal program that promotes the school readiness of children from birth to age five from 
low-income families by enhancing their cognitive, social, and emotional development.  In Jefferson Parish, 
the Head Start program not only serves children from birth to age five but also serves pregnant women, 
and infants and toddlers up to thirty-five (35) months of age. Children with disabilities can also attend the 
program with reasonable accommodation.  The program provides a full day, center-based option 
throughout Jefferson Parish. 
 
The Jefferson Parish Communality Action Program (JeffCAP) has entered into Cooperative Endeavor 
Agreements (CEA’s) with four (4) Organizations to operate the Head Start program within Jefferson Parish.  
The four (4) Organizations are: 
 

1) Alphabet Preschool,  

2) Creative Kidz,  

3) Kids House of Learning, Inc., and 

4) Primestep Enterprises, Inc. *Effective November 28, 2017 

Unless otherwise noted above*, the current CEA in place for each Organization was effective September 

16, 2016, and extends through June 30, 2021.  Each Organization is paid up to one hundred ninety-two 

thousand dollars ($192,000) per year to operate the program.  The CEA’s are evaluated for renewal each 

year contingent upon the award of Federal funding. 

OBJECTIVES   

The following were the objectives of this review: 

1. Ensure compliance with Section 2.0, Payment, of the CEA with each vendor organization. 

2. Ensure compliance with Section 9.0, Reports, of the CEA with each vendor organization. 

SCOPE 

Current policies and procedures which include verbiage relative to the payment of Head Start invoices 

and collection of narrative reports relative to the Head Start program were obtained, along with 

programmatic reports indicating types of services provided and service levels.  Select financial data was 

obtained from the AS/400 Financial Management System such as a contract payables listing for each 

vendor showing amounts paid from September 1, 2016, through February 28, 2018.  This was later 

extended to March 31, 2018 (Attachment E).  Invoices were selected for specific review; however, all 

invoices were scanned for a high-level review (Attachments F & G).  Cooperative Endeavor Agreements 

and applicable Resolutions were also obtained for each of the four (4) Organizations (Attachments A, B, 

C, & D).  This review covers only the sections of the CEA as indicated above and does not cover any other 

parts of the CEA’s. 
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FINDING #1 

CRITERIA 

In accordance with Section 2.0 Payment of the CEA, in consideration of the services described [above], 
PARISH hereby agrees to pay ORGANIZATION a maximum amount of $192,000.  Payment will be made on 
a reimbursement basis [in the following manner], which is in accordance with the Code of Ordinance, 
Jefferson Parish, Louisiana, § 2-925.1. ORGANIZATION shall submit an invoice for services performed to 
PARISH within ten (10) days following the end of each calendar month, including a detailed list of services 
performed and an itemized account of time spent during that calendar month for each such service. 
 

FINDING 

The Department did not adhere to all the terms of Section 2.0, Payment.  JeffCAP personnel creates 

invoices for each Organization. 

OBSERVATIONS 

The CEA’s and related resolutions are structured such that each vendor receives $192,000 per year for up 

to five (5) years, subject to availability of federal funding, for a maximum cap of $960,000.  Monthly 

payments are made in advance of services rendered versus on a reimbursement basis as per the terms of 

each CEA.  (See Finding #2).  

The CEA’s specify that each Organization or vendor shall submit an invoice for services performed within 

ten (10) days following the end of each calendar month.  The Organization itself does not submit an 

invoice, rather JeffCAP personnel creates invoices for the Organizations.  Per the Assistant Director, 

“Monthly invoices for payments due to the Child Care Partner vendors are generated in-house by either 

the Assistant Director or Accountant based upon enrollment as reported in the Social Service monthly 

report and payroll expenses as indicated by the Child Care partner records.” 

Since the JeffCAP creates the invoices for the Organizations and the funds are remitted in advance to the 

Organizations, the requirement for the Organization itself to submit an invoice within ten (10) days 

following the end of each calendar month could not be evaluated and is a non-issue in this case. 

Invoice compliance testing can be found at Attachment F. 

SUGGESTION 

JeffCAP should abide by the terms of the Cooperative Endeavor Agreement which embraces the Federal 

guidelines set forth by the Department of Health and Human Services.  Each Organization needs to create 

its own invoice and present such invoice to JeffCAP based upon services already rendered. 

RESPONSE FROM JEFFCAP 

JeffCAP concurs with this finding.  JeffCAP creating or generating invoices on behalf of any third party is 
not standard practice and is unique to these CEAs as we currently have other CEAs in place where the 
third party creates or generates their own invoices.  The Assistant Director of JeffCAP has created the 
invoices in question for a number of reasons, those being, but not limited to: not all of the childcare 
partners had a fiscal system/software to create one, there were initially incorrect invoices submitted by 
the childcare partners, computer illiteracy, etc.  The Assistant Director thought that it would be easier to  
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be helpful to the childcare partners and create the invoices to avoid continued errors and issues in them 
being submitted as needed for reimbursement. The decision to do this was not presented to the JeffCAP 
Director for approval at the time that it was made by the Assistant Director. 
 
Going forward, JeffCAP will provide the childcare partners and any third party that may require training 
and technical assistance with an invoice template or request that they create their own invoices for 
submission.  An example of such is attached (Attachment H: Template – Invoice – Child Care Partners). 
 
 

FINDING #2 

CRITERIA 

In accordance with Section 2.0 Payment of the CEA, PARISH shall remit payment for such services within 
thirty (30) days following receipt of such detailed list of services and acceptance of the work product. Jeff 
CAP HS B-5 shall provide the sum of $1,000 per child per month to CONTRACTOR for salaries, benefits, 
supplies and materials and/or services that will increase the quality of services provided to Early Head 
Start eligible children and families. This payment will be paid upon the submission of a monthly invoice 
and it is determined that all expenses are allowable, allocable, reasonable and necessary. 
 

FINDING 

The Department did not adhere to all the terms of Section 2.0, Payment.  Payments are made in advance 

rather than on a reimbursement basis. 

OBSERVATIONS 

The CEA’s specify that payment shall be remitted within thirty (30) days following receipt of a detailed list 

of services and acceptance of the work product; however, payments are made in advance rather than on 

a reimbursement basis.  Documentation is later submitted to ascertain costs of each organization. 

As per the terms of the CEA, invoices reflect that $1,000 per enrolled child is remitted to each 

Organization.  Invoices created by JeffCAP for the Organizations are dated at the first of each month of 

service for that month of service, and payments were remitted to each Organization prior to the end of 

the month of service.  For example, a payment for March 2018 services was remitted to Prime Enterprises 

on March 20, 2018, based on an invoice dated March 1, 2018, which was created by JeffCAP. 

 

Per the Assistant Director, “Regardless of when an invoice is generated/submitted for payment, the first 

of each month has customarily been used as the invoice date for consistency purposes; the Parish’s 

Request for Payment form includes the entire payment period, March 1—March 31; because expenses 

such as salaries, benefits, utilities, etc. continually accumulate (creating obligations in advance) and 

because the Child Care partners submit payroll/expense documentation throughout each month, the 

payments to the partners are on a reimbursement basis; please advise if the last day of the month as the 

invoice date would be less ambiguous and a better practice; Also, payments are processed in this manner 

(taking into account the timeliness of the payment/approval process) to minimize the hardship felt by the 

Child Care partners.” 
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SUGGESTION 

JeffCAP should abide by the terms of the Cooperative Endeavor Agreement which embraces the Federal 

guidelines set forth by the Department of Health and Human Services.  Each Organization should be paid 

on a reimbursement basis versus in advance. 

RESPONSE FROM JEFFCAP 

JeffCAP concurs with this finding. JeffCAP reimbursing childcare partners prior to receiving proper backup 
is not standard practice and is unique to the CEAs with the JeffCAP child care partners as we currently 
have other CEAs in place where the third party is not reimbursed until we receive their invoice or 
reimbursement request with the proper backup documentation. 
 
After a conversation with the Head Start Administrator and the childcare partners, there was an idea 
offered by the Assistant Director to advance the funds to the childcare partners based on reports that the 
Head Start Administrative team has access to concerning enrollment and attendance.  This decision to do 
this was not presented to the JeffCAP Director for his approval at the time that it was made by the 
Assistant Director of JeffCAP.  The belief by the Assistant Director was that the current language contained 
in the CEA may cause a hardship for the childcare partners because in the timing of reimbursement 
compared to when the childcare partners actually incur expenses.  There are Head Start policy and 
program guidelines found at https://eclkc.ohs.acf.hhs.gov/policy/im/acf-im-hs-15-03-attachment and 
attached to this response (Attachment I: Policy and Program Guidance for the Early Head Start-Child Care 
Partnerships EHS-CCP) that advises grantees to avoid placing childcare partners in financial hardship.  The 
language specifically states:  
 
“Payment in Advance for Partners 
 
Payment terms and conditions are an important aspect of the partnership agreement. Grantees are 
expected to direct a significant portion of funding to their child care partners. Many child care partners do 
not have sufficient resources to advance the cost of providing partnership services and will need access to 
sufficient funds to accomplish the goals and objectives established in the agreement. Partners should be 
paid on an enrollment basis rather than on an attendance basis. The EHS-CCP grantee is funded on an 
enrollment basis by the federal government, and this method needs to be adopted with most partners. The 
partner will have other costs associated with fully preparing their staff and the care environment to meet 
HSPPS that also must be calculated into payments made under the agreement. 
 
The historic or actual child care subsidy status of enrolled families must be taken into account in 
determining the amount paid to partners to assure that existing child care funds are not supplanted. 
Subject to receipt of adequate documentation of anticipated costs, grantees may structure their 
partnership agreements to pay in advance on a monthly basis for identified partner costs. Anticipated costs 
must be reconciled with actual costs on a monthly basis to assure that EHS-CCP funds are used only for 
allowable program-related services. Should payment overages occur, these amounts can be reconciled in 
the next month's advance payment.” 
 
While this federal guidance conflicts directly with Jefferson Parish’s CEA ordinance and boilerplate CEA 
language, there is federal guidance that suggests that there may not be a one size fits all process to 
engaging childcare partners.  However, as the rules of the Parish are more stringent, they should have 
been followed, and they were not.   

https://eclkc.ohs.acf.hhs.gov/policy/im/acf-im-hs-15-03-attachment
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As a potential remedy to be compliant with the CEA ordinance and boilerplate CEA language as well as 
the federal guidance, JeffCAP is in the process of amending the CEAs with the childcare partners to allow 
for bi-monthly (every other week) invoice submission.  The current language reads that invoices are to be 
submitted monthly.  As payroll is the primary reason that much of the costs are incurred on a monthly 
basis by the childcare partners, allowing bi-monthly invoice submission will ensure that the partners will 
have less of a wait to receive reimbursement for funds expended over the course of two weeks rather 
than the course of an entire month.  This will allow us to prevent imposing a hardship on the childcare 
partners, and also allows us to be compliant to the CEA ordinance and boilerplate CEA language as well as 
the federal guidance from ACF-IM-HS-15-03. 
 
Going forward JeffCAP will ensure that invoices submitted by the childcare partners or other third party 
entities will have the proper backup documentation prior to initiating the process for the reimbursement 
of funds. 

FINDING #3 

CRITERIA 

In accordance with Section 9.0 Reports of the CEA, ORGANIZATION shall furnish narrative reports to the 
Jefferson Parish Internal Auditor on the amounts and reasons for all expenditures of funds allocated under 
this Agreement.  Agreements for amounts of $100,000 or greater require quarterly narrative reporting.  
 
The following reports as required: 
 

REPORT RESPONSIBLE POSITION 

Attendance Family Service Specialist 

Family Services Report Family Service Specialist 

Monthly Invoice Assistant Administrator 

Parent Involvement Social Services Coordinator 

Non-Federal Social Services Coordinator 

Health & Screening Report Health Coordinator 

CLASS Education Coordinator/Disabilities 

 

FINDING 

The Department did not adhere to all the terms of Section 9.0 Reports.  Narrative reports were not 

furnished by each Organization. 

OBSERVATIONS 

Per the terms of the CEA’s, the Organization shall furnish narrative reports to the Internal Auditor on a 

quarterly basis.  Such narrative reports were not furnished either to the department or to the Internal 

Auditor.   

Per the Assistant Director, “Because JeffCAP’s Child Care partners actually report on a monthly basis, 

quarterly reports are not necessary and would be redundant for JeffCAP staff members and Child Care 

partners alike; these monthly reports were included on the jump drive—the items reported (i.e. 

enrollment, attendance, medical/vision/psyche evaluations) are indicators of child care services provided 

and justify payments for salaries, benefits, supplies and materials as outlined in the CEA’s.” 
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SUGGESTION 

JeffCAP should abide by the terms of the Cooperative Endeavor Agreement.  Each Organization needs to 

submit quarterly narrative reports to JeffCAP for selective review by the Department of Internal Audit. 

RESPONSE FROM JEFFCAP 

JeffCAP concurs, in part, with this finding.  JeffCAP understands the need for the reporting requirement 
and that the deliverable must be provided to the Internal Auditor per the terms of the CEA by the childcare 
partner or third party.  However, outside of the reporting requirement needed by the CEA ordinance and 
the boilerplate CEA language, JeffCAP Head Start has a federally mandated and expected reporting 
requirement for monthly reporting as to the administration of the Head Start program in each licensed 
facility. JeffCAP expressed concern with this finding to the Internal Auditor because of the fact that the 
federal reporting requirement is more stringent than the local requirement and that the more frequent 
reports being received would actually go above and beyond as to the needs of the local reporting 
requirement.  The Internal Auditor communicated to JeffCAP that the reports that are received are valid, 
but that narrative reports as specifically called for by the CEA were not completed and that it would allow 
lay people, or people not involved in the world of early childhood education, to more easily understand 
the program and the expenditures.   
 
Going forward, JeffCAP will provide the childcare partners and any third party that may require it training 
and technical assistance with a reporting template tailored to the specific CEA as to avoid confusion or 
concern with current reporting requirements, if there be any.  An example of such is attached (Attachment 
J: Quarterly Financial and Narrative Report). Also as the narrative report deliverable is due to the Internal 
Auditor directly by the third party who is operating with the Parish under a CEA, the department will 
follow up with the third party entity to ensure that the entity is being compliant and submitting their 
reports in a timely manner. 
 
 

*** The remainder of the page was intentionally left blank.  Please continue to the next page. ***  
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SUMMARY  

In summary, documentation received from JeffCap was comprehensive in terms of the requested items 

and in good order.  The operations of the Head Start program do not always mirror the terms of the 

contract sections evaluated.  For example, funds are advanced to the vendors yet the contract indicates 

that they should be remitted on a reimbursement basis.  Such advancements are made based off of 

monthly invoices which are created by JeffCAP from previous monthly enrollment data. 

Additionally, the contract specifies that quarterly narrative reports should be submitted to the Internal 

Auditor; however, programmatic information is sent in other forms to the department. 

In all cases, JeffCAP should abide by the terms of the Cooperative Endeavor Agreement which embraces 

the Federal guidelines set forth by the Department of Health and Human Services.   

Internal audit recommends that JeffCAP review and take appropriate actions as noted in the Findings #1, 

2, and 3.   

REPORT WRAP UP 

Internal Audit obtained responses from all departments which are noted in the “Response From…” section 

of each Finding.  Additionally, a response from the Parish Administration and Parish Attorney’s Office can 

be found in Attachment 2, following this report. 

JeffCAP offered the following additional comments related to corrective actions taken: 

For internal corrective action and to ensure that the childcare partners are aware and will comply with 
the current requirements of the CEAs, JeffCAP personnel met with the partners collectively on June 13, 
2018, to inform them of the changes to our collective process based on this internal audit draft report. All 
childcare partners acknowledged that they will continue as childcare partners for the Head Start program 
and that they understood the requirements placed upon them by the CEAs that they have signed and 
agreed to.  These acknowledgments can be found in Attachment K: Child Care Partner Acknowledgments. 
 
In conclusion, please accept these responses to your findings noted in the [draft] audit report. JeffCAP 
would like to thank the Internal Auditor for working with our department during this process.  JeffCAP 
sees any audit process as necessary and standard to ensure that the funds that we manage are expended 
in a compliant, effective and efficient manner.  JeffCAP has a history of being compliant to audit processes 
as we are audited at the federal, state and local levels.  Any suggestion, concern or finding is taken 
seriously, and the Director and the staff of JeffCAP take full responsibility for non-compliance and will 
work to correct it.  In addition, the outcome of this process is not seen as a negative but as an opportunity 
for improvement. JeffCAP looks forward to implementing the outcome of this audit report and working 
closely with the Internal Auditor and other Jefferson Parish administrators as needed to ensure future 
compliance once this audit process is complete.   
 
 

****END**** 
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ATTACHMENT 2 

RESPONSE FROM PARISH ADMINISTRATION 

 

The Administration concurs with the findings of the Internal Auditor and will counsel the staff and 

administrative team of our JeffCAP/Head Start program to comply with the IA findings and to follow the 

terms of the Agreements with these outside organizations. JP staff will not create or generate invoices on 

behalf of any third parties. JP staff will not advance payments in disregard of the terms of these 

agreements and JP staff will require the proper quarterly reports. 

The Administration will conduct a review of the actions of staff and determine if disciplinary action is 

warranted.  

Response received via email on June 7, 2018, from Keith Conley, Jefferson Parish Chief Operating Officer. 

 

 

RESPONSE FROM PARISH ATTORNEY’S OFFICE 

The Parish Attorney’s Office has reviewed Internal Audit Report #2018-005 (Head Start CEA Review – 

Sections 2.0 & 9.0) and concurs with the recommendations of the Internal Audit Department based upon 

the facts detailed in the Report. The Parish Attorney’s Office suggests that The Jefferson Parish 

Communality Action Program expeditiously adopt all corrective measures outlined in the Report to ensure 

the proper administration of the subject Head Start Cooperative Endeavor Agreements. 

Response received via email on June 21, 2018, from Marc Dougherty, Senior Assistant Parish Attorney. 

 

 

*** The remainder of the page was intentionally left blank.  Please continue to the next page. *** 
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ATTACHMENT A 

ALPHABET PRESCHOOL: CEA AND RESOLUTIONS 
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ATTACHMENT B 

CREATIVE KIDZ: CEA AND RESOLUTIONS 
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ATTACHMENT C 

KIDS HOUSE OF LEARNING, INC.: CEA AND RESOLUTIONS 
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ATTACHMENT D 

PRIMESTEP ENTERPRISES, INC.: CEA AND RESOLUTION 
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ATTACHMENT E 

PAYABLES LISTINGS 
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ATTACHMENT F 

INVOICE SAMPLE RESULTS 
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ATTACHMENT G 

SAMPLE OF INVOICES 
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ATTACHMENT H 

TEMPLATE – INVOICE – CHILD CARE PARTNERS 
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ATTACHMENT I 

POLICY AND PROGRAM GUIDANCE FOR THE  

EARLY HEAD START-CHILD CARE PARTNERSHIPS EHS-CCP 
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ATTACHMENT J 

QUARTERLY FINANCIAL AND NARRATIVE REPORT EXAMPLE 
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ATTACHMENT K 

CHILD CARE PARTNER ACKNOWLEDGMENTS 
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