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OVERVIEW 

BACKGROUND   

The Jefferson Community Action Program (JeffCAP) operates Head Start and Early Head Start Programs 
(Education Programs), which promote children's school readiness from birth to age five from low-income 
families by enhancing their cognitive, social, and emotional development.  The Education Programs are 
funded by two grants from the Department of Health and Human Services and provide a full day, center-
based option throughout Jefferson Parish.  A requirement of the Education Programs is to participate in 
the Child and Adult Care Food Program (Food Program), which is funded by the Department of Education.  
Food Program participation is dependent upon the enrollment numbers in the Education 
Programs.  Without a Food Program in place, the Education Programs would not receive funding from the 
Department of Health and Human Services. 

Program services are delivered at ten (10) different locations throughout the Parish – six (6) in buildings 
either owned or leased by the Parish, and four (4) within the Jefferson Parish School System buildings.  
The Parish also contracts with daycare centers, known as Partner Agencies, to provide Early Head Start 
services.  The number of Partner Agencies fluctuates over the periods under review. Additionally, 
Jefferson Parish (the Parish) funds early childhood programs through the Jefferson Parish School System 
in Lafitte and Grand Isle that are not reimbursed by the Department of Health and Human Services. 

OBJECTIVES 

The objectives of this review were to: 

1) Perform an analysis of cost components of the Head Start program compared to revenues 

received by the program. 

2) Quantify and characterize the program's cost to the General Fund (e.g., Salaries, supplies, 

professional, other).  

3) Identify any Parish owned buildings or any leased buildings utilized by the Head Start program. 

4) Recommend any revenue-generating and cost savings measures that may be identified.   

5) Perform a review and analysis of the Head Start program's administrative structure, including 

restructuring as appropriate. 

SCOPE 

Contracts in place with the Department of Health and Human Services and the Department of Education 

were retrieved for the 2017/2018, 2018/2019, and 2019/2020 fiscal years for the Head Start, Early Head 

Start, and Food Service programs.  Internal Audit also examined corresponding financial data for the 

Parish's AS/400 Financial Management System.  Key programmatic information was analyzed, such as: 

1) policies and procedures, program regulations 

and requirements,  

2) the organizational chart and staffing structure,  

3) program service locations, 

4) program participation and licensing data, and  

5) school calendars.  
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As previously stated, the Education programs are funded by two different grants from the Department of 

Health and Human Services.  One grant cycle has a fiscal year ending May 31, while the other (known as 

the Expansion grant) has a fiscal year ending February 28.  The Food Service program has a fiscal year end 

of September 30.   

Jefferson Parish operates on a fiscal year ending December 31.  Although the grants have different fiscal 

year ends, they are tracked as "projects" within the Parish's financial management system.   

Program Name Fiscal Year End 

Head Start and Early Head Start May 31 

Early Head Start Expansion  February 28(29) 

Food Service September 30 

Jefferson Parish Operations December 31 

 

Data analysis focuses on the fiscal years 2018/2019 and 2019/2020 for reasons as highlighted below: 

➢ The COVID-19 pandemic, also known as the coronavirus pandemic, is an ongoing pandemic of 

coronavirus disease 2019 (COVID-19) caused by severe acute respiratory syndrome coronavirus 2 

(SARS-CoV-2).  It was first identified in December 2019 in Wuhan, China.  The World Health 

Organization declared the outbreak a Public Health Emergency of International Concern in 

January 2020 and a pandemic in March 2020.1   The pandemic impacted Head Start programs in 

fiscal years that ended in 2020 with a shift from In-Person learning to Virtual learning, or a mix 

thereof.  Attendance, whether In-Person or Virtual participation, was interrupted.   This period 

will be referred to as "post-COVID." 

➢ Programs with fiscal years ending in 2019 concluded before the pandemic and are considered 

"business as usual" or "pre-COVID." The fiscal year ending 2018 will be referenced as well to 

establish pre-COVID trends further. 

Internal Audit will examine and compare pre-COVID and post-COVID data to identify advantageous trends 

for future operations or that need to be altered to increase financial stability. 

PROCEDURES 
 
Internal Audit utilized the following basic procedures in analyzing the data and determining possible 
strategies.  The following is not intended to be an all-inclusive list. 

 
A. Interview key personnel from Departments of JeffCAP, Finance, and others as may be necessary. 
B. Obtain applicable Head Start contracts, budgets, and related financial and programmatic 

information. 
C. Retrieve current and historical financial data from the AS/400 Financial Management System.  
D. Obtain industry benchmarking data, if available. 
E. Apply analytical procedures to available data. 
F. Identify any material cost savings measures, if feasible. 
G. Identify methods to restructure the program administratively, if feasible. 
H. Other procedures as deemed necessary to satisfy the objectives. 

 
1 Wikipedia as of January 21, 2021. 
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PROGRAM REVENUE VERSUS COSTS 

Program revenues for the Education Program are received from the Department of Health & Human 
Services and average approximately $7 million per year over the three years examined.2  Such program 
revenue covered on average 83% of program expenses per year.  The remaining revenue needed to 
sustain the program came from the General Fund, which amounted to approximately $1.4 million per 
year. 

Head Start & Early Head Start - Fiscal Year Ending May 31 

Source 2017/2018 % of Total 2018/2019 % of Total 2019/2020 % of Total 

Dept of Health & 
Human Services 

 
$6,894,906 

 
84.2% 

 
$7,089,253 

 
81.3% 

 
$7,221,117 

 
84.4% 

General Fund $1,287,244 15.7% $1,638,598 18.7% $1,336,148 15.6% 

Other Income $3,241 0.1% $0 0.0% $365 0.0% 

TOTAL REVENUE $8,185,392 100.0% $8,727,852 100.0% $8,557,630 100.0% 

TOTAL EXPENSE $8,185,392 100.0% $8,727,477 100.0% $8,557,630 100.0% 

NET INCOME $0  $375  $0  

Early Head Start Expansion Grant - Fiscal Year Ending February 28 (29)3 

Source 2017/2018 % of Total 2018/2019 % of Total 2019/2020 % of Total 

Dept of Health & 
Human Services 

 
$0 

 
0% 

 
$0 

 
0% 

 
$924,025 

 
99.4% 

General Fund $0 0% $0 0%     $5,909   0.6% 

Other Income $0 0% $0 0%             $0      0.0% 

TOTAL REVENUE $0 0% $0 0% $929,934 100.0% 

TOTAL EXPENSE $0 0% $0 0% $929,934 100.0% 

NET INCOME $0  $0              $0  

 
The Food Service Program's program revenues are received from the Department of Education and 
average approximately $530,000 per year for the first two years and $300,000 for the third year 
examined.4  Such program revenue covered on average 57% of program expenses per year.  The remaining 
revenue needed to sustain the program came from the Head Start program, whose deficit is funded by 
the General Fund.  The Food Program deficit amounted to approximately $335,000 per year. 

Food Service Program – Fiscal Year Ending September 30 

Source 2017/2018 % of Total 2018/2019 % of Total 2019/2020 % of Total 

Dept of 
Education 

 
$521,820 

 
64.8% 

 
$540,841 

 
60.5% 

 
$295,253 

 
44.5% 

Head Start / GF $283,337 35.2% $353,372 39.5% $367,847 55.5% 

Revenue: Other $0 0.0% $48 0.0% $38 0.0% 

TOTAL REVENUE $805,157 100.0% $894,261 100.0% $663,138 100.0% 

TOTAL EXPENSE $805,157 100.0% $894,281 100.0% $663,138 100.0% 

NET INCOME $0  -$20  $0  

 
2 See Attachment D, E and F for Project Financial Reports from the Parish’s Financial Management System. 
3 The Early Head Start Expansion grant begin with Fiscal Year 2019/2020. 
4  One should note that spending on food and related supplies decreased by approximately $176,000 which 
decreased reimbursement from the Department of Education.  The decreased spending was a concerted effort by 
the department based on Internal Audit 2019-003, Head Start Food Program: Operational Review. 
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The total amount needed from the General Fund to sustain the Education Program, the Food Service 
Program, and other early childhood education programs in Lafitte and Grand Isle averaged approximately 
$2 million per year. 
 
One should note that $230,000 is allocated annually from the General Fund to provide early childhood 
education programs in Laffite and Grand Isle, which is not funded by the Department of Health and Human 
Services due to low attendance and family income levels that do not qualify for the Head Start program.  
This amount is factored into the $2 million per year and shown in the table below. 
 

Subsidy from the General Fund for the Head Start Education and Food Programs 

 
Source 

2017/2018 % of Total 2018/2019 % of Total 2019/2020 % of Total 

Pre-COVID Post-COVID 

HS/EHS $1,287,244 70.9% $1,638,598 73.3% $1,336,148 68.3 

Expansion Grant $0 0% $0 0%     $5,909   0.3% 

Food Program $283,337 15.6% $353,372 15.8% $367,847 18.8% 

Laffite/Grand Isle $212,785 13.5% $231,821 10.9% $238,662 12.6% 

TOTAL SUBSIDY  $1,815,581 100.0% $2,236,970 100.0% $1,954,904 100.0% 

 
Recall that the program's fiscal years are not the same as the Parish's fiscal year, December 31.   The 
General Fund contribution on the Parish's fiscal year cannot be calculated by adding the numbers together 
from the tables shown above.  
 
The average pre-COVID subsidy was $2,026,000, with an insignificant decline (3.6%) in post-COVID subsidy 

to $1,955,000.  This engagement's overall focus is to explore strategies to ensure efficient use of or 

minimize the amount needed from the General Fund to sustain the Head Start Education and Food 

programs. Identified strategies are described later in this report. 

 

Section Highlights:  Program Revenue versus Costs 

➢ Program revenues from the Department of Health and Human Services and the Department of 

Education averaged approximately $7.5 million combined over the three years analyzed.  

➢ Subsidy from the General Fund averaged over $2.0 million per year.   

➢ Subsidy needed for the post-COVID period decreased by 3.6% compared to the pre-COVID period. 

➢ Head Start Education program revenues average 83% of expenses, while the Food Service 

program was 57% over the three years. 

 

 

*** The remainder of the page was intentionally left blank.  Please proceed to the next page. *** 
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PROGRAM COSTS CHARACTERIZED 

Internal Audit obtained expense data from the Parish's AS/400 Financial Management System for both 
the Head Start Education Program (Head Start & Early Head Start) and the Food Service Program.  Both 
programs are tracked as Projects in the system.  The Education Program is accounted for on a fiscal year 
ending May 31, while the Food Service Program is accounted for on a fiscal year ending September 30.  
Line-item expenses for the fiscal years ending 2018, 2019, and 2020 were retrieved and shown in the 
following tables.   
 
Program expenses for the Education Program average approximately $8,456,000 per year for the Pre-
COVID period.  Of the total annual expenses, Wages and Related Benefits (Personnel and Fringe) represent 
approximately $6.7 million per year or seventy-eight-point eight percent (78.8%) of total expenses.  
Another ten-point six percent (10.6%) of costs are attributed to payments to Partner Agencies to 
administer the program, and facility and lease costs spent to house the programs.  Additionally, another 
$230,000 is allocated annually from the General Fund to provide early childhood education programs in 
Laffite and Grand Isle, which is not funded by the Department of Health and Human Services due to low 
attendance and family income levels.  The $230,000 is above and beyond the $8,456,000 annual costs of 
the Education Program. 
 
One should note that an average of $264,000 is transferred from the Education Program to the Food 
Program to help cover costs.   
 

Head Start & Early Head Start Expenses: Pre-COVID 

Category  2017/2018 % of Total 2018/2019 % of Total Average % of Total 

Personnel $4,914,594 60.0% $5,291,305 60.6% $5,102,950 60.3% 

Fringe 1,513,852 18.5 1,611,081 18.5 1,562,467 18.5 

Partner Agencies    566,200 6.9       590,976 6.8 578,588 6.8 

Facility Costs    294,975 3.6    261,956 3.0 278,466 3.3 

Lease Costs      50,925 0.6      40,739 0.5 45,832 0.5 

Equipment      48,440 0.6 66,946 0.8 57,693 0.7 

Supplies    139,519 1.7 112,322 1.3 125,921 1.5 

Travel      79,636 1.0 97,192 1.1 88,414 1.0 

Insurance 49,835 0.6 80,265 0.9 65,050 0.8 

Parish OH 123,880 1.5 99,264 1.1 111,572 1.3 

Other 173,252 2.1 176,868 2.0 175,060 2.1 

Transfer to Food 230,284 2.8 298,563 3.4 264,424 3.2 

TOTAL EXPENSE $8,185,392 100.0% $8,727,477 100.0% $8,456,435 100.0% 

 
The percent spent on each category did not change significantly in the Post-COVID period as compared to 

the pre-COVID period.  Wages and Related Benefits (Personnel and Fringe) held steady at approximately 

seventy-eight percent (78%) of total expenses.  Another eleven percent (11%) of costs are attributed to 

payments to Partner Agencies to administer the program, and facility and lease costs spent to house the 

programs.  Total expenses increased from $8,456,000 pre-COVID to $9,050,000 (excluding start-up costs 

for the Expansion grant) post-COVID.  The increase is due primarily to the Early Head Start Expansion 

grant, which was first awarded for the fiscal year ended 2020.  The table on the next page shows expenses 

by category.  

78.8% 

10.6% 
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Head Start & Early Head Start Expenses: Post-COVID 

 
Category 

 
HS/EHS 

EHS 
Expansion 

2019/2020 
Total 

 
% of Total 

Personnel $5,299,232 $175,445 $5,474,677 60.5% 

Fringe   1,556,479 49,955 1,606,434 17.9 

Partner Agencies 502,184 216,174 718,358 7.9 

Facility Costs      256,357 17,536 273,893 3.1 

Lease Costs 47,142 0 47,172 0.5 

Equipment 78,204 25,212 103,416 1.1 

Supplies       80,655 4,683 85,338 0.9 

Travel     100,145 3,253 103,398 1.1 

Insurance 77,083 0 77,083 0.9 

Parish OH 103,842 0 103,842 1.1 

Other 146,706 0 146,706 1.6 

Transfer to Food 309,601 0 309,601 3.4 

TOTAL EXPENSE $8,557,630 $492,2585 $9,049,888 100.0% 

 

Expenses for the Food Program decreased post-COVID as compared to pre-COVID.  The reduced spending 
was a concerted effort by JeffCAP to minimize food costs (Supplies).  The result increased the percent 
spent on Personnel and Related Benefits (Personnel and Fringe).  The staffing structure, however, 
remained essentially the same between the two periods.  Ninety-six percent (96%) of total expenses are 
spent on Personnel, Fringe benefits, and Supplies for the Food program. 

 
Section Highlights:  Program Costs Characterized 

➢ Head Start and Early Head Start: A majority (89.4 to 89.9%) of the Education Programs expenses 

are attributed to Wages and Related Benefits, Partner Agencies, and Facility & Lease costs. 

➢ Food program: Ninety-six percent (96%) of total expenses are spent on Wages and Related 

Benefits, along with Food and Supplies. 

➢ These major expense categories will be examined in the next sections of this report.   

 
5 Excludes start up costs of $437,676. (Other 7699.9 account) Total expenses for the 2020 Expansion grant equal 
$929,934. 

 
 

Category 

Food Service Expenses: Pre-COVID Post-COVID 

 
2017/2018 

% of 
Total 

 
2018/2019 

% of 
Total 

Average 
%  

 
2019/2020 

% of 
Total 

Personnel $362,451 45.0% $441,161 49.3% 47.2% $399,805 60.3% 

Fringe 114,797 14.3% 118,702 13.3 13.8 103,777 15.6 

Supplies 289,609 36.0 304,348 34.0 35.0 132,535 20.0 

Travel 1,653 0.2 3,486 0.4 0.3 1,332 0.2 

Insurance 13,754 1.7 2,587 0.3 1.0 4,059 0.6 

Parish OH 22,893 2.8 23,997 2.7 2.7 21,630 3.3 

TOTAL 
EXPENSE 

 
$805,157 

 
100.0% 

 
$894,281 

 
100.0% 

 
100.0% 

 
$663,138 

 
100.0% 

78.4% 

11.5% 

95.9% 
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PROGRAM BUILDINGS USED 

Head Start and Early Head Start (Education) programs are housed at various locations throughout 
Jefferson Parish.  Four (4) programs are conducted within a building owned by the Parish, two (2) in leased 
locations, four (4) within Jefferson Parish Schools, and in some Partner Agencies contracted by the Parish.  
Internal Audit obtained expense data from the Parish's AS/400 Financial Management System for facility 
and lease cost associated with the Education programs.  These expenses are shown in the table below 
and total approximately $309,000 annually for the fiscal year ending 2019 and $321,000 annually for the 
fiscal year 2020. 
 

Name Address Building Facility Cost Lease Cost 6 

Causeway 3420 N. Causeway Blvd, Metairie Own $50, 034 0 

Jutland 1821 Jutland, Dr, Harvey Own $45,580 0 

Lapalco 2001 Lincolnshire, Marrero Own $58,887 0 

Terrytown/Gretna 2315 Park Place, Gretna Own $65,630 0 

Beechgrove 721 Tricia Ct, Westwego Lease $6,649 $11,868 

Kenner 200 Decatur Str, Kenner Lease $35,176 $35,640 

Creative Kidz 2141 Barataria Blvd, Marrero Partner 0 0 

Kids House of Learning 711 Derbigny Str, Gretna Partner 0 0 

Prime Step I 3301 Florida Ave, Metairie Partner 0 0 

Prime Step II 4820 Wabash Str, Metairie Partner 0 0 

Spring Ridge 520 Jackson Str, Kenner Partner 0 0 

Woodmere 2066 Paxton Str, Harvey Partner 0 0 

Avondale 178 Millie Drive, Avondale School 0 0 

Clay 606 Clay Str, Kenner School 0 0 

Waggaman 700 Dandelion, Waggaman School 0 0 

Westwego 525 Spruce Str, Westwego School 0 0 

2018/19 TOTAL   $261,956 $47,508 

2019/20 TOTAL   $273,893 $47,508 

   Increase 4.6% 0% 

 
Facility Costs include building maintenance and repair, utilities, security, equipment, landscaping, and 
other costs associated with maintaining a building. They do not include other costs to run the Head Start 
programs.  Direct expenses by location are not tracked and were not available.  Therefore, each facility's 
costs were allocated based upon square footage and other usage data applicable to each location.  
 
Facility costs are zero for services delivered by Partner Agencies and within School buildings.  Partner 

Agencies are organizations that the Parish contracts to provide the Early Head Start Education program.  

Theoretically, facility costs are included in the remittances to the Partner Agencies.  Amounts paid to the 

Partner Agencies will be further explored later in this report. 

  

 
6 Lease costs were calculated based up respective lease agreements.  As of the timing of this report, the 
Beechgrove lease was $989 per month, while the Kenner lease was $2,970 per month.  The calculated 
amount varies immaterially from what is shown in the Project financial reports. 
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When a program is hosted within a school building, the Parish saves facility costs and saves costs related 

to the Center Supervisor, housekeeping/custodial, maintenance, property management, and 

administrative positions.   

For example, the services provided at the Causeway location are in a building owned by the Parish.  If the 

program were moved to a nearby school, the following savings are estimated to occur. 

Expense Item Estimated Savings 

Facility Costs $ 52,3367 

Center Supervisor  60,669 

Housekeeping/Custodial  24,532 

Maintenance / Property Mgmt. 8,849 

Administrative 27,291 

2019/20 Total $173,677 

 

Given that data, the Parish will continue to incur some facility costs for owned buildings if the Head Start 

program is moved to a different location.  Decisions to relocate should bear this in mind and consider how 

other Parish initiatives could more effectively utilize the facility and how the facility can generate revenues 

to offset facility costs. 

Section Highlights:  Program Buildings Used 

➢ Programs services are provided in four (4) buildings owned by the Parish and two (2) buildings 

leased by the Parish. 

➢ Programs services are also provided at ten (10) other locations via contracted Partner Agencies 

(6) and collaborations with the Jefferson Parish School System (4). 

➢ Annual facility costs for buildings owned by the Parish average $55,000. Facility costs for building 

leased by the Parish average $45,000 annually. 

➢ There are no facility costs associated with programs. 
 

Strategy Scenarios: 

A. Explore opportunities to partner with the Jefferson Parish School System to provide services 

within the school buildings. 

B. Consider tracking costs by location so that each location's financial viability can be evaluated. 

Specific tracking can help identify any adjustments that need to be made at particular locations 

to ensure prudent fiscal management. 

 

 

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

 
7 The 2018/19 Estimated Facility cost of $50,034 was inflated by 4.6% annual increase to calculate the 2019/20 
Facility costs for the Causeway location. 
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REVENUE GENERATING AND COST SAVINGS MEASURES 

 
REVENUE GENERATING 

 
In-Person versus Virtual Service Delivery 
 
As previously stated, the 
COVID-19 pandemic impacted 
Head Start programs in fiscal 
years that ended in 2020 with a 
shift from In-Person learning to 
Virtual learning, or a mix 
thereof.  Attendance, whether 
In-Person or Virtual 
participation, was interrupted.   
Student participation data 
collected for programming 
conducted in Parish Owned 
buildings, leased building, and 
in schools illustrates this 
transition in service delivery.   
 
 
 
Pre-COVID versus Post-COVID Service Numbers 
 
The chart to the right shows 
the total numbers served for 
pre-COVID and post-COVID 
periods, along with the 
number of students waiting 
for service (wait list) and the 
number licensed (funded).  
While services were 
interrupted due to COVID, 
service trends indicate that 
pre-COVID, the program was 
operating below the number 
licensed.   
 
 
 
 

Regardless of service delivery, whether In-Person or Virtual, JeffCAP should continue to focus on serving 

up to the amount licensed/funded.  A Daily Attendance Rate can be expressed as a percentage of Optimal 

or Funded Capacity.  According to Head Start Performance Standards 45 CFR § 1302.16(b), if a program's 
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monthly Average Daily Attendance rate falls below 85%, the program must analyze the causes of 

absenteeism and identify any systematic issues that contribute to the program's absentee rate.   JeffCAP 

should continue focusing on efforts to increase and maintain attendance to the threshold of 85%.   

According to 45 CFR § 1302.16(a) (2), a program must implement strategies to promote attendance.  At a 

minimum, a program must: 

i. Provide information about the benefits of regular attendance;  

ii. Support families to promote the child's regular attendance;  

iii. Conduct a home visit or make other direct contact with a child's parents if a child has 

multiple unexplained absences (such as two consecutive unexplained absences); and 

iv. Within the first 60 days of program operation, and on an ongoing basis thereafter, use 

individual child attendance data to identify children with patterns of absence that put 

them at risk of missing ten percent of program days per year and develop appropriate 

strategies to improve individual attendance among identified children, such as direct 

contact with parents or intensive case management, as necessary. 

Relative to the Food Program, increased attendance will enhance the Food Program's services and 
improve its financial strength.   
 
As of the period under review, such optimal capacity was set at two teachers for every fifteen children, 

whose ratio is expressed as "2:15".  This ratio, known as the Teacher to Student Ratio, was reduced from 

2:20 in a previous grant period; however, according to Head Start regulations, it is acceptable to set the 

Teacher to Student Ratio at 2:20.  The applicable regulations are stated in 45 CFR § 1302.21(b) and are 

outlined below. 

2 TEACHERS CAN ACCOMMODATE 

4 and 5-year-olds No more than 20 children enrolled in any class. 

3-year-olds No more than 17 children enrolled in any class. 

Under 3 years old No more than 8 or 9 children enrolled in any class. 

 
 
JeffCAP should consider increasing the Teacher to Student Ratio from two Teachers to every fifteen 

Students (2:15) to 2:20, or otherwise to an accepted ratio as per 45 CFR § 1302.21(b).  The highest 

acceptable ratio will aid in increasing revenues, thereby increasing the Food Program's financial self-

sufficiency. 

As detailed in Internal Audit 2019-003 - Head Start Food Program: Operational Review, at least three 
revenue-generating scenarios consider Teacher to Student Ratios and Attendance Rates.  These scenarios 
are shown on the next page. 
 
 
 
*** The remainder of the page was intentionally left blank.  Please proceed to the next page. *** 
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Scenario A:  The Food Program operated with the Teacher to Student Ratio of 2:15, 

with an Attendance Rate of 77% in the Fiscal Year 2018.  The actual Program 

Revenue was $501,956. 

Scenario B:  Head Start Performance Standards sets an 85% Attendance Rate as 

the accepted benchmark.  Take steps to increase the Attendance Rate to 85% and 

continue to operate with the Teacher to Student Ratio of 2:15.  The Revenue would 

increase to $551,430 based on the Fiscal Year 2018 actual revenue. 

Scenario C:  Take steps to increase the Attendance Rate to 85% but increase the 

Teacher to Student Ratio to 2:20. The Revenue would increase to $734,896, which 

is an additional $232,940 in revenue based on the Fiscal Year 2018 actual revenue. 

While the above numbers do not reference the most current period under review, the concepts should 
be embraced for the current periods and into the future.  The potential revenue increase between 
Scenario C and Scenario A is $232,940.  ($734,896 less $501,956) 
 
Strategy Scenario: 
 

C. JeffCAP should consider increasing the Teacher to Student Ratio from two Teachers to every 

fifteen Students (2:15) to 2:20, or otherwise to an accepted ratio as per 45 CFR § 1302.21(b).  The 

highest acceptable ratio will aid in increasing revenues, thereby increasing the Food Program's 

financial self-sufficiency. 

JeffCAP should continue or strengthen its efforts to increase attendance to the threshold of 85%.  

According to 45 CFR § 1302.16(a) (2), a program must implement strategies to promote 

attendance.  At a minimum, a program must: 

i. Provide information about the benefits of regular attendance;  

ii. Support families to promote the child's regular attendance;  

iii. Conduct a home visit or make other direct contact with a child's parents if a child 

has multiple unexplained absences (such as two consecutive unexplained 

absences); and 

iv. Within the first 60 days of program operation, and on an ongoing basis thereafter, 

use individual child attendance data to identify children with patterns of absence 

that put them at risk of missing ten percent of program days per year and develop 

appropriate strategies to improve individual attendance among identified 

children, such as direct contact with parents or intensive case management, as 

necessary. 

 

 

*** The remainder of the page was intentionally left blank.  Please proceed to the next page. *** 
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COST SAVINGS  
 
Cost per student – Owned, Leased, In Schools & Partner Agencies 
 
JeffCAP does not track costs by location8; however, payments to Partner agencies are coded to a separate 
account and can be removed from total expenses to calculate the expense associated with programs 
delivered in all other locations (Owned, Leased, and In Schools).  An amount needed for staff oversight 
and monitoring of Partner Agencies can be calculated based on the Staffing Structure shown later in this 
report. 
 

Description Cost Est. Oversight Adj. Cost Avg Served Cost per Student 

Partner Agencies $718,358 $380,000 $1,098,358 112 $9,807 

All Other  $8,331,530 ($380,000) $7,951,530 661 $12,030 

Total FY19/20 $9,049,888  - $9,049,888 773  

 
 
Contracts: Cost per student –Grand Isle/Lafitte 
 
On average, Jefferson Parish budgets $230,000 annually to Grand Isle/Lafitte to deliver early childhood 

education services in the area.  For the Fiscal Year ending 2020, $238,662 was funded by the Parish, for 

an average of 28 students were served in those areas.  This equates to a cost of $8,523 per student.  This 

cost is lower than the cost per student for Partner Agencies.  

By contract, the Jefferson Parish School Board (JPSB) is to remit invoices monthly with detail of services 

delivered and provide quarterly reporting.  JPSB submitted two invoices in 2018, seven in 2019, and three 

in 2020.  The invoices did not contain detail of services delivered.  Additionally, narrative reporting could 

not be located either by the JPSB or JeffCAP.  This contract should be monitored to ensure that 

deliverables are being met and Jefferson Parish Citizens receive the value and benefits of the taxpayer 

funds.   

The chart to the left depicts the estimated 

Annual Cost per Student by Location Type.  

Partner Agencies can provide services at a 

lower cost per student than the Parish 

cost per student.  Assuming high quality of 

services, these relationships should be 

further explored.   

 

Additionally, the contract with Partner Agencies should be further explored to 

determine if the Parish cost could be reduced more in line with Grand Isle/Lafitte's 

cost per student.  This could result in an estimated annual savings of $144,000.  

($9,807 less $8,523 times 112 average served) 

 

 
8 See Strategy Scenario on Page 9. 

$9,807 
$12,030 

$8,523 

 $-

 $5,000

 $10,000
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Strategy Scenarios: 

D. Designate a contract monitor for the CEA with Grand Isle/Lafitte and collect documents and 

narratives required by the contract.   A position with a relevant skillset should monitor the 

contract and verify that specific and measurable contract deliverables were or are being met.   

That same position should also review the contractor's pay request and initiate the Receipt of 

Goods/Payment Processing.  The contract monitor should adhere to the Parish's contract 

monitoring policy. 

E. Reexamine and renegotiate contracts with partner agencies to reduce costs.  The process should 

follow all applicable Procurement laws. 

F. Explore opportunities to contract with more partner agencies and provide services within the 

school system if permitted by grant agreements.  Staffing costs can be reduced by attrition or 

shifts to other departments with other open, necessary positions with Jefferson Parish. 
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Wages and Benefits  

Wages and Benefits for Head Start and Early Head Start averaged 78.8% of costs for the pre-COVID period 
and 78.4% post-COVID.   Likewise, Wages and Benefits were a majority of the expenses for the Food 
program.  Such costs are examined in this section to determine any cost savings. 
 
The Education and Food programs operate with one hundred eighty-eight (188) positions.  Internal Audit 
obtained the staffing patterns by location (See Attachments H and I) and calculated each position's 
average annual salaries.  Based on this data, Wage and Benefit costs were calculated by location.   
 

 
Location 

 
Building 

 
Est. Staff Cost 

 
# Licensed 

Staff Cost   
per # Licensed 

Causeway Owned $851,749 75 $11,357 

Jutland Owned $801,317 83 $9,654 

Lapalco Owned $1,828,068 167 $10,947 

Terrytown/Gretna Owned $2,017,183 204 $9,888 

Beechgrove Leased $356,747 20 $17,837 

Kenner Leased $873,834 75 $11,651 

Waggaman School $157,696 15 $10,513 

Westwego School $157,696 15 $10,513 

Clay School $157,696 15 $10,513 

Creative Kidz Partner $43,289 16 $2,706 

Prime Step I Partner $64,933 24 $2,706 

Prime Step II Partner $64,933 24 $2,706 

Kids House of Learning Partner $64,933 24 $2,706 

Spring Ridge Partner $64,933 24 $2,706 

KGR Academy Partner $43,289 16 $2,706 

Woodmere Partner $43,289 16 $2,706 

Carlie Care Partner $43,289 16 $2,706 

 
Observations:  

• Staffing costs per student for owned and leased locations with fewer licensed students are 
generally higher. This scenario is likely due to "economies of scale." The term 
"economies of scale" refers to the advantages that can sometimes occur as a result of increasing 
the size of a business.9 

• Programs provided within a Jefferson Parish School System location have an estimated staff cost 
of $10,513 per licensed student and serve a low number of students.  A lower number of students 
may be served more cost-effectively within the school system. 

• Programs delivered by Partner Agencies are budgeted at $2,706 annually per licensed student.   

• Two administrative assistants and six typist clerks are budgeted across all locations for eight 
administrative positions budgeted annually at $270,778. (See Attachment I.) 

• Six maintenance positions and seven custodial positions are budgeted across all locations at a 
total annual budgeted cost of $285,564. (See Attachment I.) 
 

 

 
9 https://www.investopedia.com/terms/e/economiesofscale.asp 
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Other observations may be gathered from this data; however, Internal Audit provides examples of cost 
savings measures based on the previous page observations. 
 

Cost Savings Example 1: Budgeted staffing cost for 20 students at Beechgrove, a 
leased facility, is $17,837 per student, which is the highest across locations.  If 
Beechgrove programming could be moved within the school system, the annual 
lease and facility costs of approximately $19,000 would be saved and staffing costs 
would be reduced by approximately $189,000.  The total annual cost savings are 
estimated at $208,000.10 
 
Cost Savings Example 2:  Some of the administrative and typist clerk positions may 
be better utilized in other Parish departments.  If half were transferred to other 
Parish departments, then a savings of approximately $135,000, plus benefits of 
$39,000 (assuming a 29% benefit factor).  This scenario estimates a $174,000 
annual savings. 
 
Cost Savings Example 3:  Custodial positions may be better utilized elsewhere in the 
Parish.  The maintenance personnel could perform dual roles operating as 
maintenance personnel and custodians.  Reallocating the custodians to other 
departments within the Parish could save Head Start approximately $172,000 per 
year salaries plus benefits of roughly $50,000.   This scenario estimates a $222,000 
annual savings. 

 
Strategy Scenarios:  

G. JeffCAP should consider these three cost savings examples and others that may have been 

gleaned from the data provided. 

a. Move Beechgrove into the school system. 

b. Transfer half (four) of the administrative and typist clerk positions to other Parish 

departments. 

c. Transfer seven custodial positions to other Parish departments. 

 

 

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

 

  

 
10 The difference between the staff cost per # licensed for schools versus Beach Grove applied against 20 licensed 
for Beach Grove – with a 29% benefit factor, plus facility costs inflated to 2019/20 numbers. 
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ADMINISTRATIVE STRUCTURE 

The Education and Food programs operate with approximately one hundred eighty-eight (188) positions, 
including an Executive Director, Assistant Director, HS Administrator, HS Assistant Administrator, seven 
(7) Center Supervisors, and eighty-five (85) teachers and teachers' assistants.  (see Attachments H and I 
for the full listing of positions and average annual salary for each.)  Internal Audit obtained the market 
rate wages for each position and compared them to the average annual salary that Jefferson Parish pays.  
The results indicate that Parish wages exceed the market rate by approximately $1.4 million for these 
positions.   
 

 
Description 

Avg. Annual  
Parish Wage 

Market 
Rate11 

 
Difference 

# of 
Positions 

Above 
Market 

Executive Director $81,682 $69,556 $12,126 1 $12,126 

Asst Director $63,094 $43,394 $19,700 1 $19,700 

Administrator $89,674 $58,538 $31,136 1 $31,136 

Asst Administrator $91,376 $49,265 $42,111 1 $42,111 

Center Supervisor $60,669 $41,726 $18,943 7 $132,601 

HS Teachers $56,278 $34,186 $22,092 36 $795,312 

HS Teacher Asst $37,999 $26,921 $11,078 34 $376,652 

EHS Teachers $38,492 $31,078 $7,414 15 $111,210 

   TOTALS 96 $1,401,508 

 
Jefferson Parish operates under a Pay Plan and Personnel Rules for Classified Service with oversight by 
the Department of Personnel and Personnel Board.   The Pay Plan specifies the minimum and maximum 
wages for each position (or class). While market rates identified above are generally within the Pay Plan, 
Head Start employees' actual annual wages exceed the market rate due to employees' longevity, cost of 
living increases by the Parish, and other factors.  While there is much benefit in maintaining a consistent, 
dedicated staff, the Parish wages are not entirely reimbursed by the funder.  This factor lends to the 
reason the Parish has had to subsidize the Education and Food Programs.   
 
 

Based on non-profit organizations' information, the typical staffing structure of a 
Head Start program of this size includes two top positions: one Executive Director 
and one Administrator.  The Parish's staffing structure has four top positions: one 
Executive Director, one Assistant Director, one Administrator, and one Assistant 
Administrator. The Assistant Director for the Parish operates as a Fiscal Director, 
or vice versa, as required by the funder.  This leaves three other top positions 
versus two as per a typical staffing structure.  This data suggests that the Head 
Start program staffing structure includes one extra top position.  The average wage 
for the Administrator and Assistant Administrator is approximately $90,525 plus 
benefits of $26,252.  One of these positions may be better utilized elsewhere in 
the Parish for an annual program savings of approximately $116,777. 

 
 

 
11 Market rate wages for the New Orleans area were obtained from https://www.salary.com, 
https://www.ziprecruiter.com, https://www.salaryexpertcom, www.payscale.com, www.indeed.com.  

https://www.salary.com/
https://www.ziprecruiter.com/
https://www.salaryexpertcom/
http://www.payscale.com/
http://www.indeed.com/
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The Jefferson Parish Community Action Programs (JeffCAP) administers the Head Start Education and 
Food programs and a Retired & Senior Volunteer Program, housing counseling, rental, utility assistance, 
and referrals to programs that offer temporary shelter for those who have lost their homes. Some staff 
time is shared across the programs, and costs are allocated.  For example, maintenance staff work at both 
the Head Start locations and senior centers.  Staff costs are allocated to both programs. 
 
JeffCAP should re-evaluate the allocations to ensure that appropriate costing is allocated to each program. 
As per the Early Childhood Learning and Knowledge Center (ECLKC), cost allocation means the process of 
assigning to two or more programs the costs of an item shared by the programs. The goal is to ensure that 
each program bears its fair share, and only its fair share, of the total cost of the item. The requirement to 
allocate the costs of shared resources can be met by using logical and rational methods to ensure that 
each program is paying only its fair share of the cost of an item used in common and that no program is 
subsidizing another. Generally, the methods used to allocate a shared cost should be the simplest, most 
straightforward way of allocating this type of cost fairly. Complex, highly detailed methods should be 
avoided when a simple one will achieve the objective.12  When re-evaluated, the allocation basis should 
be per the requirements outlined by the ECLKC and ensure that funding is appropriately maximized across 
programs. 
 
 
Strategy Scenarios:  

H. JeffCAP should examine the number of executive positions for the Head Start programs and 
determine if the structure operates efficiently.  Peer information indicates that the program 
is "top-heavy." 

I. JeffCAP should re-evaluate the allocations to ensure that appropriate costing is allocated to 
each program. When re-evaluated, the allocation basis should be per the requirements 
outlined by the ECLKC and ensure that funding is appropriately maximized across programs. 
 

 

 

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

 

  

 
12https://eclkc.ohs.acf.hhs.gov/organizational-leadership/article/cost-allocation-narrative 
 

https://eclkc.ohs.acf.hhs.gov/organizational-leadership/article/cost-allocation-narrative
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SUMMARY  

Internal Audit encourages the Jefferson Parish Community Action Program to review and work towards 

achieving the cost savings and revenue-enhancing strategies as outlined in this report and as summarized 

on the page to follow.    Successful implementation of these strategies, in whole or in part, can increase 

the number of children served while minimizing reliance on revenue sources other than the Department 

of Health and Human Services and the Department of Education, namely on the Parish's General Fund. 

Internal Audit further encourages that program leadership is challenged and given a goal or a limit on the 

amount of support the General Fund can offer each year.  For example, the average General Fund subsidy 

has historically been $2 million annually.  Leadership can be given the goal of reducing that to say $1.5 

million in year one, $1.0 million in year two, and so on until the desired subsidy level is minimized to an 

acceptable level, as determined by the Administration. 

 

Internal Audit would like to thank the JeffCAP team members for their professionalism and responsiveness 

during this process, along with the various Jefferson Parish Directors and team members. They 

contributed time and attention to this review.     

 

 

*** The remainder of the page was intentionally left blank.  Please proceed to the next page. *** 
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RECAP OF REVENUE GENERATING AND COST SAVINGS ESTIMATED RESULTS 

 

Page # Description Amount13 

9 Move Causeway location from a Parish-owned building to a nearby school. $173,677 

12 Focus on increasing capacity and increase the ratio from 2:15 to 2:20. $232,940 

 
13 

Renegotiate the CEA with Partner Agencies to bring the cost per child in line 
with early childhood education programming costs in Grand Isle and Lafitte. 

 
$144,000 

16 Move Beechgrove location from a leased building to a nearby school. $208,000 

 
16 

Transfer half of the administrative and typist positions to other Parish 
departments where needed. 

 
$174,000 

16 Transfer the custodial positions to other Parish departments where needed. $222,000 

17 Transfer one of the top positions to other Parish departments where needed. $116,777 

 TOTAL ESTIMATED INCREASE IN REVENUES OR SAVINGS $1,271,394 

17 Staffing costs in excess of market (select positions) $1,401,508 

   

Note: Average annual Parish subsidy to Head Start and early childhood education 
programs. 

$2,000,000 
 

 

 

 

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

  

 
13 Estimated amounts are calculated independently.  They do not take into consideration of any other strategy that 
may be implemented simultaneously.  Additionally, some are based on actual data while others are based on 
budget data, whichever was more readily available or estimable. 
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 RECAP OF STRATEGY SCENARIOS  

A. Explore opportunities to partner with the Jefferson Parish School System to provide services 

within the school buildings. 

B. Consider tracking costs by location so that each location's financial viability can be evaluated. 

Specific tracking can help identify any adjustments that need to be made at particular locations 

to ensure prudent fiscal management. 

C. Consider increasing the Teacher to Student Ratio from two Teachers to every fifteen Students 

(2:15) to 2:20, or otherwise to an accepted ratio as per 45 CFR § 1302.21(b).  The highest 

acceptable ratio will aid in increasing revenues, thereby increasing the Food Program's financial 

self-sufficiency. 

D. Designate a contract monitor for the CEA with Grand Isle/Lafitte and collect documents and 

narratives required by the contract.   A position with a relevant skillset should monitor the 

contract and verify that specific and measurable contract deliverables were or are being met.   

That same position should also review the contractor's pay request and initiate the Receipt of 

Goods/Payment Processing.  The contract monitor should adhere to the Parish's contract 

monitoring policy. 

E. Reexamine and renegotiate contracts with partner agencies to reduce costs.  The process should 

follow all applicable Procurement laws. 

F. Explore opportunities to contract with more partner agencies and provide services within the 

school system if permitted by grant agreements.  Staffing costs can be reduced by attrition or 

shifts to other positions with other open, necessary positions with Jefferson Parish. 

G. Consider the three cost savings examples and others that may have been gleaned from the data 

provided. (page 16) 

H. Examine the number of executive positions for the Head Start programs and determine if the 
structure is operating efficiently.  Peer information indicates that the program is "top-heavy." 

I. Re-evaluate the allocations to ensure that appropriate costing is allocated to each program. When 
re-evaluated, the allocation basis should be per the requirements outlined by the ECLKC and 
ensure that funding is appropriately maximized across programs. 
 

 

****END REPORT**** 
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ATTACHMENT A 

HEAD START AND EARLY HEAD START AWARD NOTICES 
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ATTACHMENT B 

FOOD PROGRAM AWARD NOTICES 
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ATTACHMENT C 

GRAND ISLE/LAFITTE AGREEMENTS 
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ATTACHMENT D 

HEAD START AND EARLY HEAD START PROJECT FINANCIALS 

Per AS/400 FMS Project budget to actual reports (PT0750) as of Jan. 13, 2021. 
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ATTACHMENT E 

EARLY HEAD START EXPANSION GRANT PROJECT FINANCIALS 

Per AS/400 FMS Project budget to actual reports (PT0750) as of Jan. 13, 2021. 
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ATTACHMENT F 

FOOD SERVICE PROJECT FINANCIALS 

Per AS/400 FMS Project budget to actual reports (PT0750) as of Jan. 13, 2021. 
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ATTACHMENT G 

GRAND ISLE/LAFITTE FUNDING 
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ATTACHMENT H 

BUDGETED STAFFING PATTERNS BY LOCATION 
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ATTACHMENT I 

ACTUAL STAFFING ALLOCATION BY LOCATION 
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ATTACHMENT 1 

AUDITOR INDEPENDENCE STATEMENT 

 

According to Ordinance No. 26063 (September 16, 2020), Sec.2-162.2(a) and (d), the Director of Internal 

Audit "shall engage in internal audit activities and complete engagements in an independent manner, free 

of any organizational or personal impairment.  The Director shall attest in writing that all activity was 

concluded with independence, free from organizational or personal impairment." 

 

 

The following is the required attestation meant to comply with both professional standards and Jefferson 

Parish Ordinance No. 26063. 

ATTESTATION: 

Internal Audit Report #2020-006 was conducted with independence and free from organizational or 

personal impairment. 

 
TARA HAZELBAKER, CPA, CIA 
DIRECTOR OF INTERNAL AUDIT 
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ATTACHMENT #2 

RESPONSE FROM PARISH ADMINISTRATION 

 

 

 

This was a Consulting Engagement requested by the Parish Administration.  Objectives were set 

and the scope was proposed and agreed upon by the Administration.  Strategy scenarios were 

formulated as a result of brainstorming sessions held between Internal Audit and program 

leadership, based upon data provided by Internal Audit.  Since this was not an Audit, results 

were documented as “Strategy Scenarios” versus “Recommendations”.  A formal response is not 

required by the Parish.  However, Internal Audit has slated follow-up reviews to document the 

implementation of actual strategies formulated by the Department and Administration.  Such 

results will be conveyed via the Department of Internal Audit’s Annual Report. 


