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SUBJECT: Audit Report of Pre-K 4 SA Food Services Contract 

Mayor and Council Members: 

We are pleased to send you the final report of the Pre-K 4 SA Food Services Contract. This 
audit began in October 2024 and concluded with an exit meeting with department 
management in August 2025. Management's verbatim response is included in Appendix B 
of the report. Pre-K 4 SA management and staff should be commended for their cooperation 
and assistance during this audit. 

The Office of the City Auditor is available to discuss this report with you individually at your 
convenience. 

Respectfully Submitted, 

P.ef 14= 
Buddy Vargas, CPA, CIA, CFE 
City Auditor 
City of San Antonio 



Distribution: 
Erik Walsh, City Manager 
Alex Lopez, Assistant City Manager 
Ben Gorzell, Chief of Financial and Administrative Services 
Sarah Baray, Chief Executive Officer, Pre-K 4 SA 
Paul Chapman, Chief Operating Officer, Pre-K 4 SA 
Andrew Segovia, City Attorney 
Debbie Racca-Sittre, City Clerk 
Dr. Jenise M. Carroll, Chief of Staff, Office of the Mayor 
Joe Frank Picazo, Assistant to the City Manager, Office of the City Manager 
Trisha Taina, Audit Committee Member 
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Audit of Pre-K 4 SA Department 
Food Services Contract 

Executive Summary 

As part of our annual Audit Plan approved by City Council, we conducted an audit of Pre-K 4 
SA, specifically the food services contract. The audit objective, conclusions, and 
recommendations follow: 

Determine if the Pre-K 4 SA food services contract with the San Antonio Food Bank is 
monitored and effectively managed. 

Pre-K 4 SA has established effective controls to ensure the food services contract with the San 
Antonio Food Bank (SAFB) is effectively monitored and managed. Pre-K 4 SA is effectively 
utilizing a Contract Administration Plan (CAP) to monitor and ensure compliance with the SAFB 
contract requirements and the Child and Adult Care Food Program (CACFP) requirements. 
Also, Pre-K 4 SA is verifying food items from the SAFB include the required nutritional 
information. Lastly, Pre-K 4 SA ensures monthly invoices from SAFB and reimbursements from 
the CACFP are accurate and adequately supported. 

However, processes and controls could be improved with documentation of daily meal delivery 
receipts from the SAFB, and user access to the KidKare application. 

We recommend the Pre-K 4 SA Chief Executive Officer implement measures to ensure 
consistent compliance with contractual requirements for documenting meal arrival times and 
food item temperatures on meal delivery receipts. Additionally, Pre-K 4 SA should create and 
establish a procedure to ensure that user access is periodically reviewed and documented. 

We provided recommendations to management to strengthen controls and resolve identified 
issues. Pre-K 4 SA management agreed with the audit findings and has developed positive 
action plans to address them. Management's verbatim response is in Appendix B on page 8 . 
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Background 

In 2012, voters approved the development of Pre-K 4 SA to provide high quality pre-kindergarten 
services for 4-year-olds in the San Antonio area. Pre-K 4 SA operates five education sites (North, 
South, East, and West plus the Gardendale Early Learning Program site) to provide educational 
services to nearly 2,000 students. 

Pre-K 4 SA executed a contract with the San Antonio Food Bank (SAFB) on July 1st, 2023 for meal 
services. Under the terms of the contract, the SAFB will provide breakfast, lunch, and snacks to 
students attending each of the four education centers including the Gardendale Early Learning 
Program site. Pre-K 4 SA is reimbursed for the meals under the Texas Department of Agriculture's 
(TOA) Child and Adult Care Food Program (CACFP). The meals served to the students must meet 
a variety of quality & safety standards and nutritional requirements. Meals are served family style 
to the students. To monitor compliance with the contract, Pre-K 4 SA uses a contract administration 
plan (CAP). This CAP details each contract requirement and the required monitoring activity to 
determine compliance. 

Pre-K 4 SA places weekly meal orders with the SAFB, which are then delivered daily to each 
education center. Upon delivery, a meal delivery receipt is provided that documents the time of 
arrival, items received , and the temperature of each item at the time of delivery. Following a review 
of the delivered items for accuracy and condition, both the SAFB staff and Pre-K staff sign the 
delivery receipt to acknowledge and approve the delivery. 

The SAFB invoices Pre-K 4 SA each month for the meals provided. Maximum payments to the 
SAFB by academic year are as follows: 

Academic Year Amount 

2023-2024 $ 3,309,015 
2024-2025 $ 3,594,516 
2025-2026 $ 3,910,461 
2026-2027 $ 4,251,717 
2027-2028 $ 4.620.054 

Sub Total $19,685,763 
+ Additional $ 1,500.000 

Funding $21,185,763 
Total 

Source: Nutrition Services Agreement between Pre-K 4 SA and the SAFB, and Amendment 

Pre-K4 SA utilizes a web-based software platform, KidKare, to manage participation in the CACFP, 
specifically for meal tracking to record meals and snacks served to children. Kid Kare is also used 
to maintain child enrollment. 
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Audit Scope and Methodology 

The audit scope was Pre-K 4 SA academic years 2023 and 2024. The audit focused on the 
compliance and operational effectiveness of the Pre-K 4 SA food services contract with the 
SAFB. 

To gain an understanding of the nutrition services program, we interviewed Pre-K 4 SA 
personnel and conducted walkthroughs of the Child and Adult Care Food Program (CACFP) 
reimbursement process, Food Bank monthly invoice reconciliation and payment, and user 
access to the KidKare web-based system. 

The CACFP Child Care Centers Handbook and the Nutrition Services Agreement between Pre­
K 4 SA and the San Antonio Food Bank (SAFB) were our primary criteria for this audit. 

We assessed internal controls relevant to the audit objective. This included a review of policies 
and procedures, meal orders and deliveries, insurance and performance bond, and contract 
compliance. In addition, as part of our testing procedures we examined the following areas: 

• Verified the SAFB staff were current with their Food Handler or Food Manager 
certification. 

• Determined fiscal site visits at each education center were completed and documented 
to ensure compliance with Texas Department of Agriculture requirements. 

• Verified monthly invoice payments to SAFB are reviewed, approved, and accurately paid. 
• Reviewed monthly journal entries to move food services expenses from the Pre-K 4 SA 

Operating Fund to the Child Nutrition Grant Fund. 

We relied on computer-processed data in SAP to validate accuracy of monthly invoice payments, 
reimbursements, and journal entries. We also relied on computer-processed data in KidKare to 
validate user access. Our reliance was based on performing direct tests on the data rather than 
evaluating the system's general and application controls. We do not believe that the absence of 
testing general and application controls had an effect on the results of our audit. 

We conducted this performance audit in accordance with generally accepted government 
auditing standards. Those standards require that we plan and perform the audit to obtain 
sufficient, appropriate evidence to provide a reasonable basis for our findings and conclusions 
based on our audit objectives. We believe that the evidence obtained provides a reasonable 
basis for our findings and conclusions based on our audit objectives . 
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Audit Results and Recommendations 

The audit identified several areas where Pre-K 4 SA is performing well, particularly in contract 
monitoring, food nutrition, and meal orders. 

Pre-K 4 SA is effectively utilizing a Contract Administration Plan (CAP) to monitor and ensure 
compliance with the San Antonio Food Bank (SAFB) contract requirements and the Child and 
Adult Care Food Program (CACFP) requirements. We reviewed the CAP and determined that it 
included the minimum elements required per Administrative Directive 8.14 Contract 
Administration and Compliance and is regularly monitored by staff. 

Also, Pre-K 4 SA is verifying food items from the SAFB include the required nutritional 
information. We reviewed a sample of 25 food items from the Pre-K 4 SA menus and determined 
the required nutritional information was provided by the SAFB. We also reviewed a sample of 
12 weekly meal orders and determined the orders were appropriate based on enrollment 
numbers. 

Lastly, Pre-K 4 SA ensures monthly invoice payments and reimbursements are appropriate. We 
selected a sample of five monthly invoices from the SAFB totaling $1.9M and five months of 
reimbursements from CACFP totaling $752 thousand and verified the monthly invoices, invoice 
payments, and reimbursements are accurate and adequately supported. 

A. Inadequate Verification of Meal Delivery Receipts 

Meal delivery receipts lack proper documentation. A review of 12 delivery receipts revealed that 
eight were missing recorded meal arrival times and/or meal temperatures, while two were 
missing staff approval signatures, indicating a deficiency in compliance and oversight. 

The agreement between Pre-K 4 SA and the San Antonio Food Bank outlines requirements for 
meal delivery timing and food item temperatures. Furthermore, the agreement mandates that a 
designated representative from Pre-K 4 SA sign the delivery packing slips to confirm receipt and 
inspection. 

Pre-K 4 SA is not consistently complying with contractual requirements to verify and document 
the timing of meal arrivals and the temperature of food items. Furthermore, there is a lack of 
oversight to ensure that delivery receipts are signed by staff, confirming that meals have been 
properly inspected. 

Non-compliance with contractual delivery requirements and regulatory food safety requirements 
increases the potential for health hazards for meal recipients and compromises quality control. 
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Recommendation 

The Pre-K 4 SA Chief Executive Officer should implement measures to ensure consistent 
compliance with contractual requirements for documenting meal arrival times and food item 
temperatures. Additionally, Pre-K 4 SA should establish monitoring procedures to verify that 
delivery receipts are signed by staff, confirming proper meal inspection and adherence to food 
safety protocols. 

B. Inappropriate KidKare User Access 

User access to the KidKare system is not being managed appropriately. Out of 111 users with 
access, one user account was found to be active despite the user not being a current employee. 
KidKare is a web-based solution, allowing access even if the user's network account is disabled 
post-separation from the City. 

Administrative Directive (AD) 7.8d Access Control states that access to City of San Antonio 
(GOSA) IT assets must be disabled upon separation of the employee. Additionally, all GOSA 
Information Systems must be periodically screened for inactive accounts. 

However, Pre-K 4 SA does not have an effective process in place to periodically review user 
access to ensure only authorized and appropriate users have access to the KidKare system. 
Additionally, Pre-K 4 SA has not established policies and procedures over user access. 

Inappropriate access to KidKare could result in data manipulation and improper reimbursement 
of meals. 

Recommendation 

The Pre-K 4 SA Chief Executive Officer should establish a process for periodic review and 
documentation of user access. Additionally, procedures should be documented to provide 
guidance for the granting, modification, removal, and review of user access and user accounts . 
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Appendix A - Staff Acknowledgement 

Nastasha Leach, CIA, CISA, CRMA, CGAP, Audit Manager 
Holly Williams, CISA, CRISC, Auditor in Charge 
Doug Francis, CIA, Auditor, Auditor in Charge 
Kaycie Requejo, Auditor 
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Appendix B - Management Response 

• CITY OF SAN ANT~NIO 
S.AN At-lTONIO T XAS Hl281l •3 966 

Augusi 12, 2025 

Buddy Vargas, CPA, CIA, CFE 
City Auditor 
San Antonio, Texas 

RE: Mana'7ement's Correclive Act1on Plan for Audit of Food Services Contract 

The Pre-K 4 SA Deparbnent has reviewed the audit report and has developed lhe Corrective Action 
Plans befow corresponding; to the report recommendation.s. 

Recommendation 

# Description 
Al!dit 

Report 
Page 

Accept, 
Decline 

Re"Sponslble 
Person's 

NamefTltle 

CompSetion 
Date 

A 

Inadequate Verification of Meal 
Delivery Receip~ 

The Pre -K 4 SA Chief Executive 
omcer should in'lpJement measures to 
ensure consistent cmnpliance with 
contractual requirements for 
documenting meal arrival times and 
food it.em temperatures. AdcUlionally, 
P.re~K 4 SA should establish 
monitorio{fprocedures to verify that 
delivery receipts are signed by staff, 
confirming proper meal inspection and 
adheren.oe to food safetv Protocols . 

6 ACCEP . 

Paul 
Aleman/ 

Operations 
Manager 

8/1/2025. 

I 
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Recommendation 
Audit I Accept, Responsible Com·pletion

Descriptlon P•erson's Report • Decline 
Nametrltle Da~ 

Action plan: 
Page I 

Thank you for your thorough review of the Pfe~l< 4 SA Food Services Contract as part crf 
ttire City of San Antonio's FY25 Audit. Plan. We apprecla te the time and diligence your 
:team dedicated to eva1uating the effectlv~ness of our contract monitoring, complianc~ 
with the San Antonio Fo.od Bank (SAFB) agr,eement, and overall integrity of our food 
services operations. 

We are pleased the audit recogntzed several strengths in our current processes: 
• Our Contract Admini'stirati'on Plan (CAP} meets Admin istrative rnrective 8.14 

require ents and IS being routinely monitored;. 
• Food items provided by the SAFB are supported with required nutritional 

documentation; 
• Wee:klly meal orders align with .enrollment numbers ; 
• Monthly Invoices and CACFP re'mbursements were validated as accurate and 

well~supported. 

We value these acknowledgments and view them as a reflection of our team's 
commitment to ,excellence and accountabllity. 

A. Inadequate V,etUication of Meal Delivery Receipts 
We acknowledge the firidilngs regarding lricons~ste11t documentation of meal delivery 
times, food temperatur-es, and staff signatures on delivery receipts. In response, Pre-!K 4 
SA will take the foUowlng correc~ive actions.; 

1. Immediate Staff Ret,r-aitling 
Site based staff will Ulldergo refi"tlshe,r trainirng to reinforce the imp·ortance of 
document ing meal arrival times and temperatures and .signing eac,h delivery 
reooiipt per contract and fo-od safety requir~ments , 

2 . Dally Verification & Weekly Oversight 
Site b9.sed staff will rev!ew delivery documentat1on daily . T e Nutr,ition 
Services Specialist will conduct weekly spot checks to monitor compliance Md 
fo llow up on any lnconsistencies. 

3. 11:lternal Monitoring and AccountabUity 
Th!s compliance area will be integrated into quarterly internal audits. A y 
fallure to document properly will be addressed through fol low-up training or 
formal corrective action, if necessary. 

Inappropriate KidKare User Access I 

8 

The Pre-K 4 SA Chief Executive 
·Officer should establish a proces.S: for 
periodic review and documentation of 
uMr access. Additional ly, procedures 
shoukJ be documented to provide 
guidanoe for the granting, 
modittcaiion. removal, and review of 
user·access and use, accounts. 

6 ACCEPT 

Paul 
Aleman/ 

Operatlons 
Manager 

8/1 /2025 
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Recommendation 
Audit Responsible. Co.mp·. l.efion Report Accept,Description# Person's
Pane De,cHneI Na.m e/Tlt1e Data 

Action plan: 
Althougt"l Pre-K 4 SA ~s no longer utiUzing the KidKare system, w-e agree with the 
recommenda•tion to strengthen user access management for the software platforms 
used to support CACFP compl'ance. 

In response, we are lmplerne,nting the followJng measures: 

1. Acce.ss Review Procedure Implementation 
Pre·K 4 SA will work .in coordlna ron with our HR and IT teams to Immediately· 
disable accounts upon employee separatlotl. Furthermore, a quarterly ·user access 
review process will be initiated to ensure only active and .authorized p"Eirsonnel 
have access to the CACFP compliance system. 

2. Writteo Procedures a.nd Controls 
Pre~I< 4 SA has formalized ,procedures governing the granting, modification, and 
removal of user access to core software systems. We are updating these 
procedures to explicitly includ·e the CACFP compl iahce software. All actions will 
align with Administrative Di rective 7.8d and COSA sec'-!rity protoco ls. 

Pre-K 4 SA remains committed to maintaining operational integrity and protecting data 
security. We appreciate thls recommendation and will ensure t imely and effective 
I mol ementatt:fon , 

We are committed to addressing the recommenda tion in the audit report and the plan o.f action 
presented ab·ove. 

Ch . . . . . . 

IB 

Pre-K 4 SA Department 

Assistant City Manager 

9 / ~'-/ 7.,()'7.-_S' 

Date 

City Manager's Office 
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