


[image: ]




Fiscal Policies and Procedures











BOARD APPROVED: June 24, 2021

TABLE OF CONTENTS
ROLES & RESPONSIBILITIES	3
ACCOUNTS PAYABLE	4
Authorization of Expenditures	4
Signing of Contracts	5
Payments to Vendors	6
BANK ACCOUNTS, CREDIT CARDS & CASH	7
Bank Accounts	7
Petty Cash	7
Credit Cards	8
Account Reconciliations	8
PURCHASING PROCEDURES	10
Establishing a New Vendor	10
Purchase Orders	10
Invoice Payments	10
Payments Using a Caliber Credit Card	11
Independent Contractors (1099 Vendors)	11
RECEIPTS / ACCOUNTS RECEIVABLE	14
Cash Receipts (Cash and Checks)	14
Accepting Credit Card Payments	17
PAYROLL	19
EXPENSE REIMBURSEMENTS	20
FINANCIAL REPORTING & RECORDS RETENTION	21
FINANCIAL RESERVES, LIQUIDITY, AND INVESTMENTS	22
Funds Balances / Reserves	22
Financial Liquidity	23
Investment of Financial Assets	23
OTHER ASSETS / INSURANCE	27
LOANS AND BORROWING	28
Loans	28
Lines of Credit	28
Credit Cards	28
Operating Leases	28
ANNUAL FINANCIAL AUDIT	29
APPENDIX A – TRAVEL POLICY	30



[bookmark: _Toc516052365][bookmark: _Toc43363978]ROLES & RESPONSIBILITIES

Governing Board
· The Caliber Public Schools (“Caliber”) Board formulates financial policies and procedures for the organization, including its policies related to investments, reserves, and borrowing;
· approves all loans or borrowing undertaken by the organization;
· delegates administration of the policies and procedures to the President;
· approves the organization’s annual budget and mid-year updates as needed;
· commissions an annual financial audit by an independent third party auditor who reports directly to the Board, and approves the final audit report; and
· appoints someone to perform President responsibilities in the case of absence.

President
· The President Holds responsibility for all financial operations and activities of the organization;
· monitors cash and investment account balances to ensure appropriate working capital and reserves are available for day-to-day operations;
· manages investments and borrowing consistent with the direction of the Board;
· monitors cash receipts to ensure expected funding is received and deposited on a timely basis;
· monitors operating expenses and capital expenditures to adhere to approved budgets and ensure compliance with restrictions imposed by donors or public funding sources;
· reviews bank statements and cash account reconciliations on a monthly basis;
· manages monthly and year-end close processes, including booking and reconciling cash and non-cash activity;
· provides regular budget reports to the Governing Board; and
· ensures final audit report is provided to the charter-granting agency and any other agencies requiring the information.

All Staff
· All staff are expected to manage expenditures appropriately to budgets they oversee;
· ensure that financial resources they oversee are utilized in a fiscally responsible manner; and
· account for all expenses made under their purview on behalf of Caliber.

Finance & Accounting Team (Including In-House Staff and External Contractors)
· The accounting team opens mail, enters invoices for payment, and deposits checks received;
· creates purchase orders as required by vendors;
· prepares manual payments as needed;
· processes payroll and benefits/retirement plan contributions on a timely basis;
· records all activity in the accounting system accurately and in a timely manner;
· performs bank and credit card reconciliations; and
· provides additional oversight on large expenses.

To the degree possible given the small size of the team, financial duties and responsibilities are separated so that no one employee has sole control over cash receipts, disbursements, payrolls, and reconciliation of bank accounts.
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Schools:
· All contracts, purchases, or other expenditures (collectively referred to hereafter as “Expenditures”) in excess of $1,000 made on behalf of the school must be approved by one of the School Leaders. The President, Head of Schools, and Chief Executive Officer may also approve Expenditures on behalf of schools. Expenditures in excess of $25,000, that will result in the school exceeding its currently approved budget, or that use restricted funds, must also be approved by the President, Head of Schools, or Chief Executive Officer. Expenditures in excess of $100,000 must also be approved by the Board of Directors unless explicitly delegated otherwise on a case by case basis by the Board either (i) to staff, or (ii) to one or more Board Members who are designated to act on behalf of the Board as a whole.
· Expenditures below $1,000 can be approved by a delegate of the School Leader (typically the Director of Operations of the school), provided that the delegate is approved by the President.
· In the case of Expenditures being reimbursed or paid to the School Leader, the President, Head of Schools, or Chief Executive Officer must approve the reimbursement. 

Network and Schools Support Organization (SSO):
· All Expenditures in excess of $1,000 made on behalf of the network as a whole (across multiple schools) or the SSO team must be approved by the President, Head of Schools, or Chief Executive Officer. 
· Expenditures in excess of $100,000 or that will result in the organization as a whole exceeding its currently approved budget must also be approved by the Board of Directors unless explicitly delegated otherwise on a case by case basis by the Board either (i) to staff, or (ii) to one or more Board Members who are designated to act on behalf of the Board as a whole.
· Expenditures below $1,000 can be approved by a delegate of the President, provided that the delegate is approved by the Chief Executive Officer.
· In the case of Expenditures being reimbursed or paid to the President or the Head of Schools, the Chief Executive Officer must approve the reimbursement.
· In the case of Expenditures being reimbursed or paid to the Chief Executive Officer, the Board Chair must approve the reimbursement. The Board Chair may elect to delegate the approval of reimbursements of routine business Expenditures below $1,000 to a staff member other than the Chief Executive Officer (typically the President).

When approving Expenditures, the appropriate approver must:
· confirm that the Expenditure falls within the currently approved budget;
· contact the accounting team or President to confirm that funds are currently available for Expenditure;
· confirm that the Expenditure is allowable under the appropriate revenue source;
· confirm that the Expenditure is appropriate and consistent with the vision, approved charter, school and network policies and procedures, and any laws or applicable regulations; and
· confirm that the price is competitive and prudent. All Expenditures above $5,000 must include documentation of a good faith effort to secure the lowest possible cost for comparable goods or services.
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Consideration will be made of in-house capabilities to accomplish services before contracting with outside parties. Potential conflicts of interest will be disclosed and addressed pursuant to Caliber’s Conflict of Interest Code.

Schools:
· School Leaders are the only school-based signers of contracts. The President, Head of Schools, and Chief Executive Officer may also sign contracts on behalf of schools. 
· School Leaders may sign contracts for up to $25,000 of duly approved school Expenditures. All contracts in excess of $25,000 will be signed by the President, Head of Schools, or Chief Executive Officer. 
· Contracts in excess of $100,000 must be approved on a case-by-case basis by the Board of Directors unless explicitly delegated otherwise on a case by case basis by the Board either (i) to staff, or (ii) to one or more Board Members who are designated to act on behalf of the Board as a whole. Once approved by the Board, such contracts may be signed by the President, Head of Schools, or Chief Executive Officer.
· School Leaders are responsible for ensuring that school-based contracts are performed to completion.

Network and School Support Organization (SSO):
· The President, Head of Schools, and Chief Executive Officer are the only approved signers of contracts on behalf of the network as a whole or the SSO team. They may sign contracts for up to $100,000 of duly approved Expenditures.
· Contracts in excess of $100,000 must be approved on a case-by-case basis by the Board of Directors unless explicitly delegated otherwise on a case by case basis by the Board either (i) to staff, or (ii) to one or more Board Members who are designated to act on behalf of the Board as a whole. Once approved by the Board, such contracts may be signed by the President, Head of Schools, or Chief Executive Officer.
· The President is responsible for ensuring that network-based contracts are performed to completion.

Contract Documentation
All contracts above $5,000 must include documentation of a good faith effort to secure the lowest possible cost for comparable goods or services. Competitive bids will be obtained where required by law or otherwise deemed appropriate and in the best interests of the organization.

Written contracts clearly defining work to be performed will be maintained for all contract service provider relationships involving an Expenditure of $5,000 or more (i.e. consultants, independent contractors, subcontractors).

Contract service providers must show proof of being licensed and bonded, if applicable, and of having adequate liability insurance and worker’s compensation insurance currently in effect. The President may also require that contract service providers list Caliber as an additional insured on service providers’ insurance policies.

If the contract service provider is a sole proprietor or a partnership (including LP, and LLP), the contractor will provide a W-9 prior to submitting any requests for payments. 

Contract service providers will be paid in accordance with approved contracts as work is performed.
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A. ACH Payments
The Chief Executive Officer, President, and Board Chair will have the authority to execute ACH payments.

B. Online Bill Pay
The Chief Executive Officer, President, and Board Chair will have the authority to execute online bill payments.

C. Checks
Bank checks will be kept under lock and key with the President or School Leaders. When there is a need to generate a bank check, the check will be entered into a ledger at the same time that that the check is written. Checks may not be written to cash, bearer, or petty cash. Under no circumstance will any individual sign a blank check or a check made out to themselves. The President will put in place appropriate procedures to ensure that all checks are accounted for at all times (e.g., by monitoring check registers for any missing checks, and by ensuring that voided checks are stored in the organization’s accounting files).
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The Board of Directors is authorized to open and close bank and credit card accounts. The Board Chair, Chief Executive Officer, and President are authorized as co-administrators on all bank and credit card accounts.
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The organization is expected to maintain two types of bank accounts:

· General Accounts - The majority of the organization’s deposits will be held in accounts that only the Board Chair, Chief Executive Officer, and President are authorized to access. Only these individuals will have signing authority over these accounts or access to the funds in the accounts.
	
· School-level Accounts - For the purpose of managing day-to-day Expenditures and other activities, the President is authorized to open a school-level account in conjunction with any School Leader. At no time will such a school level account hold more than $10,000 in deposits, and at no time will checks or other payments in excess of $1,000 be made from such accounts without the prior approval of the President, Head of Schools, or Chief Executive Officer. Excess funds will be transferred to the organization’s general bank accounts in order to ensure that the school-level account stays below a $10,000 balance. Only the Board Chair, the Chief Executive Officer, the President, and the School Leader (or the Director of Operations of the school, if the School Leader and President both so approve) will have access to these accounts.
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This section covers the management of petty cash on hand at the schools. 

All cash held at schools will be the responsibility of the School Leaders and the school Director of Operations. Teachers, office personnel, and other staff shall not hold cash separately (e.g., for school events, fundraising, etc.). All cash will be delivered to a School Leader or Director of Operations on the same day it is received.

At no times will cash held at schools overnight exceed $500. Excess cash will be deposited into the school-level bank account to maintain a cash-on-hand balance less than $500. The SSO team will not hold petty cash funds.

No Loans will be made from the petty cash funds.

	Step
	Person Responsible
	Task
	Frequency

	1
	Director of Operations
	Store cash in a locked drawer or file cabinet. Provide additional key only to the School Leader.
	At all times

	2
	Director of Operations
	Provide a completed and signed petty cash slip for all withdrawals. Attach documentation of purchases.

Record all transactions on the petty cash ledger as they occur.
	At all times

	3
	Director of Operations
	Forward all documentation to accounting team for recording in the accounting software.
	Monthly

	4
	Director of Operations
	Immediately report any irregularities in the petty cash fund to the School Leader and President.
	As needed

	5
	Staff Member
	Provide Director of Operations with an itemized register receipt for all purchases made with petty cash.
	Within 48 hours of purchase

	6
	Director of Operations
	Ensure that petty cash slips are properly completed and receipts attached.
	Monthly

	7
	Accounting Team
	Conduct unannounced counts of the petty cash.
	Quarterly, at irregular times

	8
	Accounting Team
	Reconcile petty cash amount in accounting software.
	Monthly

	9
	President
	Review the reconciliation and notify the Board immediately if any discrepancies are found.
	Monthly
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Credit Cards
The President or Chief Executive Officer may authorize key individuals to carry and use a Caliber credit card to make purchases on behalf of the school or network, consistent with the Expenditure approval policies above.

Credit cards will be kept under supervision of the approved individual, and all related documentation of purchases will be turned in to the accounting team monthly for reconciliation. If itemized receipts are not available or are missing, the individual making the charge will be held responsible for payment.
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This section covers the process for reconciling bank and credit card accounts.

	Step
	Person Responsible
	Task
	Frequency

	1
	President or Director of Operations
	Record bank history into bank ledger as it occurs.
	As receipts / Expenditures occur

	2
	President or Accounting Team
	Download bank statements and send to the Director of Operationss
	Monthly

	3
	Accounting Team
	Examine all checks for date, name, amount, cancellation, and endorsement.

Research any discrepancies or any checks over 90 days, and if applicable, adjust them in the accounting system.

Examine all ACH and online bill payments for date, name, and amount. Research any discrepancies and reconcile.
	Monthly

	4
	Accounting Team
	Prepare the bank reconciliation, verifying the bank statements and facilitating any necessary reconciliation.

Compare the reconciled bank balance to the cash in the bank account and to the general ledger. Immediately report any discrepancies to the President.
	Monthly

	5
	Accounting Team
	Prepare reconciliation of bank activity to be reviewed by the President.
	Monthly

	6
	President
	Review the reconciliation and notify the Board immediately if any discrepancies are found.
	Monthly
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Caliber is a non-profit organization and at times will be eligible for discounted products and services. When establishing new vendor accounts, inform vendors of our status and use our Internal Revenue Service Code Section 501(c)(3), number: 46-1219795. Please note: orders are not currently exempt from sales tax. 
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Caliber does not require the use of purchase orders. This section covers the process for vendors that require a purchase order prior to delivering a product or service.

	Step
	Person Responsible
	Task

	1
	Staff Member
	Fill out purchase order request form. 

	2
	Authorizer
	Approve the purchase order request.

	3
	Accounting Team
	Create purchase order, add it to the purchase order log, and send the purchase order to the requesting staff member.

	4
	Staff Member
	Provide the purchase order to the vendor.
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Invoices should be reviewed and sent to the accounting team immediately upon receipt. Invoices are paid at least weekly or more frequently as needed. This section covers the process for submitting an invoice for payment.

	Step
	Person Responsible
	Task

	1
	Staff Member
	Identify that all goods/services billed have been received. If not, adjust invoice accordingly. Forward to accounting for submission in Bill.com (Caliber’s invoice payment software) with all supporting documentation.

	2
	Accounting Team
	If invoice details are complete, code invoice with budget line item(s), and forward to an approver via the Bill.com software.

	3
	Authorizer(s)
	Review invoice and documentation and approve in Bill.com software if accurate.

	4
	Accounting Team
	Verify invoice coding and initiate payment either through the Bill.com software or via the Caliber credit card account.

	5
	President
	Typically, payments will be processed through the Bill.com software, but in circumstances where payments are required more quickly, the President may prepare a manual check or issue an ACH payment.

	6
	Accounting Team
	Upload approved invoices and payments into accounting system in a timely manner (no later than 2 business days after payments are authorized/made).
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Caliber’s preferred method is to receive an invoice from vendors and pay by check. However, a Caliber credit card may be used when a vendor will not accept another form of payment. Credit Cards are to be used for business purposes only. Personal purchases of any type are not allowed.

If payment is made using a Caliber credit card account, follow the process below.

	Step
	Person Responsible
	Task
	Deadline

	1
	Staff Member
	Keep track of all itemized receipts
(including refund receipts).
	As purchased

	2
	Staff Member
	Scan/submit receipts to our credit card expense tracking software (currently Concur).
	Within 2 days of purchase 

	3
	Staff Member
	Complete a monthly report in the Concur software that details the budget line items and description of each purchase. Attach all receipts.
	Monthly

	4
	Authorizer
	Review reports submitted by staff members and confirm accuracy. Return to accounting team.
	Within 2 days

	5
	Accounting Team
	Code activity and import into general ledger and reconcile on a monthly basis. Complete reconciliation as noted above.
	Within 2 days

	6
	President
	Review the reconciliation and notify the Board immediately if any discrepancies are found.
	Monthly
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This section refers to independent contractors, known as 1099 vendors. These are defined as outside individuals or companies who are contracted by Caliber to provide services and are not paid through Caliber’s payroll processes for employees. Such individuals must meet all of the following criteria:

A. the individual must be free from the control and direction of the Caliber in connection with the performance of the work, both under the contract for the performance of such work and in fact;
B. the individual must perform work that is outside the usual course of Caliber’s business; and
C. the individual must be customarily engaged in an independently established trade, occupation, or business of the same nature as the work performed for Caliber.

Such individuals are typically self-employed, have no set hours, and have the freedom to render services which are not controlled by Caliber. Independent contractors also typically work for a pre-determined period of time on a specifically defined project. Prior to hiring an independent contractor, consideration will be made of in-house capabilities to accomplish services.

	Step
	Person Responsible
	Task
	Deadline

	1
	Caliber Staff Member that is the Hiring Party
	Identifies a need that cannot be met in-house, identifies an independent contractor who can provide the for services, and makes a request to the School Leader, President or Head of Schools to hire an independent contractor to provide the services
	As needed

	2
	School Leader, President, or Head of Schools
	Consults with HR and accounting as necessary in order to evaluate the criteria for independent contractor status. If valid, approves the request.
	As needed

	3
	Contractor
	Provides a contract outlining services to be completed.

Provides a completed W-9 to Caliber.

(At times, Caliber will use our own contract template rather than using the Contractor’s template.  In such cases, the President and Accounting Team will create the contract and provide it to the Hiring Party.)
	In advance of beginning work

	4
	Accounting Team
	Reviews W-9 and draft contract for compliance. If acceptable, forwards to appropriate signer within Caliber.
	In advance of beginning work

	5
	Authorized Contract Signer
	Signs contract with independent contractor, after which work can begin
	In advance of beginning work

	6
	Contractor
	Completes work and submits invoice(s) to hiring party.
	Monthly or at completion of project

	7
	Hiring Party
	Follows guidelines for invoices payments.
	As invoices are received

	8
	Accounting Team
	Provides 1099 to contractor
	Annually as required by law
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Documentation will be maintained for accounts receivable and forwarded to the accounting team. Accounts receivable will be recorded by the accounting team in the general ledger and collected on a timely basis.
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This section covers how to handle cash and checks received in the mail or at an event/activity where donations are received or Caliber products (i.e. uniforms) are sold.

Checks Received by Accounting Team in SSO Office

	Step
	Person Responsible
	Task
	Frequency

	1
	Office Staff
	Open mail and provide any checks to the Accounting Team.
	Daily

	2
	Accounting Team
	Record a deposit summary of all checks received, itemizing the amount, source, and purpose of each payment.

Endorse all checks with the school deposit stamp, containing the following information: “For Deposit Only; Caliber; Bank Name; Bank Account Number, Date Received by the School.”

Deposit checks via remote deposit machine and software provided by our general operating bank (currently First Republic Bank).

Save a scan of the deposit details in Box.net
	Weekly

	3
	Accounting Team
	Code deposit summary with appropriate accounting dimensions and record deposit in accounting ledgers.
	Monthly

	4
	President
	Review all deposit details as part of the monthly bank reconciliation process and notify the Board immediately if any discrepancies are found.  
	Monthly



Cash & Checks Received by Schools

	Step
	Person Responsible
	Task
	Frequency

	1
	Director of Operations & Office Staff
	Open mail together. Count all cash and checks, and record amount.
	Daily

	2
	Office Staff
	Create a deposit summary of all cash and checks received, itemizing the amount, source, and purpose of each payment. Sign and date the summary.

Give the cash, checks, and deposit summary
to the Director of Operations, along with original count done together.
	Daily

	3
	Operations
Lead
	Count the funds and verify amount matches original count, and enter the amounts in the appropriate ledger.

Sign and date the summary, and provide budget codes for the deposits.
	As received

	4
	Director of Operations
	Endorse all checks with the school deposit stamp, containing the following information: “For Deposit Only; Caliber; Bank Name; Bank Account Number, Date Received by the School.”
	As received

	5
	Director of Operations
	Securely lock the funds in a locked box, placed in a drawer, file cabinet or safe, along with the deposit summary.
	Daily

	6
	Director of Operations
	Empty lockbox and deposit all cash and checks. Keep copy of receipt in files with deposit summary for monthly reconciliation.
	Twice per Week

	7
	Director of Operations
	Send copy of all deposit receipts and deposit summaries to accounting team.
	Monthly

	8
	Accounting Team
	Code deposit summary with appropriate accounting dimensions and record deposit in accounting ledgers.
	Monthly

	9
	President
	Review all deposit details as part of the monthly bank reconciliation process and notify the Board immediately if any discrepancies are found. 
	Monthly



Cash & Checks Received at Events

	Step
	Person Responsible
	Task
	Timing

	1
	Director of Operations or School Leader
	Designate a staff member as the Cashier responsible for collecting and holding all cash and checks for the purpose of an individual activity or for sales made at the school.
	In advance of event.

	2
	Cashier
	Record each transaction in a receipt book at the time the transaction is made.

Provide a copy of the receipt to the donor/customer.
	At transaction

	3
	Cashier
	Create a deposit summary of all cash and checks received. Sign and date the summary.

Give the cash, checks, receipt book, and deposit summary to the Director of Operations.
	End of Event

	4
	Director of Operations & Cashier
	Count the deposit and verify the accuracy of the deposit summary together. 

Director of Operations: sign and date the summary, and provide budget codes for the deposits.
	End of Day

	5
	Operations
Lead
	Endorse all checks with the school deposit stamp, containing the following information: “For Deposit Only; Caliber; Bank Name; Bank Account Number, Date Received by the School.”
	End of Day

	6
	Director of Operations
	Securely lock the funds in a locked box, placed in a drawer, file cabinet or safe, along with the deposit summary.

Enter amounts in the ledger for the appropriate account.
	Daily

	7
	Director of Operations
	Empty lockbox and deposit all cash and checks. Keep copy of receipt in files with deposit summary for monthly reconciliation.
	Twice per Week

	8
	Director of Operations
	Send copy of all deposit receipts and deposit summaries to accounting team.
	Monthly

	9
	Accounting Team
	Code deposit summary with appropriate accounting dimensions and record deposit in accounting ledgers. 
	Monthly

	10
	President
	Review all deposit details as part of the monthly bank reconciliation process and notify the Board immediately if any discrepancies are found.  
	Monthly
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A returned-check processing fee will be charged for checks returned as non-sufficient funds (NSF). Unless otherwise pre-approved by the President, payment of the NSF check and processing fee must be made by money order or certified check.

In the event that a second NSF check is received for any individual, in addition to the processing fee, the individual will lose check-writing privileges. Payment of the NSF check, the processing fee and any subsequent payment(s) by that individual must be made by money order or certified check.

In the case of NSF checks written by parents of students, failure to pay may result in the withholding of report cards/transcripts at the end of the semester and/or school year until payment is received, unless other mutually agreeable arrangements are approved by the President and/or Governing Board.

If unsuccessful in collecting funds owed, Caliber may initiate appropriate collection and/or legal action at the discretion of the President and/or Governing Board.
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This section covers how to handle credit card payments in person. No credit card information should be provided or accepted over the phone.

	Step
	Person Responsible
	Task
	Timing

	1
	Director of Operations or School Leader
	Designate a staff member as the Cashier responsible for accepting credit card payments for the purpose of an individual activity or for sales made at the school.

Provide Cashier with a smart phone or tablet that is set up to receive credit card transactions via Square, Venmo, Paypal, or similar payment processor.
	In advance of event.

	2
	Cashier
	Enter amount of sale, swipe card, and hand device to customer to approve the charge.

On a separate document, enter item(s)
purchased and sale amount, to create a deposit summary.
	At time of transaction

	3
	Cashier
	Deposit summary should show all credit card transactions received. Total the amount, sign and date the summary

Give deposit summary to Director of Operations.
	End of Event

	4
	Director of Operations
	Keep deposit summary on file for monthly reconciliation and submit copy to accounting.
	End of Event

	5
	Director of Operations
	Submit copies of all credit emails from the payment processor to accounting team for reconciliation.
	Weekly

	6
	Accounting Team
	Match deposit summary, payment processor emails and funds received in checking account. Research any discrepancies.
	Monthly

	7
	President
	Review the reconciliation of activity and notify the Board immediately if any discrepancies are found.
	Monthly
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All Caliber staff on payroll must comply with state law requirements before being hired or assigned to Caliber’s payroll system. School Leaders are responsible for working with Human Resources to manage the formal hiring process at their schools. No hiring decisions shall be made without first getting approval and support from the SSO team. Please refer to the Caliber Staff Handbook for hiring process, and managing vacation and sick leave.

Payroll Submission Procedure
Caliber uses Paycom for payroll and submits payroll online. Payroll is submitted by Human Resources and approved by the President.

Payroll Distribution
It is the preferred method of Caliber to disburse payroll via direct deposit. Direct deposit statements and W-2 forms will be available to all staff online through Paycom.

Payroll Taxes and Filings
Paycom will prepare payroll check summaries, tax and withholding summaries, and other payroll tracking summaries, along with the state and federal quarterly and annual payroll tax forms. The President will review the forms before the payroll vendor submits them to the respective agencies.

Record Keeping
All payroll records will be maintained by the payroll vendor for seven years or longer if otherwise required by law.

[bookmark: _Toc516052385][bookmark: _Toc43363998]EXPENSE REIMBURSEMENTS

[bookmark: _Toc516052386]Employee Business and Travel Reimbursements

At times, Caliber staff are asked to travel or have to purchase work related items using their own cash or credit cards. Business and travel expenses will be reimbursed for pre-approved expenses consulted and approved by the School Leader, Head of Schools, or President.

This section covers the process for submitting an expense or travel reimbursement

	Step
	Person Responsible
	Task
	Timing

	1
	Staff Member
	Keep track of all itemized receipts (including refund receipts). Non-itemized receipts or expenses over $5 without receipts will not be reimbursed.
	As purchased

	2
	Staff Member
	Complete expense reimbursement form through the Paycom expense processing software and attach receipts for all charges.
	Monthly, as necessary

	3
	Authorizer
	Review reimbursement form and approve it via the Paycom expense processing software.
	Within 2 days

	4
	Accounting Team
	Review reimbursement requests and prepare a summary for HR to process via payroll.
	Semi-monthly

	5
	HR
	Include payments in payroll.
	Semi-monthly

	6
	Accounting Team
	Enter into accounting software and reconcile monthly as per above
	Monthly

	7
	President
	Review the reconciliation and notify the Board immediately if any discrepancies are found.
	Monthly



Expense reports will be processed semi-monthly as part of the payroll process. For travel reimbursements policies and limits, refer to the travel reimbursement policy in the appendix.
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All volunteers will submit a purchase request to the School Leader, Director of Operations, or President for all potential expenses. Only items with prior written authorization from the such authorizer will be paid/reimbursed. Reimbursements for volunteers will be processed by the Director of Operations at the school out of funds in the school level bank accounts.
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The individual incurring authorized expenses while carrying out the duties of Caliber will complete and sign an expense report. The President will approve and sign the expense report, and submit it to the Accounting Team for payment.

[bookmark: _Toc43363999]FINANCIAL REPORTING & RECORDS RETENTION
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The President will prepare the annual financial budget in consultation with School Leaders and submit it for approval by the Board of Directors.

The President will share reports with the Board of Directors electronically, and update the Board more formally at each meeting of the Board. If necessary, action will be taken to adjust the budget and/or expenditures based on these reports.

The Accounting Team and President will provide the Chief Executive Officer and/or Board of Directors with additional financial reports, as needed.

[bookmark: _Toc516052393]Retention of Records

Financial records, such as transaction ledgers, canceled/duplicate checks, attendance and entitlement records, payroll records, and any other necessary fiscal documentation will be retained for a minimum of seven (7) years. At the discretion of the Board of Directors or
President, certain documentation may be maintained for a longer period of time.

Appropriate back-up copies of electronic and paper documentation, including financial and attendance accounting data, will be regularly prepared and stored digitally in a secure off-site location, separate from the school.

[bookmark: _Toc43364000][bookmark: _Toc516052394]FINANCIAL RESERVES, LIQUIDITY, AND INVESTMENTS

[bookmark: _Toc516052395][bookmark: _Toc43364001]Funds Balances / Reserves

Caliber recognizes the need to maintain an adequate fund balance that will ensure the financial viability of our organization. The following policies related to the maintenance of adequate fund balances, reserves, and cash liquidity reflect recommendations made by the California Department of Education, our County Offices of Education and authorizers, our financial auditor, and researched best practices among California CMO peers and non-profits more broadly.

Caliber will maintain a positive fund balance each year on a consolidated basis, and at each school. The fund balance will be measured annually as the sum of the organization’s or the school’s assets, minus its liabilities, in both cases as recorded in Caliber’s accounting system. On a consolidated basis, Caliber will endeavor to achieve a fund balance equal to 25% of the organization’s annual expenses. Each school will strive to meet this same 25% objective relative to the school’s annual expenses, with the understanding that newer schools will grow to that level over time. 

Building / maintaining reserves under normal circumstances: Each Caliber school, and the Caliber SSO office is expected to develop an annual budget that has a positive impact on its fund balance (i.e., with revenues exceeding expenses) and with a concrete multi-year plan to contribute each year to their individual fund balance until they have reached the 25% fund balance target. The President will work with each school to develop an individualized plan to reach each school’s goals. An annual contribution to the school’s reserve will be built into each school budget and will be regarded as a required contribution for that year, barring any extenuating circumstances. 

Accessing reserves in extenuating circumstances: Any request to contribute below the budgeted level of contribution or to run a deficit at the school or SSO level must be adequately justified by the School Leaders (in the case of a school) or the Chief Executive Officer (in the case of the SSO office). 
· Deficits in any division that result from poor fiscal planning and management (e.g. unrealistic enrollment targets, failing to account for reasonably foreseeable expenses, etc.) will be mitigated in the current year through budget cuts at that division. 
· Deficits that result from factors beyond the division’s control may (at the Board’s discretion) be addressed in the short term and on a case-by-case basis as necessary by a budget revision that reflects the division accessing previously stored reserves. In such a case, the School Leader or Chief Executive Officer will be expected to provide a rationale for the proposed budget revision, the reasons for anticipated deficit that were beyond the school’s or the SSO office’s control, and the necessity of accessing reserves rather than making budget cuts.
· In cases where a School Leader or the Chief Executive Officer wishes to proactively incur a deficit in order to make a strategic program investment, they may only do so with the approval of the Board of Directors. The proposed deficit may not exceed the current division’s reserve (i.e., cannot result in a negative fund balance). To the extent that a division draws upon its fund balance in a given budget cycle, it should expect to resume an annual fund contribution in the years that follow until it reaches the 25% target.
 
New Schools
Special consideration will be given to new schools that are added to the Caliber portfolio. New schools typically require financial support in their early years as they build enrollment and incur start-up expenses. Caliber will not open a new school without a plan for covering this start-up deficit during the early years of the school’s operations (through philanthropic support, grant funding, or contributions from the network reserves). The school will nonetheless be expected to maintain a concrete multi-year plan for eventually reaching the 25% fund balance target. In general, new schools are expected to attain the 25% target within the first 5 years after attaining full enrollment.

[bookmark: _Toc43364002]Financial Liquidity

Caliber will also seek to maintain at all times a level of Days Cash On Hand (“DCOH,” also referred to as “liquidity”) that is equal to or greater than ninety (90) days of operating expenses. DCOH will be measured as follows:

Days Cash On Hand = Available Cash / Annual Operating Expense * 365

For the purposes of measuring DCOH, Available Cash will be measured as the total amount of cash or marketable securities held in Caliber’s general and school level bank and investment accounts less the following amounts which would not be reasonably available for day-to-day operations:
· funds that have been restricted for a specific purpose and are not available for general operations; 
· funds that are required to be held in reserve to meet any debt, lease, or other financial covenants that have been made by the organization; and
· funds that are invested in illiquid investments and would not be available during the following ninety (90) days.

For the purposes of measuring DCOH, Annual Operating Expense will use the currently approved level of operating expenses that have been approved by the Board.

[bookmark: _Toc43364003]Investment of Financial Assets

This policy regarding the investment of Caliber’s financial assets is set forth to:
· define and assign the responsibilities of all parties involved in the investment of assets,
· establish a clear understanding of the investment policy and objectives,
· establish the relevant investment horizon for which the Fund assets will be managed,
· provide guidance and limitations to any outside portfolio manager regarding the investment of Caliber assets, and
· establish a basis for evaluating investment results.

Investment Objectives

The objective of Caliber’s investment funds is (a) to preserve capital required for day-to-day operations of our schools and (b) to preserve and prudently invest philanthropic capital for strategic initiatives such as future school openings, real estate investments, and network activities. 

The investment horizon of the funds should endeavor to match the duration of the associated funding needs. Funds required for day-to-day operations will be maintained in cash or in a money market fund. Funds for school openings and real estate investments should have a duration matching the projections for capital use.

Delegation of Authority

The Board of Directors is responsible for approving the investment policy and has authorized the Chief Executive Officer and President to oversee the investment of assets on an ongoing basis. The Chief Executive Officer and President are authorized to delegate certain responsibilities to professional agents such as portfolio managers, custodians, attorneys, auditors, consultants and other specialists who are experts in their field. 

Assignment of Responsibility

The Board will appoint staff and/or one or more portfolio managers (each, a "Portfolio Manager") to manage certain of Caliber’s financial assets from time to time. Staff and Portfolio Managers will be responsible for all investment decisions for the assets placed under their jurisdiction, while observing and operating within all policies, guidelines, constraints, and philosophies as outlined in each such delegation. Specific responsibilities of staff and Portfolio Manager(s) include:

· deciding which individual securities to buy, sell, or hold within the guidelines established in the Board’s delegation. In general, delegation will include the authority to invest in AAA-rated or FDIC-insured securities under two years in duration; and in investment products that have been pre-screened by the Board;

· reporting investment results at least once annually or as determined by the Board;

· communicating any major changes to economic outlook, investment strategy, or any other factors which affect implementation of the investment process, or the progress in meeting investment objectives; and 

· informing the Board regarding any qualitative change to the investment management organization. Examples include changes in portfolio management personnel, ownership structure, investment philosophy, financial condition, regulatory investigations and/or legal proceedings.

General Investment Principles

· Investments shall be made solely in the interest of Caliber Public Schools.

· Assets shall be invested with the care, skill, prudence, and diligence under the circumstances then prevailing that a prudent person acting in like capacity and familiar with such matters would use in the investment of a fund of like character and with like aims.

· Investments shall be reasonably diversified. 

· Caliber may employ one or more Portfolio Managers of varying styles and philosophies to attain its investment objectives.

· Cash is to be employed productively to provide safety, liquidity, and return.

· Investments shall be held in securities that can be transacted quickly and efficiently, with minimal impact on market price.

Investment Guidelines

Allowable Assets
1. Cash Equivalents
●	Treasury Bills
●	Commercial Paper
●	Time Deposits
●	Bankers Acceptances
●	Certificates of Deposit
2. Fixed Income Securities
●	U.S. Government and Agency Securities
●	Taxable Municipals
●	Corporate Notes
●	Bank Notes
3. Mutual Funds, Separate Accounts and Collective Trust Funds
· Mutual funds, separate accounts and collective trust funds the sole holdings of which consist of the allowable assets listed above and which otherwise meet the liquidity, maturity, quality and other guidelines set forth in this document.

Prohibited Transactions
1. Short Selling
2. Margin Transactions
3. Investing with leverage
4. Duration restrictions - No purchases shall have an average duration of longer than ten years, unless otherwise authorized by Board.
5. Rating restrictions – No taxable or tax-exempt securities may have a long-term debt rating (and for funds, maintain an average credit quality) lower than “A3” by Moody’s and “A-” by Standard & Poor’s. No commercial paper investments may be rated lower than “P-1” by Moody’s, “A-1” by Standard & Poor’s, or “F-1” by Fitch.

Diversification - In order to achieve a prudent level of portfolio diversification, the following guidelines shall be followed:
1. The securities of any one issuer should not exceed 10% of the total Fund, with the exception of U.S. Government obligations and U.S. Agency securities. 
2. There is no limit on the percentage of the Fund that may be invested in cash or in shares or units of a broadly diversified investment fund meeting the requirements of this statement of investment policy.
3. No more than 5% of an outstanding debt issue may be purchased.

Measurement of Performance

The Board shall periodically review the investment results. Staff and Portfolio Managers shall provide the Board with such materials as they may reasonably request to allow them to conduct such a review. Consideration shall be given to the extent to which the investment results of such Portfolio Manager are consistent with the investment objectives, goals, and guidelines as set forth in this policy.
 
In addition, the Board will evaluate any Portfolio Manager(s) on a regular basis. Portfolio Manager(s) shall be reviewed regularly regarding performance, personnel, strategy, research capabilities, organizational and business matters, and other qualitative factors that may impact their ability to achieve the desired investment results. The Board reserves the right to terminate a Portfolio Manager for any reason.
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A depreciable asset is defined as all items, purchased or donated, with a value of $5,000 or more and with a useful life of more than one year.

The accounting team will maintain files of all receipts for purchased assets, including depreciable assets, as well as non-capitalized assets with a purchase price of between $1,000 and $5,000.

The SSO team will maintain an inventory or log of all assets. The log will include the original purchase price and date, a brief description, serial numbers, and other information appropriate for documenting assets. The President will immediately be notified of all cases of theft, loss, damage or destruction of assets.

The SSO team will work with the school-based Director of Operations to take a physical inventory of all assets within 90 days of the end of each fiscal year, indicating the condition and location of the asset.

The President will submit to the accounting team written notification of plans for disposing of assets with a clear and complete description of the asset and the date of disposal.

Insurance

The President will ensure that appropriate insurance is maintained at all times with a high-quality insurance agency.

The President will maintain the files of insurance policies, including an up-to-date copy of all certificates of insurance, insurance policies and procedures, and related claim forms.

The President will carefully review insurance policies on an annual basis, prior to renewal.

Insurance will include general liability, worker’s compensation, student accident, professional liability, and directors’ and officers’ coverage. Supplementary coverage will cover the after-hours and weekend activities. Coverage will be in line with the limits listed in the school’s approved charter petition, MOUs with authorizers, and contracts entered into by Caliber.
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[bookmark: _Toc43364006]Loans

The Board will approve all loans taken out by Caliber. In the case of a long-term loan, approval may also be required from the chartering authority (in accordance with the terms of the charter petition or an MOU with such authority) and/or other lenders (in accordance with the loan documents). 

Once the loan is approved by the Board, a promissory note will be prepared and signed by the President before funds are borrowed.

Loans to or from employees are not permitted.

[bookmark: _Toc43364007]Lines of Credit

Caliber will endeavor to maintain a line of credit to provide short-term cash liquidity as needed pursuant to the policies above. The Chief Executive Officer and President have been authorized by the Board of Directors to borrow funds against the line of credit on behalf of Caliber, as needed to ensure that the organization meets its financial obligations. 

[bookmark: _Toc43364008]Credit Cards

Staff use corporate credit cards are addressed above and do not require the approval of the Board. 

[bookmark: _Toc43364009]Operating Leases

Operating leases (e.g., for facility or equipment rentals) will be treated as Expenditures and shall be excepted from this policy requiring Board approval of loans and borrowing, provided, however, that any such lease agreement must comply with the policies regarding Expenditures noted above.
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The Governing Board will annually appoint an audit committee to select an auditor by March 1 prior to the fiscal year-end (June 30th).

Any persons with Expenditure authorization or recording responsibilities within the Caliber network may not serve on the committee.

The committee will annually contract for the services of an independent certified public accountant on the State of California’s approved list to perform an annual fiscal audit. The audit shall include, but not be limited to:
· An audit of the accuracy of the financial statements;
· An audit of the attendance accounting and revenue accuracy practices;
· An audit of the internal control practices;
· An audit of any other items required by the California Department of Education.

Any audit exceptions and/or deficiencies will be resolved to the satisfaction of the Board of
Directors and the charter-granting agency.

All documentation related to financial matters will be completed by computer or ink.
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Employees who travel on behalf of Caliber in order to fulfill their work duties or to attend workshops, conferences, or other employment-related activities, will be reimbursed for qualified expenses incurred. To most effectively allocate limited resources where they are most needed, we encourage all staff to spend only as absolutely necessary on travel.

The following policy is intended to address the vast majority of travel expenses incurred by Caliber staff in their work-related travel. In the event that exceptions are required due to the unique nature of the work-related purpose of the trip or the specific location to which the staff member is traveling, the staff member must get prior approval from their supervisor prior to incurring expenses outside this policy. Supervisors are responsible for exercising prudent judgment in evaluating such requests and encouraged to discuss them with the President or Head of Schools if they have any doubt about the appropriateness of the request.

All reimbursement claims must be supported by the original, itemized receipts, or in the case of mileage, tolls, and public transportation, by print outs of maps and fare schedules. If for some reason, obtaining a receipt is not possible, contact the President.

General Travel Requirements
The employee requesting to travel on behalf of Caliber must work with his/her
supervisor to determine whether the benefit from the travel to both the employee and to Caliber will outweigh anticipated costs of the travel, including how the employee’s absence will affect teammates, students and upcoming deadlines. All efforts should be made to explore alternatives such as participation by phone or videoconference, and availability of local programs or training opportunities.

Employees with job duties that require regular travel within the Bay Area are not required to request approval in advance of travel. Again, efforts should be made to explore alternative participation methods as often as possible to minimize expense to Caliber.

Long-Distance or Multi-Day Travel: When an employee travels for professional development opportunities, conferences or workshops that will require an absence from his/her worksite for more than one day, the following expenses may be eligible for reimbursement:
· meals and non-alcoholic drinks;
· transportation to and from the airport and/or hotel;
· overnight hotel fees and taxes;
· mileage to and from the airport or hotel, if driving yourself; and
· parking.

Non-reimbursable expenses: The following expenses are not eligible for reimbursement:
· alcoholic beverages;
· entertainment (movie, purchases/rental, plays, concerts, etc.);
· additional expenses incurred in the accommodation of an employee’s non-Caliber related travel plans (e.g. extra hotel nights, additional stopovers, meals, increased fares to accommodate a different flight schedule, etc.); and
· expenses associated with travel of an individual’s spouse, family or friends.

Air Travel Reimbursement
Air travel reservations should be made as far in advance as possible in order to take advantage of reduced fares. Flights must be reviewed by the employee’s supervisor before booking to ensure costs are reasonable, appropriate, and within budget.

Lodging Reimbursement:
Maximum allocation for lodging is $150.00 per night unless otherwise approved by the School Leader, Head of Schools, or President. In cases where lodging costs are anticipated to be higher than $150.00 per night, the School Leader, Head of Schools, or President may consider the cost of staying in the city in which the hotel is located and proximity to other venues on the individual’s itinerary in determining reasonableness. When requesting rates at hotels, always ask for discounts and rates available for public school employees.

Parking Reimbursement
In cases where an employee is required to drive, parking will be reimbursed at a reasonable rate based on the location to which the employee is travelling.

Car Rentals Reimbursement
Should an employee’s travel require a car rental and refueling cost, the employee must receive prior approval from the School Leader, Head of Schools, or President. Caliber will not reimburse employees for rental car insurance fees, upgrades, and navigation features, and employees are expected to carry their own insurance. Reimbursement for gas is allowable on car rentals only, with the proper receipts.

Mileage Reimbursement
Reimbursement for work-related travel using an employee’s personal automobile will be made according to the IRS-published mileage reimbursement rate. Employees must submit a print out of the most direct travel directions between the start and end points of traveling along with a request for reimbursement. In calculating mileage, employees should subtract their daily cost of commute in adherence with Caliber’s Multi-Campus Travel Policy published by Caliber and provided to employees.

Meals Reimbursement
When an employee is required to travel for more than one day, meals will be reimbursed up to
$65 per day unless otherwise approved by the School Leader or Head of Schools or President. Itemized receipts are required for all meals. Alcoholic beverages and meals for companions will not be reimbursed.

Travel Expense Report
All reimbursement forms and receipts must be submitted within 30 days of the event or travel. Receipts that are submitted after 30 days travel may not be reimbursed. Please contact accounting for instructions on how to complete the necessary forms.
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