Board Memorandum

Subject: Proposed Fiscal Policy Updates
Meeting: August 26, 2026

Prepared by: Brent Lowry, VP of Finance & Business Services

Purpose

The attached revisions modernize CNCA's Fiscal Policies by improving operational efficiency while
strengthening internal controls. None of the proposed changes reduce Board oversight. Instead,
they clarify delegated authority, strengthen segregation of duties, and formalize existing operational

best practices.

Summary of Requested Board Actions

Policy Area

Operational Benefit

Key Internal Controls

Credit Card Administration

Streamlines onboarding of
authorized cardholders.

Board continues approving
all credit accounts and
credit lines.

SOM Purchasing Authority

Allows Principals to focus
on instruction while SOMs
manage routine operations.

$2,500 cap, approved
categories, segregation of
duties, no invoice splitting.

Emergency Expenditure
Authority

Allows immediate response
during campus
emergencies.

Tiered authority,
documentation, CEO review,
Board ratification.

Off-Site Retreats

Clarifies allowable
leadership development
expenses.

Annual spending cap
remains in policy.

Cooperative purchasing

Allows the Organization to
utilize competitively
solicited cooperative
purchasing contracts (e.g.,
OMNIA, Axia) without
conducting duplicative bid
processes, improving
procurement efficiency and
reducing administrative
burden.

Cooperative contracts must
be competitively procured,
documentation retained,
and all purchases remain
subject to CNCA approval
authorities, budget controls,
and applicable procurement
regulations.

Recommendation

Approve the proposed revisions to the CNCA Fiscal Policies as presented. Detailed proposed policy

language is provided in Appendix A.




Appendix A — Proposed Policy Language

The following pages contain the detailed proposed language for each recommended policy revision.

Credit Card Policy:

Purpose - to clarify language to allow streamlined onboarding of new employees without awaiting
board approval for additional credit card users.

1. Update under Lines of Authority — Governing Board (Page 2):

Current: "Approves the opening of business credit cards."
Proposed Revision:

"Approves the establishment, closing, or modification of organization credit lines
and business credit card accounts. Delegates authority to the Chief Executive
Officer (CEQ) to assign authorized cardholders, issue cards, and set individual
user spending limits within approved limits.”

2. Update under Credit Cards Policy (Page 15):

Current: "Organization credit card accounts shall only be established with the
formal approval of the Governing Board and may only be used for
organization-related expenditures. The Chief Executive Officer is responsible for
deciding which employees may have an organization credit card and will set
expectations for the use of the card and all related supporting records.”

Proposed Revision:

"Organization credit card accounts and lines of credit shall only be established
with formal approval of the Governing Board. Upon board approval of a credit
line or card account, the Chief Executive Officer or designee is authorized to
assign individual cards to designated employees, assign user access levels, set
spending limits, and establish operational guidelines for card usage and receipt
submission."

School Operations Managers (SOM) Spending Policy:

Purpose: Currently, Principals are required to review and sign off on routine operational
expenses—often as small as a $300 order for Scotch tape, printer toner, markers, or routine
maintenance items.

e Focusing Leadership on Instruction: Every minute a Principal spends reviewing low-dollar
supply orders is time taken away from classroom observations, teacher coaching, student
support, and instructional leadership.



Operational Efficiency: School Operations Managers (SOMs) are hired specifically to manage
site logistics, facilities, and day-to-day operations. Delegating routine purchasing authority
up to $2,500 empowers SOMs to manage site operations efficiently without bottlenecking
site administration.

How We Maintain Financial Safeguards
To ensure complete fiscal integrity and board peace of mind while making this shift:

Strictly Defined Categories: SOM approval authority is strictly limited to routine, operational
SACS object codes (e.g., office/instructional supplies, non-capitalized small equipment
under $5k, meeting refreshments, and minor facilities repairs).

Strict Segregation of Duties: To prevent self-approval, purchase requisitions will be entered
into the system by a cross-trained site office staff member (e.g., Registrar or Office
Manager). If an SOM initiates an order directly, the system automatically routes it to the
Principal /AP for approval.

Hard Cap ($2,500): Anything over $2,500, as well as any non-routine or unbudgeted
expenditure, still routes directly to the Principal or higher leadership.

Update under Purchase & Procurement — Procedures (Page 11):

1.

School Operations Manager (SOM) Approvals: School Operations Managers are authorized to
approve purchase requisitions, operational supplies, repairs, and materials up to 52,500 per
transaction, provided the expenditure falls within the approved site budget and is categorized
under SACS Object Codes 4300 (Materials/Supplies), 4400 (Non-Capitalized Equipment), 4700
(Food Services/Meetings), 5200 (Travel/Mileage), 5600 (Rentals/Repairs), 5800
(Services/Operating), or 5900 (Communications)
Segregation of Duties for SOM Approvals: To maintain strict internal controls,
purchase requisitions must be entered into the accounting system by a cross-trained
site office staff member (e.g., Office Manager, Registrar, or Attendance Clerk). An
SOM may not approve a purchase requisition that they themselves initiated; any
requisition initiated directly by an SOM must route to the Principal or Assistant
Principal for approval.

Invoice Splitting: Splitting single purchases or contract commitments into multiple
transactions to remain under the $2,500 SOM threshold or higher approval
thresholds is strictly prohibited.

Emergency Spending

Purpose: Our current fiscal policies do not explicitly address how site leaders should handle true,
real-time emergency crises—such as a main water line burst, a gas leak, a security gate lock failure,
or an overnight power/HVAC breakdown before a school day.

In practice, if a disaster strikes a campus at 6:00 AM, site leaders cannot wait hours for purchase
requisitions to route through Spendbridge and secure pre-approved PO signatures before calling a



plumber or electrician. However, issuing "after-the-fact" POs without a formal emergency policy
leaves the organization vulnerable to audit findings from independent auditors and our authorizer
(LAUSD).

Key Safeguards Built Into This Policy:

1. High Threshold for "Emergency": The policy strictly defines an emergency as an imminent
threat to life, health, safety, physical property, or immediate school closure. It explicitly forbids
using "emergency" status for poor planning, late supply orders, or routine maintenance.

2. Tiered Limits Matched to Seniority: Site-level leaders (SOMs and APs) have emergency
authority capped at $2,500, Principals at $10,000, and Senior Leadership at $25,000.

3. The "One-Pager" Accountability & Board Ratification: Every emergency transaction
requires the leader to fill out a 1-page post-incident form answering Who, What, When, Why,
and How. This form is signed by the CEO and brought to the Governing Board for
after-the-fact public ratification.

Update under Purchase & Procurement

Emergency Expenditures Policy (Immediate Crisis Authority)

Policy & Guiding Principles

In rare, severe situations where delaying procurement or vendor engagement to wait for standard
purchase requisitions or Purchase Orders (POs) would cause critical operational failure, property
destruction, or direct danger to student/staff health and safety, authorized site and organizational
leaders are empowered to take immediate action first outside the standard prior-approval
workflow.

Emergency spending authority is strictly limited to unpredictable events requiring immediate
response to:

1. Preventimminent danger to life, health, or physical safety of students, staff, or campus
visitors.

2. Halt active physical property damage or destruction (e.g, active flooding, sewage
backup, structural hazards).

3. Resolve severe facility or utility failures preventing the school from safely opening or
conducting mandatory instructional operations the following business day.

Qualifying vs. Non-Qualifying Circumstances
1. Qualifying Emergency Examples: Active main water or gas line leaks, major electrical
failure affecting fire/security systems, structural/roof damage during a storm, total HVAC
failure in extreme weather, severe biohazards/sewage backups, or compromised main
perimeter entry locks.
2. Non-Qualifying Circumstances: Emergency authority strictly may not be used for routine
maintenance, late vendor submissions, missed deadlines, ordering curriculum/technology



supplies, or circumventing competitive procurement requirements. Poor planning or
administrative delay does not constitute an emergency.

Tiered Emergency Authority Limits (Per Incident)

When an immediate emergency occurs, leaders are authorized to commit funds up to the following
single-incident thresholds without prior PO generation:

Role / Position

School Operations Managers
(SOMs)

Assistant Principals (APs)

Principals

Senior Leadership Team (SLT /
VPs)

Chief Executive Officer (CEO)

Single-Incident Emergency Spending Cap

Up to $2,500

Up to $2,500

Up to $10,000

Up to $25,000

Exceeding $25,000 (up to standard
board-delegated authority)

Post-Incident Workflow & Board Ratification

Because emergency commitments bypass the pre-approval PO process, strict post-incident controls
are required to maintain compliance, protect against authorizer/LAUSD audit findings, and ensure

full board transparency:

e Immediate Execution & Dispatch: The authorized official dispatches the emergency
vendor, secures the campus, and resolves the immediate threat.

e Same Or Next Day Notification: The leader notifies the Finance Team and CEO/VP and
submits itemized invoices/receipts through the standard accounting system no later than

the next business day.

e Emergency Expenditure Summary Form (One-Pager): The transaction must be
accompanied by a standardized Emergency Expenditure Summary Form detailing:
Who: Requesting leader and vendor dispatched.



What: Specific work performed or emergency goods acquired.
When: Date and exact time of the crisis and vendor dispatch.
Why: The specific threat to health, safety, property, or school opening.
How: Cost justification and why standard PO approval could not wait.
e CEO Approval & Board Ratification: The One-Pager must be signed by the Chief Executive
Officer (CEO) and submitted to the Governing Board for after-the-fact formal ratification
at its next regularly scheduled public meeting.

Off-Site Staff Retreats

Purpose: Clarify that offsite staff retreats are an allowable business expense for school site
leadership.

1. Update under Procurement and Purposes — Staff Development and Team Building Activities -
Allowable Activities (Page 13):

Proposed Addition:

"Off-site strategic planning retreats for school leadership”

2. Update under Procurement and Purposes — Staff Development and Team Building Activities -
Expense Caps (Page 13):

Current: " Total expenditures on team building activities should not exceed $2,500

per school site per fiscal year."

Proposed Revision:

"Total expenditures on team building activities should not exceed $4,000 per
school site per fiscal year.”

Cooperative Purchasing

Purpose: Clarify that the Organization may utilize competitively solicited cooperative purchasing
agreements (e.g., OMNIA Partners, Axia Cooperative) in lieu of conducting a separate competitive
solicitation, when permitted by applicable procurement requirements. This change improves
procurement efficiency while maintaining compliance with public purchasing standards.

Proposed Policy Language:



Cooperative Purchasing Agreements: The Organization may procure goods and
services through competitively solicited cooperative purchasing agreements, including
but not limited to OMNIA Partners, Axia Cooperative, Sourcewell, NASPO ValuePoint,
California Multiple Award Schedules (CMAS), and other legally recognized cooperative
purchasing organizations. When utilizing an approved cooperative purchasing
agreement, the Organization is not required to conduct a separate competitive
solicitation, provided the underlying contract was competitively awarded in accordance
with applicable federal, state, and local procurement requirements. Documentation
supporting the cooperative procurement shall be maintained, and all purchases remain
subject to the Organization's approval authorities, budgetary controls, and applicable
grant requirements.
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