Purchasing Manual
John Robertson

Revised August 4, 2008
I.
OVERVIEW

As a young teacher, about 170 years ago, I had a principal who preached to us constantly about “the 4 P’s”.  The 4 P’s are not really a list; more like a pneumonic device that went like this – “Prior Planning Prevents Problems”.  At school, that adage goes a long way in the class room and in terms of the budgeting and purchasing process as well.  I’m going to try to take you through this process in a user-friendly way.  I like those yellow and black “for Dummies” books you see at the bookstore and thought about calling this document “Purchasing Manual for Dummies”, but I don’t want to offend you, you know “I love you man”.  I’d rather get results; maybe save us all some despair.  Here is the basic concept:
1. You have money to spend.

2. You have 2 ways to pay for the purchases you make - a Purchase Order or a Purchase Card. 

3. You can’t spend more than you have.

It’s really that simple. There are some rules and just plain old common courtesies that will make this process go smoothly with no misunderstandings, no gnashing of teeth, and no excessive wailing.  I was thinking about making all of you take an oath, but that may be a little extreme.

We are in a transition period between the old funding formula and the new one (2005).  This is a 7 year transition.  One of the biggest changes in the new formula is that many of the “categoricals” are gone.  Categoricals were specific areas where state funds were ear-marked: Free Textbook, Gifted, etc.  Now those monies are no longer separated.  That gives us greater freedom in the ways the buildings spend their funds.  The amount of Free Textbook funds each building received in 2005-06 was incorporated into the 2006-07 budgets at the same rate.  You no longer have to separate supply expenditures and textbook expenditures.  This will also increase the need for communication and planning on the building level, especially if you were dependant on larger sums of money in specific years due to rotation schedules for Free Textbook funds.  Other than that, our budgeting process remains relatively unchanged.
Please understand the basic concept – EVERYTHING WE BUY COMES OUT OF THE BUDGET, I HAVE NO “SLUSH FUND”.  You see, the board approves the budget and any amendments to the budget; then we are audited at the end of each year. The term “slush fund” makes the auditor very anxious. There are no accounting codes for “oops” or “I thought I had more than that”.  If you need more money than originally anticipated, it comes out of someone else’s.  Here’s how the budget process works:
Around December or January of each school year, I have to start thinking about next year.  Mainly because all of the rest of you are too and some one has to worry about how much the pipe dreams are really going to cost.  At that time, I give the principals and directors a total $$$ number for their building budget.

So, that brings us to the first budget “fact”: 
#1 – The building principals & directors are responsible for their budgets.  I give them a total dollar amount, they divide it up.  In any budgetary situation, go to them first.  If you come to me first, I’ll send you to them.  
Who gets my budget requests, you may ask?  The building budgets, which are the responsibility of the principals, are primarily focused on the academics, guidance, and media specialists in their building.  There are a few exceptions – the “directors”.  The directors are George, Lucy, and me.  George is Director of Operations, Lucy is Director of Special Programs, and I am Director of Finance and Curriculum.  George is responsible for the Transportation, Maintenance, and Athletics budgets.  Lucy oversees the budgets for Special Education, Federal Programs, and Health Services.  The remaining district level programs – Technology, Curriculum, Professional Development Committee, and Gifted turn their budgets in to me.
Before we get too far ahead of ourselves, let’s talk about some basic school accounting.  There are 2 types of accounts you may be responsible for: Student Activity accounts (SA) and Building accounts.  

Building accounts – Some of you think of your building account as your “budget”. Each building has a function code of its own (the primary building is considered part of the elementary).  The building codes go like this: 
1110 (elementary, grades K-5)
1130 (middle school, grades 6-8)
1150 (high school, grades 9-12)  
This will be important when we talk about p-cards later on.  Second budget fact:

#2 - Building budgets are closed by the end of April.  Balances can not be carried forward (It’s the law!).
SA accounts – Student activity accounts allow for items to be sold.  In other words, you can deposit money and spend the money.  Money in student activity accounts carries their balance forward into the next school year.
All teachers have a building account (it may be shared with others).  There are only a few student activity accounts.  Building accounts have a budget; student activity accounts are limited to the amount deposited in a particular budget year and the amount carried over from the previous year.
Budget Fact #3 – Keep it straight; some of you have building accounts and SA accounts that are part of budgets from 2 or more supervisors!  We’ll talk more about this later.

Now, let’s discuss purchasing.  How am I going to pay for what I need?  You have 2 options – purchase orders and purchase cards (p-cards).

II.
PURCHASE ORDERS

Ideally, purchase orders (PO’s) are to be used for single transactions over $400 and for smaller purchases from vendors who do not accept credit cards.  Purchase orders are done on district networked computers.  We use Lemco accounting software for our district accounting program.  You will see an icon for “Lemco Purchase Orders” on your “Novell-delivered applications menu for  . . .” when you log-in to your computer.
Your user name is your first initial and last name (maximum of 10 characters total). Your password is the last four digits of your social security number.  I would recommend finding a friend to help you do one the first time – there are many experts around you.  
The PO process:
1. You enter a requisition.
2. There are 2 levels of approval for PO’s.  The supervisor has to approve them first, then me.  When I approve them; I print and sign them and pass them on to you.  The requisition becomes a PO when it is approved.
3. Every PO has 3 copies: Vendor, Building, and Central Office.  

(The VENDOR copy goes to the company you are purchasing from.  In many cases, it is your order form.  It is your responsibility to get the PO to the vendor – not me, not Judy, not Nan, not the building secretary, etc.

(Give the BUILDING copy to your building secretary, to Cindy Colley (if Lucy approved your PO) or to Kelly Lane (if George approved your PO).

(The CENTRAL OFFICE copy goes to Nan.  I give them to her when I print them.
4. We will send the invoice to you with a note, “OK to pay?”  If you received the merchandise and you are satisfied with the transaction, write “OK to pay” on the invoice, sign and date it, and return it to Nan.
5. If you do a PO for a check to be processed in advance; for example - guest speaker, entry fees, etc.  Mark the VENDOR copy “OK to pay”, sign and date it, and return it to Nan.  Do not expect someone else to do it for you.

You will receive your PO’s quicker if you e-mail the supervisor and me when you have one completed.  It is helpful if you tell us any special instructions in the e-mail.  If you have more than one account, tell us how you want it coded.  Leave nothing to guess-work and we’ll have fewer mistakes.
III.
PURCHASE CARDS

Purchase cards (affectionately known as “p-cards” here at Hallsville) are to be used for single transactions under $400.  Currently, our p-cards are Visa cards with Commerce Bank. Your p-card is a declining balance card, not a credit card.  
Here is the difference:  The balance on a declining balance card gets smaller each time you use it.  Most of the single transactions we incur are under $400; that means the p-cards should be used for the majority of our purchasing.  It is more convenient for you, gives you more freedom to shop for bargains – especially on-line, and the district is able to pay its bills quicker and more efficiently.  
I would encourage you to compare prices before you make a School Specialty order.  Staples, Office Depot, Wal Mart, Target, and many other vendors offer similar products at competitive prices.  All of those vendors, including School Specialty, have websites and take p-cards.  
The p-card process:
1.  All new employees eligible for a p-card will be trained and registered at the New Teacher Orientation in August.
2.  Upon receipt of the card, you will have to register it.  See Appendix A: Self Registration. 
3.  The billing cycle for our p-cards runs from the 21st of this month to the 20th of the next month.   For example, if you purchase an item on June 15 – the transaction should appear on the June statement.  If you make a purchase with the card on June 22 – the transaction should appear on the July statement. It all depends on when the vendor (the company you purchased the item from) actually posts the transaction.  We’ll get back to this in a moment.

4. You may now use your card (if your administrator approved money for you to spend!).  Let’s assume they did.  You must save all receipts.  Make sure you get a receipt or make a copy of the internet order – SOMETHING THAT IS ITEMIZED.  You’ll need these later.
5. If you used your p-card in a particular billing cycle, you will receive an e-mail from Centre Admin notifying you that you have a statement for that month.  What that really means is: you charged something with your card, the vendor posted the transaction, Commerce Bank paid the vendor, and now they want their money.  This is when Hallsville R-IV pays the bill.

6. When you registered your card, you created a user name and password for the Centre website.  This is a secure website, your user name and password must be typed exactly as you created it – a combination of numbers/symbols, capitals and lower case letters.  You need to print your statement – see Appendix B: screen shots of Centre.
7. Once you print your statement, you know what transactions are being processed this month.  THAT IS IMPORTANT!  Those are the only transactions we’ll pay for this month.  If you made purchases that aren’t on the statement, they’ll be on the next statement.  We’ll pay for them then.

8.  See Appendix C: TRANSACTION LOG – Hallsville R-IV School District.  You’ll find 2 examples.  A sample that is filled out and a blank transaction log.  Fill it out to match your statement exactly.  Enter the correct Hallsville code or write it.  For example, Kindergarten or HS History.  Attach your statement and receipts to the transaction log.  Sign it and give it to your administrator for approval.  Your administrator will give it to me.  I must receive these prior to the last day of the month – GIT ’ER DONE!
Note – If you have transactions from more than 1 department, all supervisors must sign the transaction log.
P-CARD NO-NO’S
1.  NO SIGN, NO CARD! You must sign the Cardholder Agreement (see Appendix 1). By signing the Cardholder Agreement, the cardholder indicates that he/she understands the intent of the program, the responsibility of being a cardholder, and the importance of adhering to the established guidelines.

1.  NO SALES TAX!  Hallsville R-IV is exempt from paying Missouri sales tax.  The vendor should be informed of the tax-exempt status when the transaction occurs.  Hallsville R-IV’s tax-exempt number appears on the front of your card.
2. NO PERSONAL USE! Purchases must be for the use and benefit of Hallsville R-IV.

3. CAN’T CHARGE EVERYTHING!  Commerce Bank has a code for each type of vendor.  Some vendor codes are blocked for p-card use.  Examples would be: Airlines, transportation, caterers, packaged beverage stores, insurance services, some service providers – dry cleaners, beauty salons, etc.  Examples of Allowable Purchases and Excluded Purchases are at Appendix 7 and Appendix 8 respectively.
4. NO SINGLE TRANSACTIONS OVER $400!  That does not mean you have a $400 credit card.  Imagine this – you’re shopping away, you fill the cart, and go to the check out stand.  They ring it all up and the cost is $399.99 – if you have enough money on your card, you’re home free.  Okay, now imagine this – you do everything the same way but the total is $400; sorry it won’t work.  You could have a million dollars on your card (NO YOU CAN’T!) and a $400 transaction will be declined.

5. DON’T LOSE IT! The purchasing card is issued to individuals but always remains the property of Hallsville R-IV.  Cards must only be used by the cardholder appearing on the card. All purchases made against the card will be the individual’s responsibility.  The cardholder is responsible for vendor contact and follow-up.  Erroneous charges, disputed items, or returns should be resolved as soon as possible. If the card is not used within established guidelines, the Cardholder may be held personally liable.  
If a purchasing card is lost or stolen, immediately notify Commerce Bank Security at (800) 892-7104 and the Business Manager at 696-5512, ext.324.
IV.
BUDGETING
Budget Fact #4 – There are two ways to secure the funds for your purchases.  If you don’t use a p-card, you must have a PO!  

Okay, back to budgeting.  Each year, administration will send an e-mail in December encouraging you to begin working on budget requests for the next year.  Normally, those are due to your administrator by the end of January.  My advice to you is - Have a plan! 
Here is an excellent example of a budget request:

Some? Grade/Team Budget Proposal - $4500.00
PO’s
Zaner-Bloser   
$  624.00
Everyday Math 
$1827.00



Weekly-Reader $  720.00

Sub-Total
$3171.00
P-Cards

Julie

$  250.00

Sheila

$  250.00

Norma

$  250.00
Candace
$  250.00

Sub-Total  
$1000.00
Emergency      $  329.00
PO’s

$3171.00

P-Cards
$1000.00

TOTAL

$4500.00
What if I have to alter my plan?

Look at the example above, what if Julie planned on a $137.00 purchase from XYZ Publishing and found out they do not take a p-card?  She needs to do the requisition, send an e-mail explaining the situation to her supervisor and me.  I will take the $137 off of her p-card.  Now it looks like this:

Some Grade Team Budget Proposal - $4500.00

PO’s

Zaner-Bloser  $ 624.00

Everyday Math $1827.00



Weekly-Reader $ 720.00

XYZ Publishing$ 137.00

Sub-Total
  $3308.00

P-Cards

Julie

$113.00

Sheila
$250.00

Norma

$250.00

Candace
$250.00

Sub-Total   $863.00

Emergency   $329.00

Earlier I said I would talk about codes, here’s an anonymous example:
Teacher A teaches high school art, speech and drama and is also the student council sponsor (I won’t mention any names).  Her accounts look like this:
HS Art 1150 6415
HS Drama Supplies 1150 6416.2
HS Speech 1150 6412.1
SA Drama Club 1411 6411.008
SA HS Student Council 1411 6411.009
Can you see why it is important to communicate with us about how the PO or Transaction Log should be coded?  This is where most of the mistakes occur – especially in the summer when no one is around.  It would be helpful if Teacher A would create a document for all of us (Jeff, Teacher A, and I) to use throughout the year.  Something like the some? grade example, but broken down for each one of her codes:

Teacher A Budget Proposal - $XXXX.XX

HS Art (See Art Team Proposal)

PO’s

Sax - $XXX.XX

School Specialty - $XXX.XX

P-Card

$XXX.XX

HS Drama Supplies

PO’s

Fall Play Royalties - $XXX.XX
P-Card

$XXX.XX

HS Speech

List the Speech competitions you anticipate participating in, estimate entry fees.  PO’s ? P-Card?
SA Drama Club

Estimate revenues and expenses.  What are you going to spend the money on?  

T-shirts, etc. PO’s? P-Card?
SA HS Student Council

Estimate revenues and expenses.  What are you going to spend the money on?  

Homecoming expenses, etc. PO’s? P-Card?
V.
RE-IMBURSEMENT
Let’s suppose you need something, index cards for example, and you’re already at Wal Mart when you remember there is no money on your p-card.  Obviously, you can’t write a PO at Wal Mart.  You may purchase the item yourself.  Save the original receipt and submit it and a Request for Re-imbursement of Expenses (Appendix D). Think of this as an emergency means for purchasing.  However, you are not re-imbursed for sales taxes.  The re-imbursement process is the primary means for the district to pay traveling expenses.  
The re-imbursement process:

1. Use this form to record re-imbursement requests for mileage or miscellaneous expenses.
2. For mileage requests – record the event/trip date, description of the trip, and the number of miles.  We will re-imburse you for trip expenses (fuel, wear & tear, etc.) at the current State of Missouri rate.  

3. For expenses – meals, etc. attach the original receipt and write the date and name of the vendor.  

4. Return the completed form and attached receipts to your supervisor.  They will approve it, code it, and send it to me.
Budget Fact #5 – Approved Re-imbursement forms must be into the Business Office by the 1st of the month! You will receive your check the day after board meeting by picking it up in person in Central Office.

VI. Travel/Meal Guidelines
The board of education would like to encourage the following guidelines:

1. Request the school car for school travel needs. Mileage will be re-imbursed if the school car was unavailable. Call George Rudisaile at extension 303 to request the school car.

2. Use the following guidelines for meals when traveling on school business:
$8 maximum for breakfast

$10 maximum for lunch

$15 maximum for dinner

VII.
REVIEW
1. The principals and directors do their own budgets.  If you have a question, go to them first.

2. You have 2 ways to spend money – purchase orders & p-cards.

3. PLAN!

4. Be organized, save receipts! Don’t turn in a transaction log with missing receipts!

5.  Get your paperwork in on time.  Make sure it is coded correctly – it’s up to you and your administrator.

By planning out your year, knowing what resources you need and how much, and communicating with your supervisors and the Business Office, we can get through the budget year with minimum error and few surprises.  Have a great year!  My door is always open, please let me know if you have any questions or need my help.

John Robertson

Superintendent
Hallsville R-IV Schools

573-696-5512, ext. 301
jrobert@hallsville.org
