

SUDDEN FINANCIAL SHORTFALL
LEADERSHIP STAFFING PRIORITIZATION

As financial conditions stabilize, leadership shall prioritize restoration and protection of staffing positions that are critical to maintaining organizational continuity, consumer services, operational stability, compliance obligations, and long-term sustainability.
Because Able South Carolina operates disability-led services and statewide advocacy programs, staffing decisions must be based not only on financial considerations, but also on the operational and community impact of reducing key functions.
Leadership shall evaluate:
· Consumer impact
· Compliance requirements
· Revenue protection
· Operational necessity
· Risk exposure
· Long-term sustainability
· Institutional knowledge
· Workforce capacity and burnout risks
The following staffing areas should remain prioritized whenever financially feasible.

1. Consumer-Facing Positions
Consumer-facing positions should remain a top organizational priority because these roles directly support disabled individuals and families relying on services, advocacy, crisis support, and community-based resources throughout South Carolina.
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1. These positions are critical to maintaining:
· Consumer safety
· Independent living supports
· Community integration
· Crisis stabilization
· Access to Medicaid and HCBS services
· Housing stability
· Disability rights protections
· Institutional diversion efforts
2. Consumer-facing roles may include:
· Independent Living Specialists
· Peer Support staff
· Information and Referral staff
· Benefits and Medicaid navigation staff
· Housing and transition staff
· Youth transition and Pre-ETS staff
· Consumer advocates
· ADA and accessibility support staff
· Crisis response personnel
3. Leadership should prioritize positions serving:
· High-risk consumers
· Individuals at risk of institutionalization
· Consumers experiencing crisis situations
· Individuals dependent on community-based supports
· Rural or underserved communities
· Consumers connected to contractual service obligations

4. Leadership should also evaluate:
· Current caseloads
· Waitlists or service delays
· Geographic service gaps
· Consumer outcomes
· Staffing coverage levels
· Impact of workforce reductions on service quality and response time
The organization recognizes that abrupt reductions in consumer-facing staffing can significantly increase risk for individuals relying on disability-led services and advocacy supports.

2. Compliance-Related Staffing
Compliance-related staffing shall remain highly prioritized because these positions protect the organization’s ability to maintain grants, contracts, operational credibility, and legal compliance.
1. Failure to maintain adequate compliance infrastructure may result in:
· Loss of funding
· Audit findings
· Delayed reimbursements
· Contract violations
· Increased financial liability
· Regulatory risk
· Operational disruption
2. Compliance-related positions may include:
· Finance and accounting personnel
· Payroll staff
· Grant management staff
· Quality assurance staff

· Contract administration personnel
· Data and reporting staff
· Human resources personnel
· Compliance oversight leadership
3. These roles are responsible for maintaining:
· Grant and contract reporting
· Financial oversight
· Payroll processing
· Audit preparation
· Documentation requirements
· Procurement compliance
· Federal and state reporting obligations
· Internal operational controls
4. Leadership should prioritize staffing necessary to:
· Sustain funding streams
· Protect reimbursement timelines
· Maintain reporting deadlines
· Reduce organizational liability
· Preserve financial accountability
· Support operational continuity
Because many funding streams require strict compliance oversight, leadership recognizes that reductions in these positions may create larger long-term financial and operational risks.

3. Operational Infrastructure Roles
Operational infrastructure roles should remain prioritized because these positions support the internal systems and functions necessary to keep the organization operational during periods of instability.
1. These positions help maintain:
· Daily organizational operations
· Internal communication systems
· Financial systems
· Technology infrastructure
· Cybersecurity protections
· Administrative continuity
· Facility operations
· Remote and hybrid service capacity
2. Operational infrastructure roles may include:
· IT and cybersecurity personnel
· Operations staff
· Administrative support staff
· Communications staff
· Facilities and maintenance personnel
· Technology systems management
· Executive support personnel
· Data security and infrastructure staff
3. Leadership should recognize that operational infrastructure failures can quickly result in:
· Service interruptions
· Communication breakdowns
· Data security risks

· Payroll disruptions
· Compliance failures
· Increased operational instability
4. Infrastructure staffing should be evaluated based on:
· Operational necessity
· Security and compliance risk
· Impact on consumer services
· Remote operations capability
· Organizational continuity needs
Positions necessary to sustain essential operations and infrastructure should remain protected whenever possible.

4. Positions Tied to Grant Deliverables and Revenue
Generation
1. Leadership shall prioritize positions directly tied to:
· Grant deliverables
· Revenue generation
· Contract performance
· Reimbursement processing
· Fundraising and development
· Financial sustainability
2. These positions are essential because they directly support the organization’s ability to:
· Maintain funding streams
· Sustain operations
· Protect contracts and grants
· Generate unrestricted revenue

· Rebuild reserves
· Reduce long-term financial instability
3. Priority positions may include:
· Grant management personnel
· Development and fundraising staff
· Billing and reimbursement staff
· Program staff tied to major contracts
· Revenue-generating service staff
· Resource development personnel
· Strategic partnership staff
4. Leadership should evaluate:
· Revenue generated or protected by each position
· Contractual obligations tied to staffing
· Funding restrictions
· Return on operational investment
· Impact on organizational sustainability
Positions tied directly to maintaining or increasing organizational revenue should remain strategically prioritized because loss of these positions may create additional long-term financial instability.
5. Reserve Rebuilding
Once operations stabilize and immediate financial threats decrease, leadership shall begin rebuilding organizational reserves to restore long-term financial sustainability and improve future emergency preparedness.
1. Leadership recognizes that reserve rebuilding is essential to:
· Reducing operational vulnerability
· Strengthening organizational resilience

· Protecting essential services
· Supporting workforce stability
· Improving emergency response capacity
· Preserving disability-led infrastructure
· Preventing future crisis-driven operational reductions
2. Reserve rebuilding should occur strategically and gradually while balancing:
· Staffing stability
· Consumer service continuity
· Operational sustainability
· Infrastructure needs
· Long-term financial health



6. Budget Adjustments
Leadership shall review organizational budgets to identify opportunities to strengthen long-term financial sustainability and support reserve rebuilding efforts.
1. Budget adjustments may include:
· Reducing unnecessary operational costs
· Reevaluating operational priorities
· Adjusting expansion plans
· Reviewing staffing sustainability
· Reducing dependence on unstable revenue streams
· Increasing unrestricted revenue allocations
· Improving operational forecasting
2. Budget planning should prioritize:
· Operational stability
· Consumer service protection

· Workforce sustainability
· Long-term reserve growth
Leadership should ensure that budget reductions do not create unnecessary harm to essential services or organizational infrastructure.

7. Operational Efficiencies
Leadership shall identify operational efficiencies that improve sustainability while maintaining service quality and organizational effectiveness.
1. Operational efficiencies may include:
· Shared operational systems
· Administrative streamlining
· Technology improvements
· Workflow redesign
· Hybrid or remote operational models
· Reduced duplication across programs
· Strategic vendor reviews
· Shared staffing structures where appropriate
2. Efficiency efforts should prioritize:
· Reduced operational strain
· Improved long-term sustainability
· Protection of consumer services
· Reduced unnecessary overhead costs
3. Leadership should avoid operational reductions that:
· Increase staff burnout
· Reduce consumer access
· Create compliance risks
· Weaken critical infrastructure

8. Emergency Fundraising Recovery Efforts
Following reserve activation, leadership shall pursue recovery-focused fundraising efforts intended to restore unrestricted operational capacity and strengthen reserve levels.
1. Recovery fundraising efforts may include:
· Emergency donor campaigns
· Foundation stabilization requests
· Corporate sponsorship outreach
· Board-supported fundraising initiatives
· Community giving campaigns
· Major donor engagement
· Planned giving outreach
· Recovery-focused public campaigns
2. Leadership should prioritize unrestricted funding because unrestricted revenue provides:
· Greater operational flexibility
· Stronger reserve rebuilding capacity
· Improved emergency preparedness
· Reduced dependency on reimbursement delays
3. Fundraising efforts should emphasize:
· Organizational stability
· Consumer impact
· Preservation of disability-led services
· Long-term sustainability goals

9. Strategic Unrestricted Revenue Development
Leadership shall continue strengthening unrestricted revenue streams to improve long-term operational flexibility and reduce dependency on unstable funding structures.
1. Revenue development strategies may include:
· Fee-for-service expansion
· Consulting and training services
· Accessibility and ADA training
· Corporate partnerships
· Sponsorship opportunities
· Community partnerships
· Event revenue
· Strategic philanthropic growth
2. Leadership should prioritize diversified revenue sources that:
· Increase operational flexibility
· Reduce dependency on single funding streams
· Strengthen reserve sustainability
· Improve long-term resilience
Diversification of unrestricted revenue is essential to protecting the organization during future funding disruptions.


10. Planned Surplus Allocations
When financially feasible, leadership should allocate a portion of annual operational surpluses toward reserve rebuilding and emergency preparedness.
1. Planned allocations may include:
· Annual reserve contributions
· Unrestricted surplus transfers

· Emergency stabilization allocations
· Year-end reserve deposits
· Board-directed reserve growth strategies
Reserve rebuilding should occur consistently over time rather than only during emergencies.
2. Leadership and the Board shall regularly monitor:
· Reserve growth progress
· Operational sustainability
· Financial risk exposure
· Reserve adequacy relative to organizational size and obligations



11. Long-Term Reserve Goal
The long-term organizational goal remains maintaining a minimum reserve equal to at least six months of payroll, employee benefits, and essential operational expenses whenever financially feasible.
1. This reserve threshold is intended to:
· Protect organizational continuity during emergencies
· Reduce the risk of abrupt operational disruption
· Prevent immediate workforce instability
· Preserve consumer-critical services
· Maintain compliance and infrastructure systems
· Allow leadership time to make strategic operational decisions during crises
· Reduce the likelihood of reactive layoffs or program closures
Leadership and the Board recognize that maintaining strong reserves is not only a financial strategy, but also a mission-protection strategy necessary to preserve disability-led services, statewide advocacy infrastructure, and continuity of support for disabled individuals and families throughout South Carolina.

Operations Plan
Able South Carolina
Purpose
This plan establishes the framework for responding to a sudden financial shortfall that threatens the operational stability, staffing capacity, contractual obligations, or essential services of Able South Carolina. Financial disruptions may include delayed reimbursements, paused or reduced grants and contracts, emergency operational losses, economic downturns, or other unforeseen circumstances that create immediate pressure on organizational operations.
The purpose of the reserve account is to provide temporary stabilization funding that allows the organization to respond strategically rather than reactively during periods of financial uncertainty. The reserve is intended to create operational breathing room so leadership can evaluate the severity of the situation, protect critical services, and make informed decisions that reduce harm to consumers, staff, and the long-term sustainability of the organization.
The reserve account is intended to help leadership:
· Avoid immediate layoffs or sudden operational shutdowns that could destabilize services and organizational infrastructure
· Maintain essential consumer services, particularly services tied to independent living, advocacy, Medicaid and HCBS navigation, crisis response, and disability rights protections
· Continue payroll and core operational functions during temporary funding interruptions whenever financially feasible
· Assess financial impacts through structured review of cash flow, funding risks, staffing capacity, and operational sustainability
· Pursue recovery opportunities such as emergency fundraising, bridge funding, grant modifications, reimbursement advocacy, and operational restructuring
· Implement phased operational adjustments responsibly and strategically rather than making immediate reductions without planning
· Preserve institutional knowledge, community relationships, and disability-led leadership infrastructure
· Maintain compliance with grant, contract, payroll, audit, and reporting obligations during periods of instability

· Protect organizational credibility with consumers, funders, partners, and the broader disability community
This plan recognizes that abrupt financial decisions can have serious consequences not only for organizational operations, but also for people with disabilities who rely on services, advocacy, and community-based supports throughout South Carolina.


Reserve Account Goal
Able South Carolina will maintain a designated reserve account intended to support approximately three months of critical operational expenses during periods of sudden financial disruption, delayed funding, emergency operational losses, or other unforeseen financial emergencies that threaten organizational continuity.
The reserve account is intended to provide temporary operational stabilization and allow leadership time to:
· Assess the severity of the financial disruption
· Protect essential services and infrastructure
· Pursue recovery funding and corrective actions
· Avoid immediate operational shutdowns or abrupt staffing reductions
· Implement phased operational adjustments responsibly and strategically
The reserve is intended to support continuity of operations and should prioritize the preservation of services and functions that are critical to the organization’s mission, contractual obligations, compliance requirements, and consumer safety.
Reserve funding should primarily support the following areas:
Payroll & Benefits
Maintaining staffing continuity is the highest operational priority during a financial emergency.
1. Reserve funds may be used to temporarily sustain:
· Employee salaries and wages
· Payroll taxes
· Health insurance contributions
· Retirement contributions

· Paid leave obligations
· Required employment-related expenses
· Essential contracted personnel tied to critical operations
2. Leadership recognizes that sudden staffing disruptions can significantly impact:
· Consumer safety and service continuity
· Grant and contract compliance
· Organizational operations
· Institutional knowledge
· Community trust and stability
The reserve account is intended to reduce the likelihood of immediate layoffs while financial recovery options and restructuring plans are evaluated.
Essential Operational Expenses
Reserve funds may be used to maintain operational infrastructure necessary for continuity of essential organizational functions.
1. Priority operational expenses may include:
· Rent or facility-related obligations
· Utilities
· Internet and telecommunications
· Financial and accounting systems
· Accessibility-related operational supports
· Office security systems
· Basic administrative operations
· Required vendor payments necessary for continuity
During reserve activation, only expenses considered critical to maintaining operations and essential services should be prioritized.

Consumer-Critical Services
Because Able SC serves individuals with disabilities who may be at risk of crisis, institutionalization, loss of services, or housing instability, reserve funds should prioritize continuity of consumer-facing services whenever financially feasible.
1. Priority services may include:
· Independent Living core services
· Information and referral
· Peer support
· Medicaid and HCBS advocacy
· Consumer crisis response
· Housing navigation and stabilization
· Benefits assistance
· ADA and disability rights advocacy
· Transition and diversion supports
Leadership should prioritize services that directly impact the health, safety, independence, and community integration of consumers.


Insurance and IT Infrastructure
Reserve funds may also be used to maintain critical organizational protections and technology infrastructure necessary for continuity, compliance, and security.
1. Priority areas may include:
· Organizational insurance premiums
· Cybersecurity protections
· Cloud-based systems and storage
· Consumer database systems
· Payroll systems
· Communication platforms

· Data backup systems
· Remote work infrastructure
· Technology licensing and security monitoring
2. Maintaining secure and functional IT systems is essential to:
· Protect confidential consumer information
· Maintain payroll and financial operations
· Ensure continuity of communication
· Support remote and hybrid operations
· Preserve operational stability during emergencies



Long-Term Reserve Goal
The reserve account shall be strategically strengthened and protected over time to ensure the long-term stability, resilience, and sustainability of Able South Carolina during periods of financial uncertainty, operational disruption, or emergency funding instability.
Because Able SC operates critical disability-led services that support independence, community integration, advocacy, and crisis response across South Carolina, maintaining adequate reserves is essential to protecting both organizational continuity and the wellbeing of the consumers and communities served.
Able SC shall maintain a minimum reserve equivalent to at least six months of payroll, benefits, and essential operational expenses at all times whenever financially feasible. This reserve threshold is intended to ensure the organization can continue critical operations during sudden funding interruptions, delayed reimbursements, economic downturns, disasters, or other emergencies without immediate disruption to staff or consumer services.
1. The reserve account is intended to:
· Reduce the risk of abrupt operational disruption
· Prevent immediate workforce instability during emergencies
· Protect essential consumer services and advocacy functions
· Preserve disability-led leadership infrastructure

· Maintain contractual, payroll, and compliance obligations
· Provide leadership time to make strategic rather than reactive decisions
· Strengthen organizational credibility with funders, partners, and stakeholders
· Improve long-term financial sustainability and operational resilience
Reserve levels shall be reviewed regularly through the organization’s financial oversight and budgeting process, with leadership and the Board monitoring reserve balances, operational risks, and long-term sustainability planning.
The long-term objective is not only financial security, but the protection of mission continuity and the ability of Able SC to remain operational and responsive during crises that disproportionately impact people with disabilities and community-based support systems.


Activation Criteria
Reserve funds may be activated when a significant financial disruption or operational emergency threatens the ability of Able South Carolina to maintain payroll, essential services, contractual obligations, or core organizational operations.
The purpose of reserve activation is to provide temporary stabilization funding that allows leadership to respond strategically rather than reactively during periods of financial uncertainty or operational disruption.
1. Reserve activation may occur under the following circumstances:
· Major Grant or Contract Funding Delays, Reductions, or Losses
2. Reserve activation may occur if:
· Federal, state, or private grant reimbursements are significantly delayed
· Major grants or contracts are paused, suspended, or terminated
· Funding renewals are delayed beyond operationally safe timelines
· Government budget delays or shutdowns impact reimbursement schedules
· Significant unexpected reductions occur in operational revenue
· Large funding gaps threaten payroll or program continuity
3. Leadership shall assess:

· Severity and duration of the funding disruption
· Impact on staffing and operations
· Availability of unrestricted operational cash
· Potential recovery or replacement funding opportunities


Cash Flow Drops Below Safe Operational Levels
Reserve activation may occur when unrestricted cash flow falls below levels necessary to safely and responsibly maintain the ongoing operations of Able South Carolina. Because Able SC operates multiple statewide programs funded through grants, contracts, reimbursements, and fee-for-service activities, leadership recognizes that even temporary interruptions in cash flow can create significant operational risk to staffing, consumer services, compliance obligations, and organizational stability.
The organization’s reserve account is intended to function as a temporary stabilization mechanism during periods where operational cash availability becomes unstable, delayed, or insufficient to maintain critical functions without intervention.
1. Reserve activation may occur when leadership determines that existing unrestricted operating cash is no longer sufficient to safely sustain:
· Payroll and employee benefits
· Essential consumer services
· Operational infrastructure
· Compliance and reporting obligations
· Technology and security systems
· Organizational continuity
Leadership shall evaluate both immediate financial risks and projected operational sustainability when determining whether reserve activation is necessary.


Indicators of Unsafe Cash Flow Conditions
The following conditions may indicate that unrestricted operational cash flow has fallen below safe operational levels and reserve activation should be considered.


1. Projected Inability to Meet Payroll Obligations
Reserve activation may occur when financial projections indicate that the organization may be unable to consistently sustain payroll obligations without operational intervention.
2. Indicators may include:
· Insufficient unrestricted operating cash to meet payroll cycles
· Delayed grant or contract reimbursements affecting payroll sustainability
· Cash flow projections showing payroll deficits within upcoming pay periods
· Inability to sustain payroll tax obligations
· Risk of delayed employee compensation
· Inability to sustain overtime or essential staffing costs
· Increased dependence on emergency cash transfers or short-term operational borrowing
3. Leadership recognizes that workforce stability is one of the most critical operational functions of the organization because staffing continuity directly impacts:
· Consumer services
· Program operations
· Grant compliance
· Contract deliverables
· Community relationships
· Organizational stability
Any projected disruption to payroll continuity shall be treated as a high-priority operational risk requiring immediate financial review.


Significant Operational Deficits
Reserve activation may occur when operational expenses significantly exceed available unrestricted revenue and create unsustainable financial conditions.

1. Indicators may include:
· Sustained negative monthly cash flow
· Operational losses exceeding budget projections
· Revenue declines impacting organizational sustainability
· Increased operational expenses without offsetting revenue
· Structural deficits that cannot be absorbed through standard operational adjustments
· Excessive dependence on unrestricted operating funds to sustain programs
· Unexpected financial liabilities or emergency expenditures
2. Leadership shall evaluate:
· Whether deficits are temporary or long-term
· Impact on operational sustainability
· Funding recovery potential
· Ability to implement corrective operational measures
· Organizational risk exposure if reserve activation does not occur
Operational deficits should be assessed not only from a financial perspective, but also based on the impact reductions may have on consumers and statewide disability services.


Inability to Sustain Essential Operational Expenses
Reserve activation may occur when financial instability threatens the organization’s ability to maintain operational infrastructure necessary for continuity of services and compliance.
1. Essential operational expenses may include:
· Facility obligations
· Utilities
· Internet and telecommunications
· Insurance premiums
· Accessibility-related operational supports

· Payroll systems
· Financial management systems
· Vendor obligations tied to critical operations
· Security systems
· Technology licensing and cloud infrastructure
2. Indicators may include:
· Delayed or missed operational payments
· Threats of service interruption from vendors
· Risk of utility disruption
· Inability to maintain insurance coverage
· Delayed technology or cybersecurity payments
· Increased operational liabilities
3. Leadership shall prioritize expenses necessary to:
· Maintain safe operations
· Sustain communication systems
· Protect confidential information
· Preserve accessibility and continuity of services
· Maintain payroll and compliance systems


Rapid Depletion of Unrestricted Funds
Reserve activation may occur when unrestricted operational cash reserves are being depleted at a rate that threatens short-term organizational sustainability.
1. Indicators may include:
· Accelerated monthly reserve depletion
· Unsustainable operational burn rates
· Significant decline in unrestricted operating cash

· Increased reliance on emergency reserve transfers
· Limited operational runway projections
· Reduced liquidity impacting daily operations
· Lack of sufficient unrestricted funds to absorb operational disruptions
2. Leadership shall monitor:
· Current unrestricted cash position
· Reserve utilization rates
· Monthly operational burn rate
· Sustainability projections
· Remaining operational runway under multiple financial scenarios
3. Financial monitoring should include:
· Best-case recovery scenarios
· Moderate operational reduction scenarios
· Worst-case sustainability projections
4. Leadership shall evaluate whether reserve usage is:
· Temporary and stabilizing, or
· Indicative of larger structural financial concerns requiring restructuring


High-Risk Accounts Receivable Delays
Reserve activation may occur when delayed receivables significantly impact organizational cash flow and operational sustainability.
Because Able SC operates through multiple grants, contracts, and reimbursement-based funding streams, delays in receivables can create operational instability even when funding has technically been approved or awarded.
1. Indicators may include:
· Delayed federal or state reimbursements
· Outstanding invoices beyond normal payment timelines

· Delayed grant drawdowns
· Contract disputes affecting payments
· Delayed purchase order approvals
· Slow reimbursement processing from agencies
· Increased aging accounts receivable balances
· High dependency on delayed funding sources
2. Leadership shall evaluate:
· Total outstanding receivables
· Aging of receivables
· Risk level of delayed funding streams
· Expected reimbursement timelines
· Cash flow impact of delayed collections
The organization should proactively communicate with funders, contracting agencies, and financial partners when receivable delays begin creating operational risk.



Required Financial Review Procedures
When unsafe cash flow conditions emerge, leadership shall initiate enhanced financial monitoring and operational stabilization procedures.
Financial review shall include both short-term and long-term operational analysis.


Weekly Cash Flow Projections
1. Leadership shall conduct weekly cash flow analysis that includes:
· Current unrestricted cash balance
· Incoming revenue projections
· Outstanding receivables
· Payroll obligations

· Operational expenses
· Grant reimbursement schedules
· Reserve utilization forecasts
· Sustainability projections
2. Cash flow analysis should project:
· 30-day sustainability outlook
· 60-day operational projections
· 90-day reserve sustainability scenarios where possible
3. Leadership shall continuously evaluate:
· Operational runway
· Financial risk exposure
· Timing of corrective action needs
· Potential operational impacts

Reserve Burn-Rate Analysis
1. Leadership shall evaluate:
· Current reserve usage rates
· Average monthly operational expenditures
· Rate of reserve depletion
· Sustainability timelines under multiple scenarios
· Potential need for operational reductions or restructuring
2. Burn-rate analysis should help leadership determine:
· Whether reserve usage is stabilizing operations
· Whether corrective actions are effective
· Whether restructuring discussions should begin
· Whether reserve usage remains sustainable


Payroll Sustainability Projections
1. Financial review shall include:
· Current payroll obligations
· Benefit obligations and payroll taxes
· Staffing sustainability timelines
· Positions tied directly to funding sources
· Staffing risk exposure
· Consumer service impacts tied to staffing reductions
2. Leadership shall prioritize maintaining workforce stability whenever financially feasible because abrupt staffing disruptions can create:
· Consumer service interruptions
· Compliance risks
· Operational instability
· Loss of institutional knowledge
· Increased burnout among remaining staff


Accounts Receivable Status Review
1. Leadership shall review:
· Outstanding invoices
· Delayed reimbursements
· Pending contract payments
· Grant drawdown timelines
· High-risk receivables
· Funding streams requiring escalation
2. Receivable review should identify:

· Immediate liquidity risks
· Funding streams requiring advocacy or escalation
· Potential collection barriers
· Long-term operational exposure


Grant and Contract Reimbursement Timeline Review
1. Leadership shall review:
· Pending reimbursement timelines
· Delayed payment patterns
· Grant modification status
· Contract renewal delays
· Government funding interruptions
· Funding agency communication status
2. Leadership should proactively engage funders and contracting agencies regarding:
· Operational impact
· Payment timelines
· Reimbursement barriers
· Temporary flexibility requests where appropriate



Operational Risk Conditions
Reserve activation may also occur when financial instability begins threatening the organization’s ability to safely maintain operations, services, staffing, or compliance infrastructure.
Payroll Continuity Is Threatened
1. Reserve activation may occur if:
· Payroll sustainability becomes uncertain
· Delayed reimbursements threaten staffing continuity

· Employee compensation may be delayed
· Staffing instability threatens operations or consumer services
· Workforce reductions become imminent without stabilization
2. Leadership recognizes that staffing continuity is critical to maintaining:
· Consumer trust
· Service continuity
· Operational knowledge
· Grant and contract compliance
· Organizational stability


Employee Benefits Cannot Be Sustained
1. Reserve activation may occur if financial instability threatens:
· Health insurance contributions
· Retirement obligations
· Required employment-related expenses
· Disability accommodation supports
· Workforce retention and morale
2. Leadership shall evaluate the operational impact that benefit instability may have on:
· Staff retention
· Recruitment
· Burnout
· Operational continuity
· Workforce stability


Essential Services Are at Risk of Interruption
1. Reserve activation may occur if operational instability threatens continuity of:

· Independent Living core services
· Medicaid and HCBS advocacy
· Consumer crisis response
· Housing and community integration supports
· Peer support services
· Disability rights advocacy
· Transition and diversion efforts
2. Leadership shall prioritize services tied directly to:
· Consumer safety
· Community integration
· Institutional diversion
· Crisis stabilization
· Disability rights protections


Critical Infrastructure or Compliance Systems Are Jeopardized
1. Reserve activation may occur when instability threatens:
· IT systems
· Payroll systems
· Financial systems
· Cybersecurity protections
· Data security
· Compliance reporting
· Grant administration systems
· Remote operations infrastructure
2. Leadership shall prioritize systems necessary to:
· Maintain operations

· Protect confidential information
· Sustain payroll and communication
· Preserve compliance obligations
· Support consumer services


Operational Instability Threatens Consumer Safety or Continuity of Services
1. Reserve activation may occur when financial instability creates risk of:
· Consumer abandonment
· Delayed crisis response
· Service interruption
· Loss of advocacy capacity
· Increased institutionalization risk
· Reduced access to community-based supports
Leadership recognizes that disruptions to disability-led services can create significant harm for individuals relying on advocacy, navigation, and community-based supports throughout South Carolina.



Priority Operational Functions
During reserve activation, the following functions shall remain prioritized whenever financially feasible:
· Payroll and Benefits
· To maintain staffing continuity and organizational stability.




Including:

Independent Living Core Services

· Information and referral
· Peer support

· Independent living skills
· Consumer advocacy
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Including:

Medicaid and HCBS Advocacy

· Crisis navigation
· Community-based support advocacy
· Institutional diversion efforts
· Benefits assistance


Consumer Crisis Response

· Emergency advocacy
· Housing stabilization
· Service navigation
· High-risk consumer support


IT and Cybersecurity Systems

· Communication systems
· Cloud infrastructure
· Consumer databases
· Data protection systems
· Payroll and financial systems


Including:

Compliance and Financial Operations

· Grant reporting
· Contract compliance
· Payroll processing
· Financial oversight
· Audit documentation
· Operational monitoring

Leadership shall continuously evaluate financial conditions and operational priorities to ensure the organization maintains essential disability-led services and operational stability throughout periods of financial uncertainty.



Sudden Emergencies Creating Major Financial Disruption
1. Reserve activation may occur in response to emergencies including:
· Natural disasters
· Public health emergencies
· Cybersecurity incidents
· Facility damage or closures
· Significant infrastructure failures
· Emergency operational losses
· Large-scale staffing disruptions
2. Leadership shall evaluate:
· Immediate operational impact
· Estimated recovery timeline
· Insurance coverage availability
· Operational continuity risks

· Impact on consumers and staff



Activation Requirements
Reserve activation requires:
· CEO approval
· Notification to Board leadership
· Finance review of operational cash flow projections and reserve sustainability
For extended reserve use or major restructuring decisions, Finance Committee and Board review may also be required.
PHASE 1 — IMMEDIATE STABILIZATION (DAYS 1–30)
Purpose of Phase 1
Phase 1 is intended to provide immediate organizational stabilization during the first thirty days following a significant financial disruption, operational emergency, delayed funding event, or sudden cash flow crisis affecting Able South Carolina.
· This phase is designed to slow operational instability, preserve critical infrastructure, and create time for leadership to assess the severity of the situation before major long-term decisions are made.
· Leadership recognizes that sudden financial instability can quickly create:
· Workforce panic and instability
· Consumer service disruption
· Loss of operational continuity
· Compliance risks
· Burnout among staff and leadership
· Damage to community trust and organizational credibility
· The organization’s focus during this phase is operational stabilization, financial assessment, continuity of essential services, and prevention of reactive decisions that could create long-term organizational harm.

Phase 1 should prioritize:
· Stabilizing payroll and operations
· Preserving consumer services
· Maintaining compliance and infrastructure
· Protecting workforce continuity whenever possible
· Gathering accurate financial and operational data
· Developing short-term recovery strategies
· Slowing reserve depletion where feasible


Phase 1 Objectives
The primary objectives during Phase 1 are to:
· Maintain Payroll and Employee Benefits Whenever Financially Feasible
· Leadership shall prioritize maintaining workforce continuity during the initial stabilization period whenever financially possible.
· This includes efforts to:
· Sustain regular payroll cycles
· Maintain employee health insurance and benefits
· Avoid abrupt compensation interruptions
· Reduce workforce instability and panic
· Preserve institutional knowledge and operational continuity
· Leadership recognizes that staffing continuity directly impacts:
· Consumer services
· Grant compliance
· Program operations
· Community relationships
· Organizational stability

Because Able SC provides disability-led services statewide, abrupt workforce instability can significantly impact consumers and organizational functioning.
Avoid Immediate Layoffs or Abrupt Service Interruptions
The organization shall attempt to avoid immediate operational reductions during the initial stabilization phase whenever financially feasible.
Leadership shall prioritize:
· Temporary stabilization over immediate restructuring
· Careful operational assessment before staffing reductions
· Preservation of consumer-critical services
· Reduction of unnecessary disruption
Leadership recognizes that reactive cuts implemented without planning can create:
· Long-term operational damage
· Increased compliance risk
· Loss of institutional knowledge
· Increased operational instability
· Reduced ability to recover financially
· Stabilize Organizational Operations
Leadership shall focus on maintaining operational continuity and reducing immediate organizational instability.
Operational stabilization efforts may include:
· Restricting unnecessary spending
· Reviewing operational priorities
· Protecting critical infrastructure
· Maintaining communication systems
· Preserving payroll and financial operations
· Monitoring operational risks
· Reducing reserve depletion where possible

The goal is to preserve the organization’s ability to continue functioning safely while recovery planning occurs.
Assess the Severity of the Financial Disruption
Leadership shall conduct an immediate review of:
· Available unrestricted cash
· Reserve sustainability
· Payroll obligations
· Outstanding receivables
· Delayed reimbursements
· Grant and contract risks
· Operational liabilities
· Staffing sustainability
· Program sustainability
This assessment should help leadership determine:
· Whether the disruption is temporary or structural
· Whether reserve activation alone is sufficient
· Whether additional corrective actions may become necessary
· Protect Essential Consumer Services
During Phase 1, leadership shall prioritize continuity of services that directly impact:
· Consumer safety
· Community integration
· Independent living
· Crisis stabilization
· Institutional diversion
· Disability rights protections
Priority service areas may include:

· Independent Living core services
· Medicaid and HCBS advocacy
· Consumer crisis response
· Information and referral
· Housing and benefits navigation
· Peer support
Leadership shall continuously evaluate the impact operational decisions may have on disabled individuals relying on services throughout South Carolina.
Develop Short-Term Recovery and Sustainability Strategies
Leadership shall immediately begin evaluating:
· Funding recovery opportunities
· Emergency operational adjustments
· Expense reduction strategies
· Reserve sustainability timelines
· Revenue stabilization plans
· Organizational risks and vulnerabilities
· The goal during Phase 1 is not only stabilization, but also preparation for either:
· Financial recovery, or
· Longer-term restructuring discussions if necessary
Immediate Actions
The following stabilization measures may be implemented immediately upon reserve activation.
· Hiring Freeze
· Leadership may implement an immediate hiring freeze to reduce operational strain and preserve unrestricted funds.
· This may include:
· Suspension of nonessential hiring

· Delayed recruitment efforts
· Review of open positions and vacancies
· Evaluation of pending employment offers
· Temporary suspension of expansion initiatives
· Review of consultant and contractor utilization
Leadership should evaluate:
· Which positions are operationally essential
· Which positions are contractually required
· Which vacancies may be delayed safely
· Impact on consumer services and compliance
· Positions tied directly to:
· Consumer safety
· Grant compliance
· Payroll operations
· Financial oversight
· IT and cybersecurity
· Critical infrastructure should remain prioritized whenever possible.
Nonessential Spending Reductions
Leadership shall review operational expenditures immediately upon reserve activation.
· Potential reductions may include:
· Pausing discretionary purchases
· Delaying noncritical projects
· Suspending expansion-related spending
· Reducing nonessential subscriptions or services
· Reviewing consultant and vendor expenses
· Delaying equipment purchases not tied to operations

· Restricting nonessential event participation
Operational spending reviews should prioritize:
· Protection of consumer services
· Compliance obligations
· Operational continuity
· Financial stabilization
Leadership shall distinguish between:
· Mission-critical expenditures, and
· Expenditures that may be temporarily delayed without significant operational harm
Travel and Administrative Cost Reductions
Leadership may reduce operational overhead associated with travel and administrative expenses.
Possible measures include:
· Restricting nonessential travel
· Delaying conference participation
· Transitioning meetings to virtual platforms
· Reducing discretionary administrative spending
· Reviewing office-related operational costs
· Evaluating facility and utility savings opportunities
· Consolidating operational resources where feasible
Travel or operational expenditures tied directly to:
· Contract compliance
· Consumer safety
· Revenue generation
· Essential advocacy efforts should be evaluated separately before reduction.
Financial Monitoring
Leadership shall immediately initiate enhanced financial oversight procedures during Phase 1.

Financial monitoring shall include:
· Weekly Financial Reviews
· Leadership shall review:
· Current unrestricted cash balance
· Reserve utilization
· Operational expenses
· Incoming revenue projections
· Outstanding liabilities
· Payroll obligations
Financial review meetings should occur regularly throughout reserve activation.
Cash Flow Monitoring
Leadership shall evaluate:
· Current liquidity levels
· Incoming receivables
· Delayed reimbursements
· Sustainability timelines
· Cash availability for operational obligations
Cash flow projections should include:
· 30-day operational outlook
· 60-day sustainability projections
· Potential reserve depletion timelines
· Reserve Usage Tracking
Leadership shall track:
· Current reserve balance
· Monthly reserve depletion rates
· Emergency expenditures

· Operational sustainability projections
· Burn-rate trends
· This analysis shall help leadership determine:
· Whether reserve use is sustainable
· Whether operational reductions are necessary
· Whether restructuring planning should begin
Payroll Sustainability Analysis
Leadership shall continuously evaluate:
· Staffing costs
· Payroll sustainability timelines
· Benefit obligations
· Staffing tied to funding streams
· Operational impact of staffing instability
The organization shall prioritize staffing continuity whenever financially feasible because workforce disruption creates significant operational and consumer impact.
Grant and Reimbursement Monitoring
Leadership shall monitor:
· Delayed reimbursements
· Outstanding invoices
· Grant drawdowns
· Contract execution timelines
· Funding risks
· High-risk receivable dependencies
Leadership should proactively communicate with funders and contracting agencies regarding operational impacts whenever appropriate.
Financial Projections
Leadership shall develop financial projections that include:

· Estimated Reserve Burn Rate
· Including:
· Monthly reserve utilization
· Sustainability timelines
· Impact of operational expenses
· Multiple financial scenarios
Operational Sustainability Timeline
Leadership shall evaluate:
· Remaining operational runway
· Timing of potential operational decisions
· Long-term sustainability risks
· Reserve depletion projections
· Funding Risk Analysis
· Including:
· High-risk funding streams
· Delayed reimbursements
· Contract renewal risks
· Economic or policy-related funding concerns
Recovery Funding Opportunities
Leadership shall identify:
· Emergency grants
· Stabilization funding
· Foundation opportunities
· Bridge funding options
· Donor recovery campaigns
· Revenue replacement strategies

Recovery Planning
Leadership shall immediately begin recovery and sustainability planning.
This planning shall include:
· Operational Sustainability Planning
· Including:
· Essential operational priorities
· Infrastructure stabilization
· Long-term sustainability discussions
· Operational efficiency reviews
· Funding Recovery Efforts
· Including:
· Emergency fundraising
· Foundation outreach
· Grant modification requests
· Donor engagement
· Revenue replacement planning
Organizational Risk Assessments
Leadership shall evaluate:
· Operational vulnerabilities
· Staffing risks
· Compliance risks
· Consumer service risks
· Infrastructure vulnerabilities
· Staffing Impact Evaluations
Leadership shall review:
· Workforce sustainability

· Critical staffing needs
· Consumer-facing staffing priorities
· Compliance-related positions
· Staffing tied to grant requirements
Program Prioritization Reviews
Programs shall be evaluated based on:
· Consumer impact
· Mission alignment
· Financial sustainability
· Contractual obligations
· Revenue generation
· Operational necessity
Leadership shall prioritize programs tied directly to:
· Consumer safety
· Independent living
· Community integration
· Disability rights advocacy
· Organizational sustainability
· Leadership Roles
CEO Responsibilities
The CEO is responsible for overall leadership and coordination of the organizational stabilization response.
The CEO shall:
· Lead the organizational emergency response
· Activate reserve stabilization procedures
· Coordinate executive leadership response efforts

· Communicate with Board leadership
· Provide updates to staff
· Engage funders, partners, and stakeholders
· Oversee financial stabilization planning
· Lead recovery and restructuring discussions if necessary
· Evaluate operational sustainability and organizational risk
· Ensure organizational decisions align with mission and long-term sustainability
The CEO shall also ensure:
· Leadership coordination remains consistent
· Staff communication remains transparent
· Consumer impacts remain central to decision-making
· Financial stabilization efforts remain strategic and mission-driven
The CEO may also assign emergency operational responsibilities to leadership staff as necessary during the stabilization period.
· Reinstate furloughed staff
· Resume hiring for critical vacancies
· Reassign temporarily consolidated duties
· Restore professional development and travel opportunities

Leadership Staffing Prioritization
As financial conditions stabilize, leadership shall prioritize restoration and protection of staffing positions that are critical to maintaining organizational continuity, consumer services, operational stability, compliance obligations, and long-term sustainability.
Because Able South Carolina operates disability-led services and statewide advocacy programs, staffing decisions must be based not only on financial considerations, but also on the operational and community impact of reducing key functions.
Leadership shall evaluate:
· Consumer impact

· Compliance requirements
· Revenue protection
· Operational necessity
· Risk exposure
· Long-term sustainability
· Institutional knowledge
· Workforce capacity and burnout risks
The following staffing areas should remain prioritized whenever financially feasible.
Consumer-Facing Positions
Consumer-facing positions should remain a top organizational priority because these roles directly support disabled individuals and families relying on services, advocacy, crisis support, and community-based resources throughout South Carolina.
These positions are critical to maintaining:
· Consumer safety
· Independent living supports
· Community integration
· Crisis stabilization
· Access to Medicaid and HCBS services
· Housing stability
· Disability rights protections
· Institutional diversion efforts
Consumer-facing roles may include:
· Independent Living Specialists
· Peer Support staff
· Information and Referral staff
· Benefits and Medicaid navigation staff
· Housing and transition staff

· Youth transition and Pre-ETS staff
· Consumer advocates
· ADA and accessibility support staff
· Crisis response personnel
Leadership should prioritize positions serving:
· High-risk consumers
· Individuals at risk of institutionalization
· Consumers experiencing crisis situations
· Individuals dependent on community-based supports
· Rural or underserved communities
· Consumers connected to contractual service obligations
Leadership should also evaluate:
· Current caseloads
· Waitlists or service delays
· Geographic service gaps
· Consumer outcomes
· Staffing coverage levels
· Impact of workforce reductions on service quality and response time
The organization recognizes that abrupt reductions in consumer-facing staffing can significantly increase risk for individuals relying on disability-led services and advocacy supports.


Compliance-Related Staffing
Compliance-related staffing shall remain highly prioritized because these positions protect the organization’s ability to maintain grants, contracts, operational credibility, and legal compliance.
Failure to maintain adequate compliance infrastructure may result in:
· Loss of funding
· Audit findings

· Delayed reimbursements
· Contract violations
· Increased financial liability
· Regulatory risk
· Operational disruption
Compliance-related positions may include:
· Finance and accounting personnel
· Payroll staff
· Grant management staff
· Quality assurance staff
· Contract administration personnel
· Data and reporting staff
· Human resources personnel
· Compliance oversight leadership
These roles are responsible for maintaining:
· Grant and contract reporting
· Financial oversight
· Payroll processing
· Audit preparation
· Documentation requirements
· Procurement compliance
· Federal and state reporting obligations
· Internal operational controls
Leadership should prioritize staffing necessary to:
· Sustain funding streams
· Protect reimbursement timelines

· Maintain reporting deadlines
· Reduce organizational liability
· Preserve financial accountability
· Support operational continuity
Because many funding streams require strict compliance oversight, leadership recognizes that reductions in these positions may create larger long-term financial and operational risks.
Operational Infrastructure Roles
Operational infrastructure roles should remain prioritized because these positions support the internal systems and functions necessary to keep the organization operational during periods of instability.
These positions help maintain:
· Daily organizational operations
· Internal communication systems
· Financial systems
· Technology infrastructure
· Cybersecurity protections
· Administrative continuity
· Facility operations
· Remote and hybrid service capacity
Operational infrastructure roles may include:
· IT and cybersecurity personnel
· Operations staff
· Administrative support staff
· Communications staff
· Facilities and maintenance personnel
· Technology systems management
· Executive support personnel
· Data security and infrastructure staff

Leadership should recognize that operational infrastructure failures can quickly result in:
· Service interruptions
· Communication breakdowns
· Data security risks
· Payroll disruptions
· Compliance failures
· Increased operational instability
Infrastructure staffing should be evaluated based on:
· Operational necessity
· Security and compliance risk
· Impact on consumer services
· Remote operations capability
· Organizational continuity needs
Positions necessary to sustain essential operations and infrastructure should remain protected whenever possible.


Positions Tied to Grant Deliverables and Revenue Generation
Leadership shall prioritize positions directly tied to:
· Grant deliverables
· Revenue generation
· Contract performance
· Reimbursement processing
· Fundraising and development
· Financial sustainability
These positions are essential because they directly support the organization’s ability to:
· Maintain funding streams

· Sustain operations
· Protect contracts and grants
· Generate unrestricted revenue
· Rebuild reserves
· Reduce long-term financial instability
Priority positions may include:
· Grant management personnel
· Development and fundraising staff
· Billing and reimbursement staff
· Program staff tied to major contracts
· Revenue-generating service staff
· Resource development personnel
· Strategic partnership staff
Leadership should evaluate:
· Revenue generated or protected by each position
· Contractual obligations tied to staffing
· Funding restrictions
· Return on operational investment
· Impact on organizational sustainability
Positions tied directly to maintaining or increasing organizational revenue should remain strategically prioritized because loss of these positions may create additional long-term financial instability.


Reserve Rebuilding
Once operations stabilize and immediate financial threats decrease, leadership shall begin rebuilding organizational reserves to restore long-term financial sustainability and improve future emergency preparedness.
Leadership recognizes that reserve rebuilding is essential to:

· Reducing operational vulnerability
· Strengthening organizational resilience
· Protecting essential services
· Supporting workforce stability
· Improving emergency response capacity
· Preserving disability-led infrastructure
· Preventing future crisis-driven operational reductions
Reserve rebuilding should occur strategically and gradually while balancing:
· Staffing stability
· Consumer service continuity
· Operational sustainability
· Infrastructure needs
· Long-term financial health


Budget Adjustments
Leadership shall review organizational budgets to identify opportunities to strengthen long-term financial sustainability and support reserve rebuilding efforts.
Budget adjustments may include:
· Reducing unnecessary operational costs
· Reevaluating operational priorities
· Adjusting expansion plans
· Reviewing staffing sustainability
· Reducing dependence on unstable revenue streams
· Increasing unrestricted revenue allocations
· Improving operational forecasting
Budget planning should prioritize:

· Operational stability
· Consumer service protection
· Workforce sustainability
· Long-term reserve growth
Leadership should ensure that budget reductions do not create unnecessary harm to essential services or organizational infrastructure.


Operational Efficiencies
Leadership shall identify operational efficiencies that improve sustainability while maintaining service quality and organizational effectiveness.
Operational efficiencies may include:
· Shared operational systems
· Administrative streamlining
· Technology improvements
· Workflow redesign
· Hybrid or remote operational models
· Reduced duplication across programs
· Strategic vendor reviews
· Shared staffing structures where appropriate
Efficiency efforts should prioritize:
· Reduced operational strain
· Improved long-term sustainability
· Protection of consumer services
· Reduced unnecessary overhead costs
Leadership should avoid operational reductions that:
· Increase staff burnout
· Reduce consumer access

· Create compliance risks
· Weaken critical infrastructure


Emergency Fundraising Recovery Efforts
Following reserve activation, leadership shall pursue recovery-focused fundraising efforts intended to restore unrestricted operational capacity and strengthen reserve levels.
Recovery fundraising efforts may include:
· Emergency donor campaigns
· Foundation stabilization requests
· Corporate sponsorship outreach
· Board-supported fundraising initiatives
· Community giving campaigns
· Major donor engagement
· Planned giving outreach
· Recovery-focused public campaigns
Leadership should prioritize unrestricted funding because unrestricted revenue provides:
· Greater operational flexibility
· Stronger reserve rebuilding capacity
· Improved emergency preparedness
· Reduced dependency on reimbursement delays
Fundraising efforts should emphasize:
· Organizational stability
· Consumer impact
· Preservation of disability-led services
· Long-term sustainability goals

Strategic Unrestricted Revenue Development
Leadership shall continue strengthening unrestricted revenue streams to improve long-term operational flexibility and reduce dependency on unstable funding structures.
Revenue development strategies may include:
· Fee-for-service expansion
· Consulting and training services
· Accessibility and ADA training
· Corporate partnerships
· Sponsorship opportunities
· Community partnerships
· Event revenue
· Strategic philanthropic growth
Leadership should prioritize diversified revenue sources that:
· Increase operational flexibility
· Reduce dependency on single funding streams
· Strengthen reserve sustainability
· Improve long-term resilience
Diversification of unrestricted revenue is essential to protecting the organization during future funding disruptions.


Planned Surplus Allocations
When financially feasible, leadership should allocate a portion of annual operational surpluses toward reserve rebuilding and emergency preparedness.
Planned allocations may include:
· Annual reserve contributions
· Unrestricted surplus transfers
· Emergency stabilization allocations

· Year-end reserve deposits
· Board-directed reserve growth strategies
Reserve rebuilding should occur consistently over time rather than only during emergencies.
Leadership and the Board shall regularly monitor:
· Reserve growth progress
· Operational sustainability
· Financial risk exposure
· Reserve adequacy relative to organizational size and obligations

Long-Term Reserve Goal
The long-term organizational goal remains maintaining a minimum reserve equal to at least six months of payroll, employee benefits, and essential operational expenses whenever financially feasible.
This reserve threshold is intended to:
· Protect organizational continuity during emergencies
· Reduce the risk of abrupt operational disruption
· Prevent immediate workforce instability
· Preserve consumer-critical services
· Maintain compliance and infrastructure systems
· Allow leadership time to make strategic operational decisions during crises
· Reduce the likelihood of reactive layoffs or program closures
Leadership and the Board recognize that maintaining strong reserves is not only a financial strategy, but also a mission-protection strategy necessary to preserve disability-led services, statewide advocacy infrastructure, and continuity of support for disabled individuals and families throughout South Carolina.
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