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Nutrition Services Program Evaluation
August 2012

A. Description of the Program:  
The Raytown School District food service program is available for breakfast and lunch to the 8,554 students who are attending Raytown schools.  Of the 8,554 students attending the Raytown schools; 58% (4,961) of those students qualify for the Free and Reduced program offered by the USDA food program.   The meals are nutritionally balanced and available to all students each day in accordance with Federal and State Child Nutrition Program regulations and guidelines.  Food service also provides breakfast and lunch to those students who attend summer school in the Raytown schools.

The food service department maintains a staff of 91 with 1 Director, 2 office personnel, 15 managers, and the remaining 73 are cooks.  

The Food Service Department annually enters into an agreement with the Missouri Department of Elementary and Secondary Education to participate in the National School Breakfast and Lunch programs and the Donated Food Program. This agreement is on file in the Food Service Department office.

Health department inspections are conducted on a regular basis in each food service operation.  The schools with a Kansas City Missouri address are inspected by the Kansas City Missouri Food Protection Department and the schools with a Raytown Missouri address are inspected by the Jackson County Health Department.  The inspection reports are on file in the Food Service department office.  Annual in-services are conducted for all staff on food safety and sanitation.  Self-evaluations are also conducted regularly to ensure compliance with the health codes.  All food service employees have a valid food handler’s card which indicates they have attended and passed a food safety test which is given by the respective health department.  

Serving safe food is a critical responsibility for school foodservice and a key aspect of a healthy school environment.  The purpose of a school food safety program is to ensure the delivery of safe foods to children in the school meals programs by controlling hazards that may occur or be introduced into foods, anywhere along the flow of the food from receiving to service.  HACCP (Hazard Analysis Critical Control Point) is a systematic approach to construct a food safety program designed to reduce the risk of food borne hazards by focusing on each step of the food preparation process of which all the food service staff have been trained in this method and follow the guidelines within their own kitchens.

The nutrition services program is monitored daily to ensure accurate meal counts are recorded at breakfast and lunch.  This is accomplished using Horizon software.  The food service manager reviews this information daily, as does the Director of Food Service.  


Listed below are the annual numbers of participants in the school meals program over the past five years.  

	
	2007-08
	2008-09 

	2009-10

	2010-11

	2011-12

	Breakfast
	471,664
	479,112
	486,984
	472,139
	462,581

	Lunch
	1,267,129
	1,360,791
	1,348,324
	1,026,788
	1,012,263





Food Service also provided meals to adults during the last two year evaluation period.  Those numbers are not accounted for in the scale listed above.  They are as follows:

2010-2011:  
Breakfast - 2,883		Lunch - 24,589
2011-2012
Breakfast - 2,791		Lunch - 25,145

All meals that are served are nutritious.  The Horizon software is utilized to ensure all nutrient standards are met for each age group of students each day as set by the Federal and State Child Nutrition Program.  The students are involved in sampling new products and assisting in determining the menu selections at each school through the Nutrition Advisory Councils.

Meal pay is the food service on-line payment system which allows parents to prepay on their child’s food service account via the web and also gives parents the ability to actually view a detailed account summary to see what their child has purchased from food service.  


B. Budget Information:  
The nutrition service department is cost efficient and self-maintained as an enterprise operation as shown through the annual financial statements with an annual budget of $4 million dollars with monthly salaries totaling $106,830.00.  The primary budget expenditures consist of food and supply expenditures in order to feed the students of Raytown schools.  The food service monies are used to renovate kitchens as necessary.  Recently, the Robinson Elementary kitchen renovation has been completed.


C. Date Reviewed:  	
The food service program review circumferences the 2011 – 2012 School Year.  
August 2012

D. Program Personnel Responsible:  
Dr. Travis Hux, Assistant Superintendent of Support Services
Mr. Tim Young, Director of Food Service

E. Evaluators:
Dr. Travis Hux, Assistant Superintendent of Support Services
Mr. Tim Young, Director of Food Service

F. Current Program Goals and/or Objectives:  
Goal:  A school foods program is available, which makes at least one nutritionally balanced meal available to all students each day in accordance with Federal and State Child Nutrition Program regulations and guidelines.

	Objective 1:  There is a written nutrition services plan that contains the State required 	components.

	Objective 2:  Participation in the nutrition service program will increase.

Objective 3:  The nutrition service program is cost efficient and self-maintained as an enterprise  operation.

New Goals and/or Objectives:
Goal:  Based on the belief that children who are well nourished are better prepared to participate in and benefit from the total education program.

Objective 1:  A wide selection of nutritious and economical food choices are offered by food service.

		Objective 2:  Food service offers a pleasant surrounding with fast friendly service.

Objective 3:  Food service provides students with opportunities to develop positive, life-long healthy eating habits.

Goal: Based on the evaluation of the program and the MVP Services Group third party audit of the program a more standardized and efficient department will be in operation.

		Objective 1: Conduct recommended studies

Objective 2: Work with leadership teams to implement recommendations where possible

Objective 3: Utilize the ordering and use of USDA Commodities resulting in savings related to overall product costs.

G. Data Used to Evaluate Program:  
Horizon reports:  Meal Participation Reports, Meals Per Labor Hour Reports, Number of Meals Served, Eligibility Summary, and Nutrition Analysis
Meal Prices Chart:  consists of pricing from other school districts
MVP Services Group audit of the Food Service program

H. Analysis of Department Strengths:  (through 06/01/2012)
The strength of food service lies in the dedicated employees who prepare and serve meals to the students of Raytown.  Food Service has a Leadership team that has members from varying kitchens within the district who are integral in developing menus for the District as well as creating guidelines for better communication for our department within the District.  We are able to calculate the meals served based on reports retrieved from our point of sales systems.  The average for meals served per labor hour for our 17 kitchens is 16 meals per labor hour, which is below the range of the established national norm of 18 – 22 meals per labor hour.  

I. Goals and Objectives for 2012-13 School Year:  See Recommendations below

J. Board Focus:

What information can you share that ensures this program is the best focus for our student in this particular area or need? (Research)

- Research indicates that well-nourished students display improved performance in and out of the classroom in regards to their level of energy and ability to concentrate which directly impact success in the classroom.

- The program provides students with opportunities to develop positive, life-long healthy eating habits.  This is further supported by recent dietary regulation changes implemented by the USDA for the benefit of public school Food Service programs.  These are changes we have adhered to for our students.  

- Food Service utilizes HACCP (Hazard Analysis Critical Control Point), which is a systematic approach to construct a food safety program designed to reduce the risk of food borne hazards by focusing on each step of the food preparation process of which all the food service staff have been trained in this method and follow the guidelines within their own kitchens.  Serving safe food is a key aspect of a healthy school environment.

-The District follows Federal regulations known as the National School Lunch Program Meal Pattern. (see below)

Comparison of Current and New Regulatory Requirements under Final Rule “Nutrition Standards in the National School Lunch and School Breakfast Programs” Jan. 2012.

	National School Lunch Program Meal Pattern 


	Food Group 
	Current Requirements K-12 
	New Requirements K-12 

	Fruit and Vegetables 
	½ -¾ cup of fruit and vegetables combined per day 
	¾ - 1 cup of vegetables plus ½ -1 cup of fruit per day Note: Students are allowed to select ½ cup fruit or vegetable under OVS. 

	Vegetables 
	No specifications as to type of vegetable subgroup 
	Weekly requirement for:  dark green  red/orange  beans/peas (legumes)  starchy  other (as defined in 2010 Dietary Guidelines) 

	Meat/Meat Alternate (M/MA) 
	1.5 – 2 oz eq. (daily minimum) 
	Daily minimum and weekly ranges: Grades K-5: 1 oz eq. min. daily (8-10 oz weekly) Grades 6-8 : 1 oz eq. min. daily (9-10 oz weekly) Grades 9-12 : 2 oz eq. min. daily (10-12 oz weekly) 

	Grains 
	8 servings per week (minimum of 1 serving per day) 
	Daily minimum and weekly ranges: Grades K-5: 1 oz eq. min. daily (8-9 oz weekly) Grades 6-8 : 1 oz eq. min. daily (8-10 oz weekly) Grades 9-12 : 2 oz eq. min. daily (10-12 oz weekly) 

	Whole Grains 
	Encouraged 
	At least half of the grains must be whole grain-rich beginning July 1, 2012. Beginning July 1, 2014, all grains must be whole grain rich. 

	Milk 
	1 cup Variety of fat contents allowed; flavor not restricted 
	1 cup Must be fat-free(unflavored/flavored) or 1% low fat (unflavored) 



	School Breakfast Program Meal Pattern 


	Food Group 
	Current Requirements K-12 
	New Requirements K-12 

	Fruit 
	½ cup per day (vegetable substitution allowed) 
	1 cup per day (vegetable substitution allowed) Note: Quantity required SY 2014-15. Students are allowed to select ½ cup of fruit under OVS. 

	Grains and Meat/Meat Alternate (M/MA) 
	2 grains, or 2 meat/meat alternates, or 1 of each per day 
	Daily min. and weekly ranges for grains: Grades K-5: 1 oz eq. min. daily (7-10 oz weekly) Grades 6-8 : 1 oz eq. min. daily (8-10 oz weekly) Grades 9-12 : 1 oz eq. min. daily (9-10 oz weekly) Note: Quantity required SY 2013-14. Schools may substitute M/MA for grains after the minimum daily grains requirement is met. 

	Whole Grains 
	Encouraged 
	At least half of the grains must be whole grain-rich beginning July 1, 2013. Beginning July 1, 2014, all grains must be whole grain rich. 

	Milk 
	1 cup Variety of fat contents allowed; flavor not restricted 
	1 cup Must be fat-free (unflavored/flavored) or 1% low fat (unflavored) 



What data sources have been reviewed and analyzed to establish the connection between the program and the results? (Data Analysis)

- MVP Group Food Service audit was used to validate current practices as well as to provide a   baseline for growth and improvements.  On site interviews and meetings were held acquiring input from students and staff in regards to Food Service perceptions and menu item appeal.  

- Horizon software reports are utilized to determine meal participation, meals per labor hour, number of meals served, eligibility summary, and nutrition analysis.

- Horizon software is utilized to ensure all nutrient standards are met for each age group of students each day as set by the Federal and State Child Nutrition Program.

What evidence do you have to show this program is improving student performance or meeting/exceeding board or district goals?

-The data indicates that we are continuing to support students’ nutritional needs.  This is seen with the increase in Free and Reduced meals served and the increase in those that have qualified for Free and Reduced benefits.  This indicates how critical Food Service is in regards to providing daily nutritional needs to a large portion of our student population.  Over the past 2 years the District has gone from 53% to 58% student eligibility for Free and Reduced meals.  70% of the meals served in 2011-2012 were Free or Reduced priced meals.  This number is up 4% from last year. 

- Listed below are the annual numbers of participants in the school meals program over the past five years.  The table below notes a reduction in breakfast meals per year by 9,558 from 2010-2011 to 2011-2012.  The table also notes a reduction is lunch meals per year by 14,525 from 2010-2011 to 2011-2012.

	
	2007-08
	2008-09 

	2009-10

	2010-11

	2011-12

	Breakfast
	471,664
	479,112
	486,984
	472,139
	462,581

	Lunch
	1,267,129
	1,360,791
	1,348,324
	1,026,788
	1,012,263








Can this program sustain itself if funds are cut?  If not, what makes this program the one we should fund or support? (Results)

-This program is self-sustaining in that it generates revenue and all expenditures for this program are paid by this revenue.  Additionally, with the rising costs of food , the additional costs associated with the new USDA nutritional guidelines, and the renovation of kitchens and equipment, additional expenditures will continue to occur which are supported by the funding of this program.  The benefits seen by providing nutritionally balanced meals to students on a daily basis justifies the expenditures that support the Food Service program.

K. Recommendations:  
1. It is recommended that the department continue to work with food service staff so that optimal customer service is given to the children and staff of the Raytown C-2 School District by offering continued guidance and professional development for self-improvement and growth.  

2. It is recommended that the department increase breakfast and lunch participation District-wide.

3. It is recommended that the District increase participation in the free/reduced lunch program through marketing in schools with lower participation rates (ie. high schools).  Cost per meal is $2.03.  Reimbursement for reduced and free meals is $2.48 - $2.88 respectively.  Increasing participation by 5% would generate over $200,000.00 in revenue.

The following recommendations are those made by MVP Group following the 2012 Audit of the Food Service Department.

4. Some kitchen exhaust hoods are undersized and some have no fire suppression systems.  It is recommended that considerations for upgrades be folded into a long range plan for improvements and changes within the foodservice kitchens.

5. It is recommended that the use of a professional fee-based kitchen design consultant by the District will help to achieve a better “look and feel” to the service areas which generally results in higher meal participation. 

6. The food service cycle menus have not been updated for a period of approximately two years.  It is recommended that the cycle menu be redesigned and menu offerings should change seasonally to reflect seasonal favorites but also yearly to keep things fresh.

7. It was noted that a large amount of the food served is pre-packaged rather than being served from bulk.  It is recommended that the use of pre-packaged product items be reduced (ie. applesauce cups, nacho cheese, cookies, etc.).  

8. Consistency should be apparent at all schools within the District.  There should be differences in menu selection between elementary, middle and high school meals but the menus should be identical for each level.  The food service program should be evaluated for consistency in menu selection within all schools for any given day.

9. All of the schools have been outfitted with dishwashers but it was found that some were not using them at all or minimally.  It is recommended that the District reduce the use of disposable trays and cutlery.  The District spends $0.05 per tray and $0.08 per cutlery.  Annual cost of trays is $57,000.00.  Annual cost for cutlery is $45,000.00.  

10. Fifteen of 17 total schools have their own full production kitchens.  It is recommended that the District complete a study on moving toward semi-centralized food preparation.  
11. It is recommended that the District complete a study on outsourcing food services.  The recent assessment notes that such a change might increase operating costs from $2.03 per meal to $2.10-$2.40 per meal.  However, actual bids received may be at current cost or lower.  

12. No serve safe program has been offered to managers or employees.  Taking the Serv-Safe course and/or other courses would enhance employee value to the District.  It is recommended that the District complete a study on the implementation of a Serv-Safe program.

13. Currently teachers are not responsible for lunch counts as it is time consuming.  As long as leftovers can be minimized this is not a problem.  In the event that it results in over-production and waste, it is recommended the District return to lunch counts on a daily basis.  Leftovers will be served out the next day as third and fourth option. 

14. Commodities are delivered by Dynamic out of Kansas City, Kansas and it cost around $450 for each delivery.  All dry and frozen/refrigerated commodities are delivered by this company.  It is recommended that the company be evaluated to make sure they are using a refrigerated truck to avoid a violation of HACCP requirements. 

15. Some employees have voiced concerns about time spent on preparing products from mixes or from scratch.  This is an issue of management control and oversight.  It is recommended that there be spot visits by the food service director which may help to identify, minimize and/or eliminate problems of this nature.

16. The point of sale software being used in the individual schools appears to be up to date and is user friendly. The only negative comment received about the software was that it takes the younger students a bit longer to memorize their student code numbers and that this seems to slow down the service lines, especially at the beginning of a new school year. It is recommended that teachers and staff work with new students by placing their ID numbers on a string which they place around their neck. This helps students get through the process of memorizing their number during the first weeks of the school year.

17. The asset management system could be better utilized for targeted upgrades to equipment which will assist in the budgeting process.  It is recommended that the food service administration use this module of the software program to assist in determining replacement and capital budgeting on a routine basis.    

18. Marketing of the school food service program has been spotty.  More marketing and branding of the food service program is recommended.  Communications to students and parents will reinforce the positives of good nutrition and healthy food choices.  This message needs to radiate from the Director but also from the teachers and staff within each respective school. 

18. The District does not own a facility for centralized dry, frozen or refrigerated storage at this time.  It is recommended there be an evaluation of centralized warehousing versus individual kitchen accommodations.

20. Each individual kitchen manager prepares their food and supply orders and provides them to the director for input into the order entry system for Martin Brothers. The Department is understaffed by one FTE in the office.  It is recommended that this position be filled.  Filling this position would allow the director to delegate some or all the entire task to the missing person after appropriate training.

21. It is recommended the District reorganize labor in kitchens to reduce FTE expenditures. This would require a reduction in hours at various schools.

Signatures:

_________________________________________________	___________________
Tim Young, Director of Food Services  					Date


_________________________________________________	___________________
Travis Hux, Assistant Superintendent of Support Services		Date
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