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Figurel Garden at Bear Creek Elementary
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Introduction
GL &2dz I NB gKF{G &2dz Sz GKSYy LQY FlLradsz OKSIL FyR

When Alice Waters, of Chez Panisse farad, 4 G KI 0 fAyS 2y | 06dzYLISNJ adA O]
NBIFftfte 6KIFIG 6S o6yl GKS RSaldAye 2F 2dz2NJ ylFGA2y (2

Why did BVSBDecide to take a look at its Nutrition Services practigethis particular point in time?

School districts are at a confluence ournationQa RSo I S | 0 2 dhildredXaS KaSh [ (XK 2 F R
the distric® role as the incubator for changé K A f FRédhyriask thereofis deemed a hotopic

along with their math and reading skillk.is no longer assumed that our childrgvill live long, healthy

and productive lives. School nutrition is now seen as an avenue of opportunity to push back the wave of
obesity, type Diabetes and high blood pressure that threaten our future communitgshoaot are

alsothe location of &ey social justice pivot poiwhere those with the fewest resources are most

reliant on the institutional systemrmany of us with more resources take for granted.

The quest to offer an equitable education includes anoth&sic need of human civilizatia@food. In

GKS . 2dzf RSNJ a0K22ft&a (GKS AySlidzadge 2F GKS aayl Ol f A
SyiaNBé¢ Ay GKS OFFSOHESNALF fAYyST odzi GKS SGKAOA 27F yu
the lunchroom; those with more méhé Ay ( KSA NJ LJ2 O Sidgé hafibgligs the befted Odza 2 Y
intention of Nutrition Services.

Schools argvhereour childrenspend two third of their day. Tiey learn many things and creaaed
practice many habits. ThHeabit of grabbing and goig versudood, flavorsanddiningis a practicd8VSD
isreexamining Food touches every one of us and is often the siogiemon experienc¢hat can bring
peopletogether ata table¢ not to share a bag of Hot Cheetos and a Gatorade, but real whotisfo
food with a place, a facand traditions. This is a goal that isot beyond the reach ahe BouldervValey
School District.

Figure2 Harvest Bar at Creeekside Elementary



The Plan - Year One, Departmental Reorganization

StepOne
Wellness Policy, Mission, Vision, Commitment, Implementation

Critical to the success of any project, the parameters of the vision act as a guide to the daily practices. In
2006, like alblistrictsreceiving federatlunds,Boulderput in place awellness policy. Thaolicyin

Boulder is well intentionedout does not have enough specifics to really define how practices in the

district will change, respond, or evalugteogress towardhe goals laid out in the policy.

As a first stegprior to changes the distriaiecidesto make as a result of this studyvisiting all policies
related to wellness and food is imperative. Defining the broad brushstrokes of current policy with
clearer finite goalgs they relate tautrition, instruction andphysical activity will assist and inspire

change? Coming together as a community to define a more unified vision will help launch the education
needed to garner support not only for the policy, but for the practices needed to enact it.

Step Two
Organizational Charg Redefining Departmental Structure as a Path to Change

Current Organization

'a I RAAGNAOG 2F wy>Znnn &aiGdzRSyGa O20SNRAYy3 1 Ydzy A O,
NSD has carried an organizational structfig 3)utilizinga site based management model overseen

from the district main office. Direct supervision of the 22 production site managetshe NSD staff of

150is limited as the office based team of fjwecluding one year round employee, are busy manggi

$6 million dollar fund.

Opportunities for growth in participation, improvement in the ingredients, quality of preparation and
service is extremely limited with a departmental structure that lacks enough support at the top as well
as enough manageii tools and skill sets to build momentum in a department which touches every child
in the district.

' Wellness Policy and Healthy Activities Guidelitip://bvsd.org/policies/Policies/ADF.pdf

Healthy Food Choiceisttp://bvsd.org/policies/policies/EFAR.pdf

Healthy Food Guidelinebttp://bvsd.org/policies/policies/EFAR.pdf
% Center for Ecoliteracy Model Wellness Policy Gitie://www.ecoliteracy.org/programs/wellness_policy.html
and on file at Business Services Office
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Current Organizational Structure
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Fgure 3 Current Organizational Structure

Proposed Organization

Within the proposedrganizational structure (fig)4he key elements that will create enough support
and accountability to enact growth are:

Year Round Staff
Increasing year round administrative team members to seven; including the director, assistant
director, executive chef, procurement manager, procurement assistant and two office staff will
create a seamless department capable of planning for and capilizi future growth in meal
participation and year round services.

Job Descriptions and Categories of Responsibility
Ly NB2NBFYATAYy3 RSLINILGYSyidlf adNHzGdz2NBE AdGQa
RSLI NIGYSyi(o ¢ K A @melbsE/fade|esh dganizatidrial pian whidh asks tyat the
district view its goals through the lens of system implementation first and then consider the skill
sets it has at hand to populate this view.

Procurement
In looking toward a central kitchen modeiifiging procurement, receiving, inventory
management and transportation under the oversight of the NSD with the appropriate skill sets is
the most efficient way to maintain accountability and transparency within the system. The
current system which carrgea combination of independent ordering overlaid with some system
wide orderinginherently has many opportunities for loss. Implementing true perpetual
7



inventory will bring accountability and cost controls to the department that are essential as it
movesto a more complex model of food service. Procurement in a model emphasizing
regionally based foods requires building many new relationships and creative distribution
models to optimize the creation of a true local procurement system.

Field Supervision
The current model has supervisors covering so many office based duties that their field
supervision in some cases becomes secondaiyeisisors subbing on sites halveen
commonplace until this year. Concurrently, the production/satellite sites are aladasts to
combine their orsite management with oversight of their satellite kitchens.

In the regional and central kitchen model where the type and style of service will change so
dramatically field supervision is the key to maintaining consistencyoafyct and services

through a time of change. During the regional kitchen phase the field supervisors will be housed
out in the district and be able to respond to issues both in the kitchens and to the sclibetls

while maintaining a direct link of commication with the main office.

Reporting Structure and Accounting Link

This model requirethe NS Director to have a direatport to the CFO and communication link
with the Superintendent The far reaching impact of this department and the potahti
opportunity it has creating equitable nutrition services district wide recgarelear unfettered
line of communication.

The Accounting Department has been assisting the NSD to understand their budget model. The
study team recommends this valuablecaunting specific position not be moved directly into

the NSD but remain as a liaison position housed irBhginess Servic&epartment with a

direct report to the NS Director and the CFO.



Proposed Organizationgbtructure
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Figure4 ProposedOrganizational Structure

Step Three
BudgetModel Development

Operational Cost SuppartExpenses and Revenues

In program change of this scale operational support is critical to building the system needed to
create a sustainable modelhich will meet the goals of the districAt current levels district

wide participation in the school meal programais26%. To change this paradigm of mediocre
participation and poor quality meals the percentages in the budget will swing over 4 gdar
period until the finalized system is up and running for at least a y€aitical to sustainable

change is staff trainingThe budget will carry a higher percentage annually for training in the
first three years.Exploring the cost of school meals in Boulder Vaslésmnportantbecause

though BVSD raised meal prices for 2@089 they have not raised the quality of the actual
ingredients.

® Proposed 0910 Budget with ComparisorElectronic Attachment to Report



In the implementation of a meal program based on whole foods the weiglaspfonsibility
shifts from offering as many items as témini-marta at the Middleor HighSchoad can handle
to simply preparing and offering real, delicious food. In implementation of program change
food cost per school meal will rise, and food castl @ariety ofa lacarte items will decrease

(fig 5)

Currently food cost of school meals as a percentage of revenaggproximateh88% while food

cost for thea lacarte items is 64%d.he average cost of food for a school meal in BVSD is $1.00.

In the proposed model, food cost per meal will be based on $1Sg@ndinghe least amount

possible orthe ingredients is not the goal.r&ting meals that look and taste appetizing and

shifting away from the perspective thatlacarte is both profitable and necessasythe

direction Boulder needstohedd / £t SI NI @8 G(KS NBAYodz2NEIFIo6fS YSIfa
meal revenue and with focus and attention that will continue to increase.

The net gain ira lacarte is too low to justify the many costs ofritterms oflabor and

procurement systemdaviore importantly this focus of salesmanship as a primary component to

the school day simply is not compatible in an educational environment.pfgsemption is that

alaOl NJagy @$a (GKS 0dzR3ISGéx o0dzi AU KlIa FFHAESR (2 K
ocostg are now to the culture of the children we aeglucatingin this environment.

Revenue 2008 2009 2010
School Meal 3220904 3609017 4121289
Ala Carte 1861104 1875000 1500000
FC % by Type 2008 2009 2010
School Meal 39% 37% 49%
Ala Carte 62% 64% 50%

Figure5 Food Cost as Compared to Percentagevial Revenue

Standards of EvaluationMealsper Labor Hour

In the current model the formula for Mealsqr Labor Hou(MLPHhas contributed to the assumption

thatalaOF NIIS A& Ay ONBI aAy3d NBgS ydzssonbtiodefehdsupofithe Y2 NB 4 'Y
numberof students servedk 2 6 S@SNJ I aYSIt Sl dzA @  Hlatdrte is $2y50. 1 KS O dzN
At the middle and high school level wheadacarte is a predominant theme $2.50 reflects more of a

shack purchase than a meal. In recurrent observations students routinely ispexcess of $5 on a

variety of junk food Unfortunately the potential to create a reimbursable meal within the parameters

of the a lacarte choices existbut the emphasis is not on students obtainingalénced nutritious and

high quality meal, it isn spending money. Due to the costs of thiacarte program, theevenue

simply does not justify thécostsé In examining the actual volume of students moving through the

fAySax AdQa SadaAyYl (S Rthan&3:50is purchaSet B2%SijiizstdientisSy G 2 F Y
purchasinga lacarte with an average sale being closer to $5.00.

Using meals per labdrour as way to evaluate performance is a tricky proposition even more so because
the district has lumped the satellitgte sales with the produdbn sites sales without really taking into
account that the primary contribution of the production site to the satellite has been storage, as so little

10



cooking actually happens in advance of a meal. Iratteearte modelthe costs are attributed more to
managing the inventory than to cooking. When examining the performance of the satellite sites alone,
they are some of the most productive sites in the district, usually working with the least skilled staff,
fewest hours and poorest &lities(fig 7, 8)

School Pop  FR%  School Meals ALAS  alameslequiv  Total Meals labor hrs MPLH

Centaurus High 1057 25 142 336.00 142 731 44 17
Lafayette £ 475 23 131 Itd 0 0
Ryan E 430 26 215 Itd 0 0

Figure 6Current MPLH Modet Labor and Revenue allocated to Production Only, meal equivalent value; $2.50

Independent Companson by Site - Ala Carte @ HS estimated at 54 and Elementary @1.50

Schaol Pap  FR% School Meals ALAS  alamealequiv  Total Meals Labar Hrs MPLH
Centaurus High 1057 255 42 319.00 80 222 775 g
LafayetteE 475 23 232 2200 15 47 8 il
RyanE 430 26 215 15.00 10 205 8.25 27

Figure7 Proposed MPLH Modej Labor and Revenue evaluated independently, meal equivalent value $4.00 HS, $1.50 Elem

Figure8 Tight Quarters at WhittielElementary Satellite Site
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Accountabilityand TransparencyhroughSeamless Reporting

Use of the variety of software available to the NSD is critical to efficierthisimulti unit meal
program. Several key components will need to be implemented to maximize efficiency and
transparency in reporting as follows:

1.

Full implementation of VBOSS as the primary inventory based food service management tool for
all facets oNSD program.

[Ay1F3S 2F +.h{{ RIFGF G2 [lsaz2y G GKS aLkRad

order to receiving Accounting and IT have agreed this is a possible solatidrchangeo a
planned linkage earlier in the flow of records whichulgbnot have allowed NSD to use VBOSS
to its full potential.

Further exploration of long term cost effectiveness of DBS Point of Sale programpasrihey

tool for on-site sales and records for State and Federal review. Use of VBOSS for POS would
expard the transparency of the movement of purchased and produced goods from warehouse
to central kitchen to student, but further review is needed.

Implementation ofa fully cashless system at all grade levels.

Thecontinuedimplementation of POS systemgdlughout federally funded school distridgssa
direct response to the inequity of federally funded free and reduced meal recipients being

ARSYGATASR Ay (KS f dzy OKNR2Y® /2YY2y (2 (KAaA

Boulder has moved to lalended line as well as a POS style service, its willingness to continue to
accept cash, particularly at Middle and High School operatltgklights and enlarges the still
obvious inequity of dining in the Boulder Valley School District. In additieriabor and

potential lossn the burden of managing a cash operation can be immediately eliminated by
only accepting money for account fundiggnd even then it doesot have to happen during
mealswhich slows down the line.

Implementation of electronitime clocks linked directly to Lawson which will eliminate the
paper trails currently in use and create a more efficient interface with which to manage large
hourly staff in the department, second only to transportat@asfar as size the district.

Tracking of reimbursable meal costs as a separate categorydri@marte meal costs.

12
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Step Four
Food and Menu

: ‘.1-

4

Figure9 Examples oA laCarte, a School Meal, and Menu Meal Components in Boulder Valley

Figure10 Scratch Middle School Lunch, California Figurell Scratch Elementary Lunch, Michigan

l'a | NBadzAZ i 2F (GKA& &addzRé GKS d&a2RApbdivheprdedJaé K @S
that led BVSD to the model it has ngyprimarily industrially grown and processed foageflects the
trends of the last 25 years reduction of investment in personnel, training and ingredidfits9)

To change this paradigm BV&Da community will have to fully support and be passionate about the
opportunity and future of real foodfig 10, 11) otherwise the investment in change is lost before it has
begun.

In year one the focus in food change will be to improve the ingredieritse reimbursable meal

program and simplify and improve the ingredient contentid&carte foods offered for sale. Goals for

ingredient content must be more innovative than the simple 35/10/35 formula that the USDA offers

school districts as theirba&ry SG SNJ G2 S@Ffdz2 ¢S GKS fI4G4Sad ayl Ol ¥F2:
. 2dzf RSNJ ySSRa (ZandYhe glidiined oh ivigat canktifuted food will charfigren

ingredient listingswitp 1 A0 SYa ¢S Ol yQiU A RSy lighffoRpadkatyed $oads K SNJ F 2 2
with ingredients we can easily identify.

Use of commodity entitlement funds are a key component of the cost structure in school; ealgh
0a necessary elviwould be the way our study team would describe the commodity entitlemen
program. Until federal policy shifts on the use and content of commodity entitlement foods we

13



