
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 

Contact Information: 
Ann Cooper ς 631-697-0844 ς ann@lunchlessons.org 
537 46th St 
Oakland, CA  94609 

Beth Collins ς 231-633-0958 ς beth@localplates.com 
2013 E. Front Street 
Traverse City, MI 49686 

  

Lunch Lessons LLC 

BVSD Nutrition 
Services Feasibility 
Study  
 Final Report ɀ October 28, 2008  

 

mailto:ann@lunchlessons.org
mailto:beth@localplates.com


2 
BVSD Nutrition Services Feasibility Study ς Lunch Lessons LLC - October 2008 

 

Table of Contents 

 

¢ŀōƭŜ ƻŦ CƛƎǳǊŜǎΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦΦо 

 

IntroductionΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧр  

  

The Plan ς Year OneΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦ6-15    

  

The Plan ς Years Two and ThreeΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦмр-17    

   

ConclusionΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦΦмт    

   

AppenŘƛȄΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦ.18 

1. Proposed BudgetΧΧΧΧΧΧΧΧΧΧΧΧΧ!ǘǘŀŎƘƳŜƴǘ 

2. Site Improvement OverviewΧΧΧΧΧΧΦ!ǘǘŀŎƘƳŜƴǘ                  

3. Progress Report OneΧΧΧΧΧΧΧΧΧΧΦΦмф-31 

4. Progress Report TwoΧΧΧΧΧΧΧΧΧΧΦΦон-43 

 

List of Documents on File at Business Services OfficeΧΧΧΧΧΧΧΧΧΧΧΧΦ44  



3 
BVSD Nutrition Services Feasibility Study ς Lunch Lessons LLC - October 2008 

 

Table of Figures 

 

Figure 1ΧΧΧΧΧΧΦBear Creek Elementary GardenΧΧΧΧΧΧΧΧΧΧΧΧΧΦΦ4 

 

Figure 2ΧΧΧΧΧΧΦCreekside Elementary Harvest BarΧΧΧΧΧΧΧΧΧΧΧΦ.5 

 

Figure 3ΧΧΧΧΧΧΦCurrent Organizational StructureΧΧΧΧΧΧΧΧΧΧΧΧ..7 

 

Figure 4ΧΧΧΧΧΧΦΦProposed Organizational StructureΧΧΧΧΧΧΧΧΧΧΧΦ9 

 

Figure 5ΧΧΧΧΧΧΦΦFood Cost /ƻƳǇŀǊƛǎƻƴΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦ.....10 

 

Figure 6ΧΧΧΧΧΧΦΦCurrent MLPH ModelΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧ11 

 

Figure 7ΧΧΧΧΧΧΦProposed MLPH ModelΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦ11 

 

Figure 8ΧΧΧΧΧΧΦWhittier Elementary Satellite SiteΧΧΧΧΧΧΧΧΧΧΧΧΦ11 

 

Figure 9ΧΧΧΧΧΧΦExamples BVSD OfferingsΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧ13 

 

Figure 10ΧΧΧΧΧΦScratch Middle School Meal, CAΧΧΧΧΧΧΧΧΧΧΧΧΧ..13 

 

Figure 11ΧΧΧΧΧΦScratch Elementary Meal, MIΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΦ13 

 

Figure 12ΧΧΧΧΧΦRecipe for Success, Staff TrainingΧΧΧΧΧΧΧΧΧΧΧΧΧ15 

 
  
 

 

 



4 
BVSD Nutrition Services Feasibility Study ς Lunch Lessons LLC - October 2008 

 

 
 

Figure 1 Garden at Bear Creek Elementary 

  



5 
BVSD Nutrition Services Feasibility Study ς Lunch Lessons LLC - October 2008 

 

Introduction   

άLŦ ȅƻǳ ŀǊŜ ǿƘŀǘ ȅƻǳ ŜŀǘΣ ǘƘŜƴ LΩƳ ŦŀǎǘΣ ŎƘŜŀǇ ŀƴŘ ŜŀǎȅΦέ  

When Alice Waters, of Chez Panisse fame, ǎŀǿ ǘƘŀǘ ƭƛƴŜ ƻƴ ŀ ōǳƳǇŜǊ ǎǘƛŎƪŜǊΣ ǎƘŜ ǿƻƴŘŜǊŜŘΣ άLǎ ǘƘƛǎ 

ǊŜŀƭƭȅ ǿƘŀǘ ǿŜ ǿŀƴǘ ǘƘŜ ŘŜǎǘƛƴȅ ƻŦ ƻǳǊ ƴŀǘƛƻƴ ǘƻ ōŜΚέ 

Why did BVSD decide to take a look at its Nutrition Services practices at this particular point in time?  

School districts are at a confluence in our nationΩǎ ŘŜōŀǘŜ ŀōƻǳǘ ǘƘŜ ǎǘŀǘŜ ƻŦ ƻǳǊ childrenΩǎ ƘŜŀƭǘƘ ŀƴŘ 

the districtΩs role as the incubator for change.  /ƘƛƭŘǊŜƴΩǎ health or lack thereof is deemed a hot topic 

along with their math and reading skills.  It is no longer assumed that our children will live long, healthy 

and productive lives.  School nutrition is now seen as an avenue of opportunity to push back the wave of 

obesity, type 2 Diabetes and high blood pressure that threaten our future communities.  Schools are 

also the location of a key social justice pivot point where those with the fewest resources are most 

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

The quest to offer an equitable education includes another basic need of human civilization ς food.  In 

ǘƘŜ .ƻǳƭŘŜǊ ǎŎƘƻƻƭǎ ǘƘŜ ƛƴŜǉǳƛǘȅ ƻŦ ǘƘŜ άǎƴŀŎƪ ƭƛƴŜέ ŦƻǊŎŜŘ ŀƴ ƻǾŜǊƘŀǳƭ ǘƻ ǿƘŀǘ ƛǎ ƪƴƻǿƴ ŀǎ ŀ άōƭŜƴŘŜŘ 

ŜƴǘǊȅέ ƛƴ ǘƘŜ ŎŀŦŜǘŜǊƛŀ ƭƛƴŜΣ ōǳǘ ǘƘŜ ŜǘƘƛŎǎ ƻŦ ƴǳǘǊƛǘƛƻƴ ŀƴŘ ƘŜŀƭǘƘ ŀǊŜ ǎǘƛƭƭ ƻǾŜǊŎƻƳŜ ōȅ ǘƘŜ ŜŎƻƴƻƳƛŎǎ ƻŦ 

the lunchroom; those with more monŜȅ ƛƴ ǘƘŜƛǊ ǇƻŎƪŜǘǎ ŀƴŘ ŀ ŦƻŎǳǎ ƻƴ άōǊŀƴŘingέ ǘhat belies the better 

intention of Nutrition Services.  

Schools are where our children spend two thirds of their day. They learn many things and create and 

practice many habits.  The habit of grabbing and going versus food, flavors and dining is a practice BVSD 

is reexamining.  Food touches every one of us and is often the single common experience that can bring 

people together at a table ς not to share a bag of Hot Cheetos and a Gatorade, but real whole foods - 

food with a place, a face and traditions.  This is a goal that is not beyond the reach of the Boulder Valley 

School District. 

 

Figure 2 Harvest Bar at Creeekside Elementary  
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The Plan - Year One, Departmental Reorganization  
 

Step One 
Wellness Policy ς 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 all districts receiving federal funds, Boulder put in place a wellness policy.   The policy in 
Boulder is well intentioned, but does not have enough specifics to really define how practices in the 
district will change, respond, or evaluate progress toward the goals laid out in the policy. 1 
 
As a first step prior to changes the district decides to make as a result of this study, revisiting all policies 
related to wellness and food is imperative.  Defining the broad brushstrokes of current policy with 
clearer finite goals as they relate to nutrition, instruction and physical activity will assist and inspire 
change.2  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 Chart ς Redefining Departmental Structure as a Path to Change 
 
Current Organization 
 
!ǎ ŀ ŘƛǎǘǊƛŎǘ ƻŦ нуΣллл ǎǘǳŘŜƴǘǎ ŎƻǾŜǊƛƴƎ т ƳǳƴƛŎƛǇŀƭƛǘƛŜǎ ǿƛǘƘƛƴ ŀ ǾŜǊȅ ƭŀǊƎŜ ƎŜƻƎǊŀǇƘƛŎ ŀǊŜŀ .ƻǳƭŘŜǊΩǎ 
NSD has carried an organizational structure (fig 3) utilizing a site based management model overseen 
from the district main office.  Direct supervision of the 22 production site managers and the NSD staff of 
150 is limited as the office based team of five, including one year round employee, are busy managing a 
$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 managerial tools and skill sets to build momentum in a department which touches every child 
in the district. 
 
 
  

                                                            
1 Wellness Policy and Healthy Activities Guideline http://bvsd.org/policies/Policies/ADF.pdf 
  Healthy Food Choices  http://bvsd.org/policies/policies/EFA-R.pdf  
  Healthy Food Guidelines  http://bvsd.org/policies/policies/EFA-R.pdf  
2 Center for Ecoliteracy Model Wellness Policy Guide http://www.ecoliteracy.org/programs/wellness_policy.html     
and on file at Business Services Office 
 

http://bvsd.org/policies/Policies/ADF.pdf
http://bvsd.org/policies/policies/EFA-R.pdf
http://bvsd.org/policies/policies/EFA-R.pdf
http://www.ecoliteracy.org/programs/wellness_policy.html
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Current Organizational Structure 
 

 
 
Figure 3  Current Organizational Structure 

 
Proposed Organization 
 
Within the proposed organizational structure (fig 4) the 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 capitalizing on future growth in meal 
participation and year round services.  
 

Job Descriptions and Categories of Responsibility 
Lƴ ǊŜƻǊƎŀƴƛȊƛƴƎ ŘŜǇŀǊǘƳŜƴǘŀƭ ǎǘǊǳŎǘǳǊŜ ƛǘΩǎ ƴŜŎŜǎǎŀǊȅ ǘƻ ǊŜǾƛǎƛǘ ǘƘŜ ǎƪƛƭƭǎ ƴŜŜŘŜŘ ǘƻ ƻǇŜǊŀǘŜ ǘƘŜ 
ŘŜǇŀǊǘƳŜƴǘΦ  ¢Ƙƛǎ ǊŜǇƻǊǘΩǎ ƳƻŘŜƭ ƛǎ ŀ ƴameless/faceless organizational plan which asks that 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 model bringing 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 carries a combination of independent ordering overlaid with some system 
wide ordering, inherently has many opportunities for loss.  Implementing true perpetual 
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inventory will bring accountability and cost controls to the department that are essential as it 
moves to 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 secondary. Supervisors subbing on sites have been 
commonplace until this year. Concurrently, the production/satellite sites are also at a loss to 
combine their on-site 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 consistency of product 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 schoolǎΩ needs 
while maintaining a direct link of communication with the main office.   
 

Reporting Structure and Accounting Link 
 

This model requires the NS Director to have a direct report to the CFO and a communication link 
with the Superintendent.  The far reaching impact of this department and the potential 
opportunity it has  creating equitable nutrition services district wide requires a clear unfettered 
line of communication. 
 
The Accounting Department has been assisting the NSD to understand their budget model.  The 
study team recommends this valuable accounting specific position not be moved directly into 
the NSD but remain as a liaison position housed in the Business Services Department with a 
direct report to the NS Director and the CFO.   
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Proposed Organizational Structure 

 

Figure 4 Proposed Organizational Structure  

 
Step Three 
Budget Model Development3 
 
Operational Cost Support ς Expenses and Revenues 
 

In program change of this scale operational support is critical to building the system needed to 
create a sustainable model which will meet the goals of the district.  At current levels district 
wide participation in the school meal program is at 26%.  To change this paradigm of mediocre 
participation and poor quality meals the percentages in the budget will swing over a 3 to 4 year 
period until the finalized system is up and running for at least a year.  Critical to sustainable 
change is staff training.  The budget will carry a higher percentage annually for training in the 
first three years.  Exploring the cost of school meals in Boulder Valley is important because 
though BVSD raised meal prices for 2008-2009 they have not raised the quality of the actual 
ingredients. 
 

                                                            
3 Proposed 09-10 Budget with Comparison - Electronic Attachment to Report 
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In the implementation of a meal program based on whole foods the weight of responsibility 
shifts from offering as many items as the άmini-martǎέ at the Middle or High Schools can handle 
to simply preparing and offering real, delicious food.  In implementation of program change 
food cost per school meal will rise, and food cost and variety of a la carte items will decrease 
(fig 5).   
 
Currently food cost of school meals as a percentage of revenue is approximately 38% while food 
cost for the a la carte items is 64%. The 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 $1.40.  Spending the least amount 
possible on the ingredients is not the goal.  Creating meals that look and taste appetizing and 
shifting away from the perspective that a la carte is both profitable and necessary is the 
direction Boulder needs to headΦ  /ƭŜŀǊƭȅ ǘƘŜ ǊŜƛƳōǳǊǎŀōƭŜ ƳŜŀƭǎ ƳŀƪŜ ǳǇ ǘƘŜ ƭƛƻƴΩǎ ǎƘŀǊŜ ƻŦ 
meal revenue and with focus and attention that will continue to increase.   
 
The net gain in a la carte is too low to justify the many costs of it in terms of labor and 
procurement systems. More importantly this focus of salesmanship as a primary component to 
the school day simply is not compatible in an educational environment.  The presumption is that 
a la ŎŀǊǘŜ άōa laƴŎŜǎ ǘƘŜ ōǳŘƎŜǘέΣ ōǳǘ ƛǘ Ƙŀǎ ŦŀƛƭŜŘ ǘƻ Řƻ ǘƘŀǘ ŎƻƴǎƛǎǘŜƴǘƭȅ ŦƻǊ ŀ ƭƻƴƎ ǘƛƳŜ ŀƴŘ ǘƘŜ 
άcostsέ are now to the culture of the children we are educating in this environment. 
 

 
Figure 5 Food Cost as Compared to Percentage of Meal Revenue 

 
Standards of Evaluation ς Meals per Labor Hour 
 
In the current model the formula for Meals per Labor Hour (MLPH) has contributed to the assumption 
that a la ŎŀǊǘŜ ƛǎ ƛƴŎǊŜŀǎƛƴƎ ǊŜǾŜƴǳŜ ōȅ ǎŜƭƭƛƴƎ ƳƻǊŜ άƳŜŀƭǎέ (fig 6).  This assumption depends upon the 
number of students served; ƘƻǿŜǾŜǊ ŀ άƳŜŀƭ ŜǉǳƛǾŀƭŜƴǘέ ƛƴ ǘƘŜ ŎǳǊǊŜƴǘ ŦƻǊƳǳƭŀ ŦƻǊ a la carte is $2.50.   
At the middle and high school level where a la carte is a predominant theme $2.50 reflects more of a 
snack purchase than a meal.  In recurrent observations students routinely spent in excess of $5 on a 
variety of junk food.  Unfortunately the potential to create a reimbursable meal within the parameters 
of the a la carte choices exists, but the emphasis is not on students obtaining a ba lanced nutritious and 
high quality meal, it is on spending money.   Due to the costs of the a la carte program, the revenue 
simply does not justify the άcosts.έ  In examining the actual volume of students moving through the 
ƭƛƴŜǎΣ ƛǘΩǎ ŜǎǘƛƳŀǘŜŘ ǘƘŀǘ ŀ ƳŜŀƭ ŜǉǳƛǾŀƭŜƴǘ ƻŦ ƳƻǊŜ than $3.50 is purchased by 42% of the students 
purchasing a la carte with an average sale being closer to $5.00.   
 
Using meals per labor hour as way to evaluate performance is a tricky proposition even more so because 
the district has lumped the satellite site sales with the production sites sales without really taking into 
account that the primary contribution of the production site to the satellite has been storage, as so little 
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cooking actually happens in advance of a meal.  In the a la carte model the 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 facilities (fig 7, 8).  
 

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

 
Figure 7 Proposed MPLH Model ς Labor and Revenue evaluated independently, meal equivalent value $4.00 HS, $1.50 Elem 

                                                 

 

Figure 8 Tight Quarters at Whittier Elementary Satellite Site 
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Accountability and Transparency Through Seamless Reporting 
 
Use of the variety of software available to the NSD is critical to efficiency in this multi 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 of NSD program. 
 

2. [ƛƴƪŀƎŜ ƻŦ ±.h{{ Řŀǘŀ ǘƻ [ŀǿǎƻƴ ŀǘ ǘƘŜ άǇƻǎǘŜŘ ƛƴǾƻƛŎŜέ Ǉƻƛƴǘ ƛƴ ǘƘŜ ŎƘŀƛƴ ƻŦ ƳƻǾŜƳŜƴǘ ŦǊƻƳ 
order to receiving.  Accounting and IT have agreed this is a possible solution and change to a 
planned linkage earlier in the flow of records which would not have allowed NSD to use VBOSS 
to its full potential. 
 

3. Further exploration of long term cost effectiveness of DBS Point of Sale program as the primary 
tool for on-site sales and records for State and Federal review.  Use of VBOSS for POS would 
expand the transparency of the movement of purchased and produced goods from warehouse 
to central kitchen to student, but further review is needed. 
 

4. Implementation of a fully cashless system at all grade levels.   
 

The continued implementation of POS systems throughout federally funded school districts is a 
direct response to the inequity of federally funded free and reduced meal recipients being 
ƛŘŜƴǘƛŦƛŜŘ ƛƴ ǘƘŜ ƭǳƴŎƘǊƻƻƳΦ  /ƻƳƳƻƴ ǘƻ ǘƘƛǎ ǇǊŀŎǘƛŎŜ ƛǎ ŀ ǎŜǇŀǊŀǘŜ άŦǊŜŜ ƳŜŀƭέ ƭƛƴŜΦ  ¢ƘƻǳƎƘ 
Boulder has moved to a blended line as well as a POS style service, its willingness to continue to 
accept cash, particularly at Middle and High School operations, highlights and enlarges the still 
obvious inequity of dining in the Boulder Valley School District.  In addition, the labor and 
potential loss in the burden of managing a cash operation can be immediately eliminated by 
only accepting money for account funding ς and even then it does not have to happen during 
meals which slows down the line. 
 

5. Implementation of electronic time 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 transportation as far as size in the district. 
 

6. Tracking of reimbursable meal costs as a separate category from a la carte meal costs. 
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Step Four 
Food and Menu 

       
 
Figure 9 Examples of A la Carte, a School Meal, and Menu Meal Components in Boulder Valley 

 

                                    
Figure 10 Scratch Middle School Lunch, California                                              Figure 11 Scratch Elementary Lunch, Michigan 

 
!ǎ ŀ ǊŜǎǳƭǘ ƻŦ ǘƘƛǎ ǎǘǳŘȅ ǘƘŜ άǎƻŘƛǳƳ ǎƻǳǇǎέ ƘŀǾŜ ōŜŜƴ ǊŜƳƻǾŜŘ ŦǊƻƳ .±{5 ǎŎƘƻƻƭǎ, but the process  
that led BVSD to the model it has now ς primarily industrially grown and processed foods ς reflects the 
trends of the last 25 years; a reduction of investment in personnel, training and ingredients (fig 9). 
 
To change this paradigm BVSD as a community will have to fully support and be passionate about the 
opportunity and future of real food (fig 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 ingredients in the reimbursable meal 
program and simplify and improve the ingredient content of a la 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 their barƻƳŜǘŜǊ ǘƻ ŜǾŀƭǳŀǘŜ ǘƘŜ ƭŀǘŜǎǘ ǎƴŀŎƪ ŦƻƻŘΦ  ά{ƴŀŎƪέ ǿƘƛŎƘ Ƙŀǎ ŀ ƭƻƴƎ ƘƛǎǘƻǊȅ ƛƴ 
.ƻǳƭŘŜǊ ƴŜŜŘǎ ǘƻ ƳƻǊǇƘ ƛƴǘƻ άƳŜŀƭΣέ and the guidelines on what constitutes food will change from 
ingredient listings with рл ƛǘŜƳǎ ǿŜ ŎŀƴΩǘ ƛŘŜƴǘƛŦȅ ǘƻ ŜƛǘƘŜǊ ŦƻƻŘǎ ǿŜ ƪƴƻǿ ōȅ ǎight or packaged foods 
with ingredients we can easily identify. 
 
Use of commodity entitlement funds are a key component of the cost structure in school meals; though 
άa necessary eviƭέ would be the way our study team would describe the commodity entitlement 
program.  Until federal policy shifts on the use and content of commodity entitlement foods we 


