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May 21, 2008

Lynn April Hartline, Deputy Superintendent
Orange County Department of Education
P.O. Box 9050
200 Kalmus Drive
Costa Mesa, CA 92628

Dear Deputy Superintendent Hartline:

In November 2007, the Fiscal Crisis and Management Assistance Team entered into an agree-
ment with the Orange County Department of Education for FCMAT to perform the following:

1. Conduct a review of the OCDE’s child nutrition program operations, staffing, policies 
and procedures, menu planning, and catering services and provide recommendations 
for enhancing revenues or improvements to reduce departmental encroachments, as 
needed.

FCMAT visited the department of education on March 17-19, 2008 to collect data, conduct 
interviews and review documents. This report is the result of that effort.

We appreciate the opportunity to serve you, and please give our regards to all the employees 
of the Orange County Department of Education.

Sincerely,

Joel D. Montero
Chief Executive Officer
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Foreword
FCMAT Background
The Fiscal Crisis and Management Assistance Team (FCMAT) was created by legislation 
in accordance with Assembly Bill 1200 in 1992 as a service to assist local educational 
agencies in complying with fiscal accountability standards. 

AB 1200 was established from a need to ensure that local educational agencies throughout 
California were adequately prepared to meet and sustain their financial obligations. AB 1200 is 
also a statewide plan for county offices of education and school districts to work together on a 
local level to improve fiscal procedures and accountability standards. The legislation expanded 
the role of the county office in monitoring school districts under certain fiscal constraints to 
ensure these districts could meet their financial commitments on a multiyear basis. AB 2756 
provides specific responsibilities to FCMAT with regard to districts that have received emer-
gency state loans. These include comprehensive assessments in five major operational areas and 
periodic reports that identify the district’s progress on the improvement plans.

Since 1992, FCMAT has been engaged to perform nearly 700 reviews for local educational 
agencies, including school districts, county offices of education, charter schools and community 
colleges. Services range from fiscal crisis intervention to management review and assistance. 
FCMAT also provides professional development training. The Kern County Superintendent of 
Schools is the administrative agent for FCMAT. The agency is guided under the leadership of 
Joel D. Montero, Chief Executive Officer, with funding derived through appropriations in the 
state budget and a modest fee schedule for charges to requesting agencies.

Management Assistance...........658	 (94.8%)
Fiscal Crisis/Emergency................36	 (5.2%)

Note: Some districts had multiple studies.  
Districts (7) that have received emergency loans 
from the state. 

Total Number of Studies............. 694
Total Number of Districts in CA.982
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Introduction
Background
With administrative offices in Costa Mesa, the Orange County Department of Education 
serves approximately 8,697 students in alternative education and special education 
programs. The county office also has oversight responsibilities for the 27 school districts 
located in Orange County.

In September 2007, the Fiscal Crisis and Management Assistance Team (FCMAT) 
received a request for management assistance from the Orange County Department of 
Education. The study agreement specifies that FCMAT will perform the following:

Conduct a review of the OCDE’s child nutrition program operations, staffing 1.	
policies and procedures, menu planning, and catering services and provide 
recommendations for enhancing revenues or improvements to reduce 
departmental encroachments, as needed. 

Study Guidelines
FCMAT visited the county office on March 17-19, 2008 to conduct interviews, collect 
data and review documentation. This report is the result of those activities and is divided 
into the following sections:

Executive SummaryI.	
Operations, Revenue & ExpendituresII.	
StaffingIII.	
Purchasing & Inventory ControlIV.	
School MenusV.	
Site VisitsVI.	
CateringVII.	
Employee CafeteriaVIII.	
AppendicesIX.	

Study Team
The FCMAT study team was composed of the following members:

Diane Branham				    Susan Murai		
FCMAT Fiscal Intervention Specialist	 FCMAT Consultant	
Bakersfield, California			   Penn Valley, California
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Leonel Martínez				    JoAnn Smith	
FCMAT Public Information Specialist	 FCMAT Consultant	
Bakersfield, California			   San Jose, California	
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Executive Summary
The Orange County Department of Education provides educational services to 
approximately 8,697 students enrolled in alternative education and special education 
programs. Most of these students receive services through independent study and home 
study programs and do not participate in the county’s food service programs. This 
review focuses on the county office schools that specifically provide classroom-based 
instruction since those are the sites that participate in the food services program. The 
county’s October 2007 enrollment data reflects a student enrollment of 670 students 
at 31 sites (including summer school) that are served by the central kitchen. All these 
schools participate in the National School Lunch Program, and five sites offer breakfast 
through the School Breakfast Program. All meals are prepared at the central kitchen and 
transported to the sites daily.

Based on the county’s 2006-07 annual financial summary report, the general fund 
contributed $327,326 to support the food service program and an additional $55,291 
to support the employee cafeteria and catering programs. The 2007-08 second interim 
financial summary report projects general fund contributions of $481,338 for the food 
service program in the 2007-08 fiscal year and $69,401 for the employee cafeteria and 
catering program. This represents an increased contribution of $168,122 from prior year.

Most items on the Food Services Unit’s school menu are heat and serve, and few are 
cooked from scratch. However, the food service program projects an extremely high 
labor cost at 151% of projected income as indicated in the third-quarter income and 
expense statement ending March 31, 2008. A labor cost of 40 to 48% of income would be 
acceptable under these circumstances. The department budget also projects an extremely 
high food cost of 89% of projected income as indicated in the income and expense 
statement ending March 31, 2008. Food cost, using heat-and-serve items, should average 
35% to 40% of income.

Based on current menus, FCMAT determined that meal production is extremely low at 
19 meals per labor hour (MPLH). The industry standard is 40 to 50 MLPH. The county 
office should either increase participation in the food services program or decrease 
staffing and food costs to reflect industry standards. The department should obtain bids 
or requests for quotations for food and supply items to ensure the best prices are obtained, 
and a monthly inventory count should be completed to ensure that items are accounted for 
from the time they arrive at the central kitchen through production.

The Food Services Unit consists of two full-time (eight hour) utility drivers, six part-time 
(four hour) Assistant/Cook positions and a full-time manager. Since the Food Service 
Manager spends most of her time preparing meals, numerous administrative tasks are 
not being completed. For the department to run at an optimal level, it is crucial for the 
manager to oversee the staff and perform the tasks listed in the approved job description. 
Time must be scheduled to complete required paperwork, ensure counting and claiming 
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procedures are followed according to program regulations, make certain meal patterns 
and portion requirements are followed, increase participation and reduce expenditures 
to reduce/eliminate contributions from the general fund, visit schools, communicate 
with peers and students, participate in training sessions, provide training to the staff and 
complete annual staff evaluations.

Training for central kitchen staff members in areas such as food safety and basic food 
preparation is important and should be provided to help optimize service and knowledge 
in the department. The Food Service Manager should also receive leadership/supervisory 
training and visit other county office and district food service operations to develop 
further expertise in the food service field. 

The department prepares approximately 600 lunches and 260 breakfasts per day based 
on the total enrollment at each site. This total is erroneous and should be based on the 
number of students participating in the food service program each day. Reimbursement 
claim forms for the current school year indicate that an average of 430 lunches and 
160 breakfasts are claimed per day. Overproducing 170 lunches and 100 breakfasts per 
day equates to an estimated expenditure of $63,000 in annual food cost and 25-30% in 
additional labor cost that is not offset by any income. If meal participation is increased 
to 600 lunches and 260 breakfasts per day, the department could claim an estimated 
$100,000 in additional federal and state reimbursement per year. 

The October 2007 reimbursement claim indicates that only 64% of enrolled students 
participate in the lunch program. The Food Services Unit should work to increase student 
participation and consider methods such as implementing the School Breakfast Program 
at eligible sites, offering breakfast and lunch to the infants and toddlers attending the 
county’s Teen Parenting Program, implementing the After School Snack Program and 
contracting with private schools and/or charter schools for food services. The county 
office should also evaluate the food service delivery schedule and determine the number 
of meals served at each site to decide whether it is fiscally prudent to continue serving 
all sites or whether consideration should be given to contracting with school districts for 
meals provided at some sites.

Because the county’s food service program is small, it can be difficult to achieve the 
economies of scale that may be realized in a larger program and eliminate the general 
fund contribution. However, the general fund contribution can be significantly reduced by 
increasing participation and utilizing the cost-saving measures discussed in this report.

The Food Services Unit requires five days’ notice for catering requests and discourages 
customers from ordering certain foods, such as meat trays, that the staff considers time 
consuming to prepare. The department should reduce catering notification time to 24 
hours to help make the program more competitive and reflect industry standards. On 
last-minute orders, the department should discuss food options with customers instead 
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of turning away potential orders. The amount of time spent on preparing catering orders 
should be monitored and reduced, and the staff should be trained in the most efficient 
food preparation methods. It is important that the proper catering equipment be acquired 
to complete tasks and ensure that catered food items are consistently presented in an 
appealing manner.

The employee cafeteria is clean, but lacks the professional décor provided by other 
successful school district cafeteria operations. Items such as new table cloths, a large 
menu board and pictures on the walls would help to make the cafeteria more appealing to 
customers. The cafeteria should be advertised extensively since only 10% of the county 
office’s staff members utilize the services. The department should also review the times 
the cafeteria is utilized and consider changing the hours for breakfast and expanding 
the hours for lunch service to better serve employees and to maximize participation. 
Consideration should also be given to the introduction of new items in the cafeteria.

The employee cafeteria and catering program offers a valuable service to the county 
office, but it should not require a subsidy from the general fund. The labor hours, food 
costs and prices charged should be reviewed regularly to ensure they are within industry 
standards. Every effort should be made to increase sales so that the program can be self-
supporting. If this program is not able to pay for itself, the county office should consider 
eliminating it.
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Findings and Recommendations
Operations, Revenue and Expenditures
The National School Lunch Program (NSLP) is a federally assisted meal program that 
provides nutritionally balanced, low-cost or free lunches to children each school day. The 
program, which operates in public and nonprofit private schools and residential child care 
institutions, was established in 1946 under the National School Lunch Act. The School 
Breakfast Program, which is similar to the lunch program, began as a pilot project in 
1966, and became permanent in 1975. It is administered at the federal level by the Food 
and Nutrition Service and usually by state educational agencies at the state level.

Based on the county office’s 2006-07 annual financial summary report, the general fund 
contributed $327,326 to support the food services program and an additional $55,291 
to support the employee cafeteria and catering programs. General fund contribution 
projections for the 2007-08 fiscal year are $481,338 and $69,401 respectively or $168,122 
more than the prior year based on the county’s 2007-08 second interim financial summary 
report. The county office administration is supportive of both programs and expresses a 
willingness to work with the Food Service Manager to improve fiscal accountability and 
services. 

The county office has encouraged the Food Service Manager to attend training and 
professional growth sessions, participate in county meetings and visit school sites. 
However, the manager indicated that she is unable to leave the central kitchen because 
of extensive student and adult meal preparation requirements and the catering workload. 
The central kitchen prepares 600 lunches a day, and most of the manager’s time is 
spent helping prepare food items in the kitchen, which leaves little time for office 
responsibilities and paperwork requirements. The manager was not familiar with who 
serves meals at the sites and could not verify that the staff had been trained in appropriate 
meal counting and collection procedures. 

Meals Per Labor Hour
The county office Food Services Unit is unique in that all labor hours charged to the 
program are worked in the central kitchen. Site staff members, including teachers, school 
secretaries, aides and principals, perform duties that are usually charged to food services. 
The cost of site labor, which includes maintaining checklists and rosters, collecting 
money for meals and serving meals, is absorbed by each school and not reflected as a 
charge to the food services program. In spite of this, the food service program projects 
an extremely high labor cost at 151% of projected income as indicated in the income and 
expense statement ending March 31, 2008. Most items on the school menu are heat and 
serve, and few items are cooked from scratch. A labor cost of up to 48% of income would 
be acceptable under these circumstances, but ideally should be closer to 40%. 
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Calculating meals per labor hour (MPLH) is a management tool that helps determine 
appropriate food service staffing. The number may vary from school to school depending 
on the number of students served, menu items and production requirements. For example, 
a school preparing all menu items from scratch requires more labor hours and produces 
fewer meals per labor hour than a school preparing ready to use or heat and serve items. 
MPLH can vary greatly based on factors such as the type of foods prepared, the number 
of items prepared, the method of preparation (heat and serve versus scratch cooking), 
transporting methods and clean-up requirements. MPLH are determined by converting 
all meals served to a meal equivalent based on a standard unit of production which is the 
school lunch. The MPLH calculation is as follows:

A reimbursable lunch and a complete adult lunch are each considered one •	
meal equivalent. For example, 50 student lunches + 5 adult lunches = 55 meal 
equivalents.

Standard procedure specifies that two breakfasts equal one meal equivalent. For •	
example, 10 breakfasts/2 = 5 meal equivalents. 

A la carte meal equivalents are calculated by dividing the dollar amount of a •	
la carte sales by the total of federal reimbursement for a free lunch plus the 
commodity value of the lunch. For example, $300 a la carte sales/($2.47 + 
$0.2084) = 112 meal equivalents.

Total meal equivalents are then added together and divided by the total number of •	
labor hours.

FCMAT found that the county office’s meal production is extremely low at 19 meals per 
labor hour (MPLH). This calculation included time for special needs diets, catering and 
staff cafeteria food preparation. Industry standards suggest that MPLH should be 40-50.

Meal and Production Cost
The Food Services Unit budget projects an extremely high food cost of 89% of projected 
income as indicated in the income and expense statement ending March 31, 2008. This 
percentage reflects only the cost of food purchased and not costs for supplies, transport, 
energy and processing. Using heat and serve items as is the county office’s current 
practice, food cost should average 35% to 40% of income. 

The Food Services Unit prepares approximately 600 lunches per day. This total is based 
on enrollment at each site and should be based on the number of students participating 
in the food service program each day. Reimbursement claim forms for the current school 
year indicate that an average of 430 lunches is claimed per day. The Food Services Unit 
was unaware of what happens to the extra meals sent to the sites. During the FCMAT site 
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visits, the site staff indicated that the food remaining after meal service was distributed at 
no cost as “seconds,” saved for use as snacks or discarded. Menu production worksheets 
showing the number of servings planned, amounts of food served and food remaining 
after meal service were unavailable for the current school year through January 2008. 
FCMAT reviewed the February worksheets, but information was incomplete and the 
worksheets appeared to have been filled out during the FCMAT visit. The state requires 
daily menu production worksheets to be completed daily, and noncompliance could result 
in fiscal action during a state audit. 

Approximately 260 student breakfasts are prepared daily, but an average of only 160 
breakfasts per day are claimed for reimbursement. The Food Services Unit does not 
receive meal counts daily as meals for lunch leave the central kitchen before school 
begins. The amount of food prepared is based on school site enrollment and the number 
of students who have meal applications on file. 

Overproducing approximately 170 lunches and 100 breakfasts per day equates to an 
estimated expenditure of $63,000 in annual food cost that is not offset by any income. 
The Food Services Unit would also realize approximately 25-30% savings in labor cost 
if the extra food was not produced, and labor hours were reduced accordingly. The Food 
Services Unit is unable to claim an estimated $100,000 in federal and state reimbursement 
per year based on the numbers of meals prepared versus the number of meals claimed. 
The October 2007 reimbursement claim indicates that only 64% of enrolled students 
participate in the lunch program. The Food Services Unit should work to increase student 
participation since claiming additional meals would help cover the extremely high labor 
cost.

Only five of the county office’s school sites offer the School Breakfast Program. The 
county office should implement the School Breakfast Program at all sites, which would 
provide the potential of increased participation from 160 breakfasts per day to more 
than 400 per day. This increased service should also be well-received and utilized by the 
students. The additional breakfasts should be prepared and served without an increase in 
labor hours.

An additional opportunity for increased participation in the food services program is 
offering breakfast and lunch to the toddlers and infants of students attending the county 
office’s Teen Parenting Program. The meals would be claimed by following the eligibility 
and meal pattern requirements. The Food Service Manager should work with the parents, 
following National School Lunch Program guidelines, to develop the appropriate menu. 
The Food Services Unit could also implement the After School Snack Program. Local 
organizations donate paper goods and snacks to various schools. The Food Services Unit 
should supply these items as part of the reimbursable meal programs. Opportunities 
for increased revenue may also be available by contracting with private schools and/or 
charter schools for food services.
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The department’s utility drivers are a good source of information regarding quality 
of food delivered and waste or leftover product at the schools. The manager should 
be encouraged to work with the drivers to determine actual usage. For example, 
approximately 100 oranges and apples and numerous boxes of cereal and cereal bars 
were leftover from prior meals at one site. Yet additional apples were delivered the day of 
FCMAT’s site visit. Accurate production would reduce waste and labor costs.

The alternative education schools, grades 7-12, follow Provision 2 meal requirements 
and the K-12 special education schools are pricing sites. The Food Services Unit believes 
that the Traditional Meal Pattern and offer versus serve are implemented at all sites. 
FCMAT reviewed the 2007-08 School Nutrition Program Site List, which states that the 
Traditional Meal Pattern should be implemented at 27 sites, including summer schools. 
However, the Enhanced Food-Based Menu Plan should be implemented at six sites. It 
appears that the Enhanced Food-Based Menu Plan has not been implemented.

Provision 2 Schools
A review of meal participation and claim forms suggests that the number of meals 
claimed in the current year at Provision 2 schools is based on the number of students 
eligible for free, reduced price and paid meal categories in the base year. If this is true, the 
procedure is incorrect. Claims must be based on the number of reimbursable meals served 
by category in the base year. Care must be taken to ensure meals are claimed properly for 
Provision 2 schools. If the current practice continues, it could become a finding during 
the next Coordinated Review Effort (CRE) audit. Information regarding Provision 2 is 
attached as Appendix A to this report.

Because all meals are served at no charge to children in Provision 2 schools, the food 
services program no longer receives payment from households who would normally 
pay the reduced price and full price for meals. Therefore, the school must make up the 
difference between federal and state reimbursement and actual meal costs. Schools 
considering Provision 2 must determine whether the savings in administrative costs 
gained from reducing application burdens and simplifying meal counting and claiming 
procedures under Provision 2 offset the costs of providing meals at no charge to all 
children. There is no requirement that a minimum percentage of children enrolled 
must be eligible for free or reduced price meals. However, Provision 2 may be a good 
alternative for schools in the school food authority with a high percentage of children 
eligible for free and reduced price meals. Participating schools may return to standard 
procedures at any time. The Food Services Unit may request a four-year extension of 
Provision 2 for a school if the income level of the school’s population has remained the 
same or improved by a negligible amount.
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The department should ensure food safety by continuing to check food temperatures 
and maintaining logs that document the times that each temperature is taken. Holding 
times for food should also be monitored to ensure compliance with time limits. Some 
food items are not appealing if held for long periods of time. A sample of each food item 
served should be kept at holding temperature from the time the food is prepared until the 
food service truck returns to the central kitchen so that the staff can monitor items daily.

Recommendations
The county office should:

Require the Food Service Manager to complete administrative tasks.1.	

Significantly reduce or eliminate general fund contributions to the food service 2.	
program.

Evaluate the delivery schedule and number of meals served at each site to 3.	
determine whether it is fiscally prudent to continue serving each site or whether 
the department should consider contracting with school districts for meals 
provided at some of the sites.

Ensure that site staff members are trained in appropriate meal counting and 4.	
collection procedures.

Increase student lunch and breakfast participation significantly and/or decrease 5.	
labor and food costs so that they meet industry standards.

Base student meal production on the estimated number of students who will eat 6.	
breakfast and lunch daily at each site, rather than on eligibility or site enrollment.

Direct the Food Services Unit to communicate with sites to develop a daily meal 7.	
count estimate. 

Ensure that daily menu production worksheet estimates are available in advance 8.	
of meal preparation to act as an order guide and preparation schedule for staff. 
The worksheets must also be completed each day to reflect actual meal counts and 
amounts of foods prepared and leftover.

Implement the School Breakfast Program at all eligible sites.9.	

Offer breakfast and lunch to the toddlers and infants of students attending the 10.	
county’s Teen Parenting Program. 

Implement the After School Snack Program.11.	
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Consider contracting with private schools and charter schools for food services to 12.	
increase revenue.

Monitor and reduce food waste and leftover/excess production.13.	

Ensure that Enhanced Food-Based Menu Planning has been implemented at 14.	
approved sites.

Review calculation formulas used to determine the number of free, reduced price, 15.	
and paid meals for nonbase year Provision 2 schools. The county office should 
contact Nancy Parker, Child Nutrition Consultant, Nutrition Services Division of 
the California Department of Education at (714) 685-3167 for detailed information 
regarding modifying submitted claims. 

Review the requirements for Provision 2 meal counting and claiming option and 16.	
determine whether additional schools should be added or current schools dropped 
from the program. 

Direct the Food Service Manager and fiscal services personnel responsible for 17.	
filing claims for reimbursement to attend Provision 2 training offered by the 
California Department of Education Nutrition Services Division. The county 
office should ensure that Provision 2 formulas are applied correctly to claims for 
reimbursement. 

Ensure that personnel from the Fiscal Services Department meet with the 18.	
Food Service Manager weekly to make certain that topics important to both 
departments are understood by all personnel involved.

Monitor food temperatures and holding times to ensure compliance with 19.	
regulations. The county office should keep a sample of daily food items at holding 
temperature in the central kitchen and monitor for quality and serving appeal.
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Staffing
In addition to providing meals for the school sites, the Food Services Unit operates a 
catering program and an employee cafeteria that serves approximately 20-25 breakfasts 
and 35-40 lunches per day. Separate budgets are prepared for the school breakfast/lunch 
program and the catering/employee cafeteria program. The department includes the 
following staff members:

One Food Service Manager – eight hours•	
Five food service assistants – four hours each•	
One Cook – four hours•	
Two utility drivers – eight hours each•	

 
In 2001-02, six cafeteria cook and assistant positions were reduced from eight hours to 
four hours per day as a cost saving measure. At present, the six four-hour positions are 
scheduled to work in two separate shifts. Three work from 5:30 a.m. to 9:30 a.m. and 
three work from 10 a.m. to 2 p.m. One shift of workers is frequently unable to complete 
required tasks before the end of the workday, and the manager feels responsible for 
personally finishing those duties. The manager works with the assistants to ensure food is 
prepared to meet transport, cafeteria and catering deadlines. 

Because the manager helps prepare food, this employee indicated there is insufficient 
time for training and required administrative duties. These duties include completing 
inventories, filling out menu production worksheets, making site visitations, participating 
in department meetings and joining allied associations. 

It is essential for the Food Service Manager to fulfill the requirements of the position’s 
job description and program requirements. FCMAT observed that several of the required 
duties are not being completed. Time must be scheduled to complete required paperwork, 
ensure counting and claiming procedures are followed according to program regulations, 
make certain meal patterns and portion requirements are followed, increase participation 
and reduce expenditures to reduce/eliminate contributions from the general fund, visit 
schools, communicate with peers and students, participate in training sessions, provide 
training to the staff, and complete annual staff evaluations. The upcoming Coordinated 
Review Effort (CRE) audit may result in fiscal sanctions if the state requirements are not 
in place. Several of these areas were cited in the CRE dated March 2005. 

Given the current student meal participation, the minimal number of meals served in 
the employee cafeteria and infrequent catering orders, the central kitchen is significantly 
overstaffed. As previously discussed, the department produces approximately 19 meals 
per labor hour and should prepare 40-50 meals per labor hour, according to industry 
standards. If meal counts do not increase, staffing should be reduced to meet industry 
standards. It may also be beneficial to stagger the food service staff’s shifts throughout 
the day to provide better coverage for the central kitchen.
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The department’s two utility drivers deliver meals to school sites and also deliver mail 
to and from the sites. The utility drivers’ salaries and benefits are charged entirely to the 
food service budget. 

The Food Services Unit does not have a staff member assigned to clerical tasks, and the 
manager processes student meal applications. Reassigning application processing to the 
fiscal services staff should provide the manager with more time to perform administrative 
duties.
 
Training for the central kitchen staff in areas such as food safety and basic food 
preparation should be provided to help optimize service and knowledge in the 
department. The Food Service Manager should also receive leadership/supervisory 
training, which can be obtained through organizations such as the California 
Association of School Business Officials (CASBO), the Association of California School 
Administrators (ACSA), and the California School Nutrition Association (CSNA). The 
manager should also visit other county office and district food service operations to 
develop further expertise in the food service field.

Central kitchen staff members have not received performance evaluations in several 
years. It is important for employees to receive evaluations annually and for the manager 
to ensure that the collective bargaining agreement is followed concerning the evaluation 
process. 

Recommendations
The county office should:

Increase meal counts or reduce the staff in accordance with industry standard 1.	
meals per labor hour. The county office should also ensure that provisions of 
collective bargaining agreements are followed when making changes to positions.

Consider staggering the shifts for part-time employees to provide for an overlap in 2.	
coverage throughout the day.

Consider prorating the utility drivers’ salaries to the general fund based on the 3.	
portion of time spent delivering mail.

Consider processing meal applications in the Fiscal Services Department.4.	

Provide the central kitchen staff with training in areas such as food safety and 5.	
basic food preparation.
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Provide the Food Service Manager with training in areas such as employee 6.	
evaluation and leadership/supervisory skills. The county office should also 
encourage the manager to visit other county office and district food service 
operations.

Ensure that staff performance evaluations are completed annually and in 7.	
accordance with the collective bargaining agreement.
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Purchasing and Inventory Control
Inventory records for food and supplies were not available for 2005-06, 2006-07 and 
2007-08. FCMAT was provided a commodity inventory form, however, the information 
on the form was incomplete and did not agree with orders and usage. It is imperative 
to inventory food and supplies monthly especially because of the extremely high cost 
of food at present. The department should be able to track all food items from the time 
food arrives at the central kitchen until it is served. The manager should work with fiscal 
services personnel to formulate a basic computer spreadsheet to calculate the value of 
food and supplies on hand. 

The department receives United States Department of Agriculture (USDA) commodity 
foods through membership in the Super Foods Co-Operative. Commodities are USDA-
donated foods that may be used in the National School Lunch/Breakfast Program. A 
school agency’s commodity entitlement is established annually by the federal government 
and is based on the number of reimbursable lunches served. The commodities may be 
processed into more usable items by sending them to processors who have been approved 
by the state or the USDA. Processors must meet specific requirements and are regularly 
reviewed by the state or USDA. Processors are required to have an approved agreement 
on file to participate in the program. Commodity processing allows agencies to better 
utilize USDA-donated foods by converting them into more convenient and usable items. 
Processing commodities often makes the most efficient use of donated foods by reducing 
waste, stabilizing food costs through portion control, providing a variety of food choices 
and increasing food safety. 

Other items are purchased each week from various vendors. The Food Services Unit 
does not bid or use requests for quotations (RFQs) for the purchase of noncommodity 
foods, baked goods, dairy products, produce and other supplies. A review of produce 
and dairy invoices found that the department pays full retail or “off-the-street” prices 
for these items. This was confirmed when FCMAT met the produce vendor during a 
regularly scheduled delivery. Oranges delivered the prior week were spotted, brown, and 
were not navel oranges for eating, but cost slightly more than 15 cents each. The team 
inspected size 125 apples and learned the price was 25 cents each, considerably more than 
the acceptable price in most districts. The vendor credited the department for the prior 
delivery, agreed that the product was inferior and stated the pricing was not comparable to 
surrounding school district bid pricing. The following day, the vendor provided a revised 
price list and indicated his willingness to work with the manager. 

The practice of using bids or RFQs for the purchase of major food items and supplies 
should result in lowering food cost from the current 89% of income to a more acceptable 
level. By receiving consistently acceptable and appealing products, students and adults 
are more likely to participate in the food service program and less likely to discard food.
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Recommendations
The county office should:

Ensure that food and supplies are inventoried monthly and create a computer 1.	
spreadsheet to calculate the value of the inventory. 

Use current inventory counts when purchasing food and supplies. 2.	

Assign the Food Service Manager to work with the Purchasing Department to 3.	
develop specifications for food and supplies and award annual vendor contracts 
based on bids or RFQs. 
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School Menus
The Food Services Unit offers two student lunch menus each month. The special 
education lunch menu offers items such as meatloaf, chicken nuggets, ravioli, macaroni 
and cheese, canned fruits and vegetables on a repetitive basis. All these foods are easily 
modified to meet students’ requirements for whole, ground, and puréed foods. A second 
menu, ACCESS/YFRC is for alternative education students and typically includes 
minicheeseburgers, burritos, pizza, chicken sandwiches, oranges, apples and shredded 
lettuce. Special education students may also choose the ACCESS/YFRC menu.  

The special education menu for March 17 included meatballs, green beans, applesauce, 
Elf Grahams and milk; March 18 included chicken patty, sweet potatoes, fruit mix and 
milk. The food service staff prepares the food, heats, wraps it in foil and places it in 
warmers for transport. The meals seem to be acceptable to students and the staff. 

The ACCESS menu for March 17 included corn dogs, vegetarian beans, apple and milk; 
March 18 included minicheeseburgers, pickle chips, shredded lettuce, apple and milk. The 
students were asked their likes and dislikes for food items and made reasonable requests 
for some changes to the menu. 

The 2007-08 School Nutrition Program Site List indicates that the Traditional Meal 
Pattern should be implemented at 27 sites including summer schools and the Enhanced 
Food-Based Menu Plan should be implemented at six sites. Haster Day School does not 
indicate which meal pattern should be followed. It was not possible to determine whether 
all meal components were offered each day because menu production records, portion 
sizes and food specifications were not available from July 2007 through January 2008. 
However, it appears that the Enhanced Food-Based Menu Plan has not been implemented. 

The Enhanced Food-Based Menu Plan requires additional servings of fruit/vegetable 
and grain/bread components. A smaller serving option is available for students in 
kindergarten through third grade. Older students will benefit from the additional food and 
increased nutritional value of this meal plan. Appendix B, which is attached to this report, 
includes information regarding Enhanced Food-Based Menu Planning.

Federal guidelines require a completed Medical Statement (CDE Form CNP-925) for 
all requests for special meals and/or accommodations. The Food Services Unit should 
distribute these forms to the school sites and ensure that a form is completed and on file 
before modifying menu items for students. A copy of CDE Form CNP-925 is attached as 
Appendix C to this report.
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Recommendations
The county office should:

Consider implementing the Enhanced Food-Based Menu Planning option for 1.	
breakfast and lunch at all sites instead of the Traditional Food-Based Menu Plan. 

Direct the Food Service Manager to work with the county office nutritionist to 2.	
establish student focus groups to help revise the menus and taste test new food 
items and assist with nutrition education.

Include the Food Service Manager on the Wellness Policy Committee.3.	

Ensure that CDE Form CNP-925 is completed and on file before modifying menu 4.	
items for students.

Contact Nancy Parker, Child Nutrition Consultant, at the California Department 5.	
of Education at (714) 685-3167 for assistance in areas of concern such as menu 
planning, menu production records as well as any other required documentation 
that is not being completed. 

Direct the Food Service Manager to attend food-based menu planning classes 6.	
which are periodically provided by the California Department of Education 
Nutrition Services Division. Inquiries should be directed to Violet Reoffs at (916) 
322-1563 or (800) 952-5609; or Anna Jones at anajones@ucdavis.edu or (530) 
752-8905.
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Site Visits
FCMAT visited a special education school site, a teen parenting program, and an 
alternative education site. Several of the special education students require modified foods 
such as puréed and mechanical soft in addition to regular foods. The site counts meals 
served to students and reports the numbers to the school secretary who completes the 
daily roster. Daily meals are counted by eligibility category, recorded on a spreadsheet, 
and the information is sent to the Food Services Unit at the end of the month for 
compilation in the reimbursement claim. The secretary notifies the Food Service Manager 
of dropped and added students by e-mail as the changes occur. Breakfast is not available 
at this site. The on-site staff is helpful and supportive.

The teen parenting program provides lunches for enrolled adults. Food must be brought 
from home for babies and young children. Breakfast is not available at this site, but was 
requested by the site during FCMAT’s visit. Site staff members report that they have 
been told they do not qualify for the breakfast program since lunch is served at 10:30 a.m. 
Classes are held from 9 a.m. to 1 p.m., and the program hours are from 7:30 a.m. to 3 p.m. 

FCMAT met with students and staff members at the alternative education site to discuss 
the food service program. The students made reasonable requests for salads, additional 
quality fresh fruits and vegetables, ranch dressing and breakfast cereal. They frequently 
rejected baked/vegetarian beans, macaroni and cheese, soggy quesadillas and garlic bread 
pizza. As a class project, the students plan to correspond with the Food Service Manager 
explaining their opinions and offering suggestions for an improved menu.

Some sites have student stores that offer snack foods for purchase during the school day. 
Several state and federal regulations must be followed regarding competitive food sales 
on school campuses. Appendix D, which is attached to this report, provides information 
from the California Department of Education and the California School Nutrition 
Association regarding competitive food sales.

Sites use several different forms to record daily meal counts. These forms are forwarded 
to the Food Services Unit monthly, tallied manually by the Food Service Manager and 
transferred to an Excel spreadsheet. Based on the size of the program, it is probably not 
cost efficient to purchase a point-of-sale (POS) system. However, a standard spreadsheet 
should be developed for all sites and made available on the county server so the manager 
can retrieve the information daily. Food Services personnel should also be provided 
with training on the spreadsheet software to allow site counts to be downloaded into one 
monthly spreadsheet. 

A supply of paper products required for meal consumption is left at each site. The sites 
are to notify the department when additional supplies are needed. However, this practice 
is not consistently followed, and some sites obtain the necessary paper products from 
other sources.
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The Food Services Unit should welcome the opportunity to meet with students, 
improve menu choices and increase participation. A varied menu with several entrée 
choices, quality fresh fruits and vegetables and flavored milk should result in increased 
participation. Breakfast and lunch menus should be revised based on student acceptability 
and on food items that maintain their aesthetic appeal when transported from the central 
kitchen to the school sites. 

Recommendations
The county office should:

Direct the Food Service Manager to work with the county office Technology 1.	
Department and/or Fiscal Services Department to develop standard forms and 
spreadsheets to record meals served by category. The county office should require 
all sites to use the same forms and report the information to the Food Services 
Unit on a daily basis.

Confirm that approved meal counting and collection procedures are followed by 2.	
site staff, portion sizes are correct and follow the meal pattern, offer versus serve 
is implemented, and amounts of leftover food items are recorded. 

Implement the School Breakfast Program at all sites, including teen parenting 3.	
programs.

Direct the Food Service Manager to visit every school site several times during 4.	
each school year and obtain student input on menu development. 

Ensure that state and federal regulations regarding competitive food sales are 5.	
followed. 

Implement a process to ensure paper goods necessary for meal consumption are 6.	
provided with each meal.
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Catering
The Food Services Unit has a catering program that offers simple breakfast and lunch 
items for meetings at the county’s administrative offices. The county office often orders 
food from outside vendors instead of the Food Services Unit because the unit does not 
provide enough flexibility to its customers. The department requires five days’ notice for 
catering requests and discourages customers from ordering certain foods, such as meat 
trays, that staff considers time consuming to prepare. This is cumbersome for customers 
and may cause the department to lose business. When confronted with last-minute 
orders, the department should discuss with customers what food options are available. 
For example, instead of Danish, the department can offer site-baked coffee cake. Meat 
trays and rolls can be offered instead of sandwiches. When taking orders for catering, it is 
important to give customers what they want.

Fruit platters were ample in quantity, but lacked aesthetic appeal. Ideas for a more creative 
presentation would include slicing instead of dicing some fruit. This would also save 
production time. After a morning function catered by the department, only cantaloupe 
was left on the trays. This would indicate that either the melon was not ripe or the fruit 
trays did not contain enough variety.

The amount of time spent to prepare some catering orders should be monitored and 
reduced. For example, FCMAT observed that it took too much time to prepare a catering 
order for sandwiches, and the meat portions were too large. The department slices meats 
very thinly, which makes it difficult to ensure the correct weight for each sandwich. This 
practice also makes it more time consuming to prepare a meat tray since each piece of 
meat must be rolled for aesthetic appeal. If the meats were sliced a little thicker, they 
could be layered on trays attractively in much less time than the current process. The 
meat slicer should be kept sharp so the meats can be sliced with the appropriate thickness. 
The department should also check pricing for presliced meats and cheeses and compare 
those prices with the cost of having an employee slice meats. Appearance and quality 
must also be considered when comparing products. 

It is important to consistently present catered food items in an appealing manner. While 
the department serves some foods on round catering trays, some are served on cafeteria 
trays covered with foil and a paper doily. Table cloths should also be used when catering. 
If linen table cloths are not available, colored paper cloths should be used, possibly with a 
color scheme that identifies the Food Services Unit.

The department lacks some of the proper equipment needed to complete required tasks. 
To improve production time, the proper tools and equipment should be acquired and the 
staff should be trained in their proper use. For example, sharp knives, an avocado slicer, 
an ounce scale, a tomato slicer and instant thermometers could help increase production.
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Some catering items are priced less than the same items in the employee cafeteria. For 
example, the eight-ounce yogurt is listed for 75 cents on the catering order form and 
priced at $1 on the cafeteria menu. Catering items should not be sold for less than the 
price in the employee cafeteria since they are delivered by the food service staff. All 
catering prices should be reviewed, and a standard mark-up should be applied to most 
items that reflects a 33 to 40% food cost. For example, if a product costs 50 cents, the 
selling price would be $1.25 to $1.50. Items such as coffee, and fountain drinks typically 
reflect a much higher mark-up because these are a program’s profit-making products.

Food costs for the employee cafeteria and catering program should be between 33 to 40% 
and labor costs from 35 to 45% of income. The 2007-08 third quarter income and expense 
statement reflects food cost at 49% and labor at 59% of income. Because the food services 
staff members work to prepare meals for the National School Lunch Program and the 
catering/employee cafeteria programs simultaneously, it can be difficult to determine the 
exact amount of labor to attribute to each program. Labor hours should periodically be 
assessed to ensure each program is charged correctly.

Recommendations
The county office should:

Consider modifying the order notification time for catering requests to 24 hours to 1.	
reflect industry standards. 

Provide customers with food options for last-minute orders. 2.	

Use a variety of appealing and ripe fruits for catering.3.	

Consider using presliced meats and cheeses for catering orders.4.	

Provide employees with training on portion size, presentation and production 5.	
methods to ensure that time and money are not spent unnecessarily for labor and 
food costs.

Acquire and use the appropriate catering equipment to enhance production and 6.	
provide appealing serving displays.

Price catering items at or above prices for the same items in the employee 7.	
cafeteria.

Ensure that a mark-up that reflects a 33 to 40% food cost is applied to most 8.	
catering items.
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Significantly reduce or eliminate general fund contributions to the employee 9.	
cafeteria/catering program. 

Reevaluate the number of labor hours being charged to the catering/employee 10.	
cafeteria program.

11. Increase meals served and catering orders or reduce staff in accordance with 
industry standards. The county office should ensure that provisions of collective 
bargaining agreements are followed when making changes to positions.
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Employee Cafeteria
The food service staff members are friendly, helpful and provide quick service. The 
employee cafeteria is clean, but lacks décor. A large menu board with prices should be 
prominently displayed instead of taping an 8½ x 11-inch piece of paper to the counter with 
the typed menu items and prices. The foods prepared for sale were attractively presented 
with the exception of the cottage cheese cups that were displayed in covered Styrofoam 
bowls. The cafeteria offers a broad menu including made-to-order salads, hot and cold 
sandwiches and a daily special. 

The St. Patrick’s Day corned beef, potatoes and cabbage special was appealing, but was 
not sufficiently advertised, and only one of 13 prepared meals was sold. The portions for 
the special were generous and appeared to represent a high food cost especially since 12 
servings were not sold. 

The cafeteria is open for breakfast from 7:45 a.m. to 9 a.m. and is reported to serve 
approximately 20-25 customers per day. The cafeteria is open for lunch from 11:30 a.m. to 
1 p.m. even though many employees don’t eat lunch until 1:30 p.m. On the day FCMAT 
observed the employee cafeteria during lunch, there were approximately 40 customers. 
The county office administration facility houses approximately 400 employees. The 
customers arrived throughout the lunch period, generally on the hour and half-hour.

One employee usually works on the serving line and rings a bell when additional staff 
members are needed. At peak periods, the manager and all three food service employees 
on shift work the serving line. Until there is greater participation in the cafeteria, two 
employees should be sufficient to serve customers. During a minor rush that occurs 
about 12:30 p.m., a third employee might be needed on the serving line for approximately 
10 minutes. Since many county employees take their lunch break at 1 p.m. or later, the 
cafeteria would benefit from staying open longer. With the rescheduling of food service 
employee starting times, the cafeteria could stay open longer and still have time to clean 
and prepare for the next day.

The employee cafeteria should be advertised extensively throughout the county office. 
The cafeteria menu is located on the county’s Web site, but is not easy to access.

The department should consider introducing new items in the cafeteria. For example, 
some school agencies have worked with Starbucks Coffee to offer coffee, lattes, 
cappuccinos and mochas to staff. This would require an initial investment, but could 
increase sales dramatically. 
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Recommendations
The county office should:

Install a large, attractive menu board above the serving line.1.	

Update the cafeteria décor with bright new table covers and hang pictures on the 2.	
walls.

Limit the menu options available. Salads should be prepackaged and placed in the 3.	
refrigerated case. Sandwich options should be limited to one or two cold and one 
or two hot choices per day. One of the choices could be the most popular sandwich 
served daily.

Ensure food service employees are trained on portion sizes.4.	

Consider staying open longer during the lunch period.5.	

Monitor times for breakfast sales, and determine whether cafeteria breakfast hours 6.	
should be changed based on the county office’s employee start time of 8 a.m.

Limit the number of employees on the serving line to two except during a rush 7.	
period where three may be required.

Work with the Technology Department to make the cafeteria menus easier to view 8.	
on the Web site. The county office should consider creating an advertisement that 
displays on each employee’s computer screen advertising the daily special.

Consider introducing new items in the employee cafeteria.9.	
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Appendices
Provision 2 Guidance and Claim WorksheetA.	
Enhanced Food-Based Menu PlanningB.	
Medical Statement to Request Special Meals and/or AccomodationsC.	
Food Sale and Beverage RestrictionsD.	
Financial DataE.	
Study AgreementF.	
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