Item:  8      Page:  57
Item:  8      Page:  56


[image: image1.wmf]           Finance

CATERING

BEST VALUE REVIEW

BEST VALUE REVIEW – CATERING
Structure of Report


Page
1.
Executive Summary
6
2.
Introduction
10
3.
Background
12
4.
Performance Management
14
5.
Financial Management
20
6.
Income Collection
25
7.
Service Management and Structure
27
8.
Options for Service Delivery
31
9.
Menus and Healthy Eating initiatives
35
10.
Capital Investment
37
11.
Key Recommendations
39
Appendices:-

1.
Full list of members of the Project Team




43
2.
Terms of Reference







44
3.
Analysis of Trading Performance





46
4.
Questionnaire to Secondary School pupils



48
5.
Questionnaire to Primary School parents



53
6.
Performance Statistics






57
7.
Catering Service SWOT analysis





58
8.
Aberdeenshire Improvement Model




60
1.
Executive Summary
1.1
The Trading position of the Catering Service is extremely poor and the Service is largely judged on this basis.  Significant additional sums have been paid to the Catering Service to reduce the level of net cost, including a significant proportion of “Hungry for Success” grant.  As a result the Catering Service is perceived as being heavily subsidised.  

1.2
The Best Value Review Group believes that the Catering Service may be underfunded.  However significant improvements are required to performance and financial management information before any conclusions can be drawn as to whether the Catering Service is providing best value.

1.3
The Catering Service has acknowledged that there is a lack of effective management through its own self assessment exercise.  This has highlighted the present management structure, with a focus on “fire fighting” rather than development and leadership.  The Best Value Review has identified significant weaknesses in performance and financial management, the lack of accountability, and the lack of quality information on which to assess performance as evidence that supports this view.
1.4
There needs to be greater clarity over how the Catering Service is valued.  Most of the measures that are used, both within the Council and nationally, are financial and do not necessarily measure quality or performance.  It is essential that this situation is addressed urgently if improvements in the service are to be delivered.  It needs to be recognised that additional resources may be required to deliver these improvements.

1.5
The Service is currently judged on the basis of net profit/loss and unit costs of meals produced.  Customer feedback on the quality of service and menu choice is extremely positive.

1.6
The Best Value Review Group has considered other options for service delivery but does not feel that these should be pursued at this stage.  The geography of Aberdeenshire creates many challenges for service delivery.  At present there is some element of cross-subsidy of service to ensure standard menus and prices.  The Review has concluded that the benefits of this arrangement could be lost if any alternative solution were to be considered.

1.7
The Best Value Review Group has therefore concluded that the present Catering Service should continue in its present form, but subject to a range of detailed recommendations that require to be implemented as a matter of urgency.  These total twenty and are detailed in Section 11 of this report.

1.8
The financial performance of the Catering Service, in terms of unit costs and prices charged, is not “out of line” with other councils.  Financial management information is not however of a level of detail necessary to provide the quality of information necessary to ascertain the actual cost of the service.  As a result the Best Value Review Group recommends that the service is recosted from scratch, with budgets built up from detailed menu costings and staffing models.

1.9
The existing Service Level Agreement (SLA) is not fit for purpose and requires to be re-written.  The client service has no real idea of exactly what it is paying for.  The basis of the annual subsidy is calculated simply from a financial model that does not reflect the requirement to meet nutritional content of meals.  The SLA takes no account of the need to over-produce to provide allowance for offering full menu choice to all pupils.  

1.10
The SLA transfers all financial risks to the Catering Service in terms of assessing the financial performance.  Risks arise from:-

· price variances

· volume variance

· cost variance

Whilst these risks impact on the trading performance of the Service ultimately the overall budget deficit has to be met by the Council.  In previous years savings have been sought from the Education, Learning & Leisure Service to offset these budget deficits.

To that effect the ultimate risk of a budget deficit rests with either the Education, Learning & Leisure Service or the Council as a whole.

There are no mechanisms in place to monitor these issues, many of which are outwith the direct control of the Catering Service.  Close monitoring of variances would allow a greater understanding of budgetary control and enable action to be taken to address variances.

1.11
A number of local variations have been made at an individual school level.  These relate to menu changes, serving arrangements, and in-service days.  All of these variations have potential financial implications, but there is no financial accountability for these decisions at a school level.  As part of the re-drafting of the SLA either financial accountability needs to be aligned with management responsibility or no local variations should be allowed.  Several areas of best practice were identified during the review and those should be developed, through the issue of guidelines, for all schools to follow.
1.12
The Best Value Review Group was asked to consider a Modernisation Review of the Catering Service as part of this wider review.  The Group has however recommended that a more in-depth Management Structure Review is required to address concerns over weaknesses in performance and financial management.

1.13
The Group has found that the staffing model used by the Catering Service is robust.  This model does not however consider the grades and job content of staff.  Analysis of other councils has indicated a significant variation in hourly rates for staff.

1.14
As a result of this analysis the Best Value Review Group recommends that a full review of job content is undertaken.  This may result in a revision to existing hourly rates, and the financial implications of this will have to be carefully assessed.  The Best Value Review Group is particularly concerned that there is no financial responsibility for budgets at an individual kitchen level.  This is a key weakness in budgetary control when service management and financial management are not aligned.
1.15 The Management Structure Review of the Catering Service needs to consider the management structure, and the number of posts necessary to deliver the recommendations arising from this review.  It is essential that the management structure delivers improvement in performance.
1.16 The Best Value Review Group has considered carefully the issue of where the Catering Service should sit within the Council’s service structure.  There is no evidence to make a clear recommendation on this point.  The Best Value Review Group therefore concludes that efforts should be focussed on delivering the recommendations outlined within this report without restructuring the Service at this stage.  The Best Value Review Group considers that the most significant structural issue is the lack of financial and service accountability currently allowed through local variations.  However the Best Value Review Group is aware of a Management Structure Review currently underway in Education, Learning & Leisure.  One recommendation here is the creation of a client officer role.  The Management Structure Review of the Catering Service needs to consider the implications arising from this post and how it relates to their own service.
Wherever the Service rests there needs to be a clear alignment of management and financial responsibility.

1.17 The Best Value Review Group does however feel that there is a need to adopt a “whole school approach” which will link to the educational aspects of Hungry for Success.  There is a need to increase the profile of the Catering Service and better marketing is required.
1.18 The Best Value Review Group has recognised that one significant barrier to development is the capacity and quality of existing kitchens and dining areas.  The Group has recommended that an investment strategy is developed in conjunction with the Education, Learning & Leisure Service and should form part of school enhancements.
1.19 These recommendations are significant and will require an enormous amount of work from a number of Council services.  However these recommendations are essential if there is to be a clear understanding of the current service provision.  This in turn will allow decisions to be taken about future service delivery, and quality issues to be addressed, with full knowledge of the financial and quality implications.

2.
Introduction

2.1 Following the repeal of Compulsory Competitive Tendering (CCT) Legislation in 2003, the Catering Service was nominated as a “Statutory Trading Activity” under Best Value legislation enshrined in the Local Government (Scotland) Act 2003.

2.2 The Best Value legislation requires a Statutory Trading Activity to break even over a three year period.  The Catering Service has failed to achieve this target since 2004/05.  The reported financial results required to include an additional pensions charge to comply with accounting regulations for Trading Activities.  The subsequent withdrawal of trading account status, as outlined in paragraph 2.3 below, means that this additional charge is no longer required.

Since 2003 financial results are as follows:-

	
	
	Incl. Pensions Charge
	
	Excl. Pensions Charge

	
	
	
	
	

	2003/04
	
	Deficit 
£38,000
	
	Deficit
£38,000

	2004/05
	
	Surplus
£20,000
	
	Surplus
£56,000

	2005/06
	
	Surplus
£18,000
	
	Surplus
£93,000

	2006/07
	
	Deficit 
 £125,000
	
	Surplus
£21,000

	2007/08
	
	Deficit
 £550,000
	
	Deficit
 £422,000


However these results were improved by retrospective transfers of additional funding from the Education, Learning & Leisure Service under contract variations.  A full analysis of the trading performance is attached at Appendix 3.

2.3 In June 2007 Policy & Resources Committee agreed to withdraw the Catering Service from the statutory trading account status. This decision means that the service no longer requires to break even over a three year period.  However, like all Council services, the Catering Service is still required to demonstrate best value. 
2.4 All Aberdeenshire Council services are required to undergo a Management Structure Review as part of the Council’s response to Equal Pay legislation.  The Modernisation Review for the Catering Service was intended to be incorporated within this Best Value Review.  However this report now proposes a wider Management Structure Review.
2.5 The delivery of the Catering Service has changed under the Scottish Government’s Hungry for Success Initiative.  This has placed a strong emphasis on healthy eating, and means that the Catering Service must reflect the nutritional content of menus rather than providing menus that may be more attractive to school pupils and therefore increase financial returns.

2.6 The Nutrition Act, which came into force in August 2008, will place a greater emphasis on healthy eating and the nutritional content of menus.  This will have a significant impact on the Catering Service.

2.7 The Best Value legislation places a greater emphasis on service performance rather than solely focussing on financial performance.  This Review therefore encompasses the following four areas:-

· Performance management

· Financial management

· Income collection

· Service management and structure

3.
Background

3.1 Membership of the Best Value Review Project Team consists of representatives from the following services:-

· Planning & Environmental Services (P&ES)


-
the service responsible for providing the Catering Service
· Education, Learning & Leisure (ELL)

-
the main client for the Catering Service

· Finance

-
the service responsible for providing financial management information

· Personnel & ICT

-
the service responsible for providing advice in relation to employee issues

A full list of members of the Project Team is attached at Appendix 1.

3.2 The Terms of Reference (TOR) for the Best Value Review are attached at Appendix 2.  The TOR indicates that the Project Board is the PES Management Team and a Head of Service from ELL.  Given the significance of the Catering Service to ELL it is proposed that the BVR should also report to the full ELL Management Team, and this has been agreed by the Director of Planning and Environmental Services.
3.3 The Project Team has considered a range of documents as part of its review.  These are:-

· Association for Public Service Excellence (APSE)

-
Education Catering Performance Report 2006/07

· Scrutiny & Audit Report on Aberdeenshire School Catering

-
SAC Report No.3 April 2004

· School Catering Business Plan 2006-2011

· School and Other Catering Service Level Agreement

· 1st Draft 2008/09

· Catering Service

-
Strength, Weaknesses, Opportunities, Threats (SWOT) Analysis 2007

· Aberdeenshire Improvement Model (AIM)

· Catering 2007

· Financial Information

· Catering Budget 2008-2011

· Catering Budget Monitoring 2007/08 (at Jan 2008)

· Catering Activity Based Costing quarter 3 2007/08

· Her Majesty’s Inspector of Education (HMIE) Reports

· Chartered Institute of Public Finance & Accountancy (CIPFA)

-
Rating Review Actuals 2006/07

3.4 Further performance and other information was sought from the following Scottish councils.  
· Angus

· Argyll & Bute

· Dumfries & Galloway

· East Lothian

· Highland

· Midlothian

· Moray

· Perth & Kinross

· Scottish Borders

Responses were received from five councils, of which two have participated in the APSE Performance Report 2006/07.  These councils were selected as they are included in Audit Scotland’s grouping of councils, reflecting similar rural settlement patterns.
3.5 The Project Team has visited the following Secondary and Primary Schools to look at how the Catering Service is provided at separate areas:-
· Ellon Academy

· Meldrum Academy

· Portlethen Academy

· Portlethen Primary

· Fishermoss Primary

· Meiklemill Primary

· Ellon Primary

· Lairhillock Primary

· Hill of Banchory Primary

In addition the Project Team has interviewed senior pupils in Ellon Academy and issued a questionnaire to secondary school pupils (Appendix 3) and primary school parents (Appendix 4).

4.
Performance Management

4.1 The Review identified the following key measures of performance:-

External
-
APSE statistics


-
questionnaires
-
secondary school pupils




-
primary school parents

Internal
-
analysis of meals produced and sold


-
income per school


-
activity based costing


-
SWOT analysis


-
Aberdeenshire Improvement Model

4.2 The Catering Service is managed by Planning & Environmental Service with the main client being the Education, Learning and Leisure Service.  A Service Level Agreement (SLA) exists between the two services, on the basis of a client and contractor split, and is currently being reviewed.

4.3 The Review considered the relationship between the two services at two distinct levels:-

1) service wide basis

2) individual school level

4.4 The School Meal Service is provided by three distinct methods:-

a)
Production Kitchens

-
here meals are cooked and prepared for a number of schools


b)
Kitchens


-
meals are cooked and prepared for that school only

c)
Serveries

-
meals are brought in from a production kitchen and served to pupils (primary schools only)

4.5 The Review has considered methods of cooking and serving school meals, how meals are presented, and the nature and basis of investment in school kitchens and serveries.

External Performance Measurement – APSE statistics

4.6 APSE produce statistics across the whole of the UK.  However the Government’s Hungry for Success Initiative in Scotland has meant that there is limited value in any UK comparison, as the basis of meal content may be quite different.
4.7 The Review Group therefore decided to concentrate on comparisons with other Scottish councils.  At present roughly 50% of Scottish councils participate in APSE, however the Review Group considered that this provided a realistic basis upon which to consider the performance of the Aberdeenshire School Catering Service.

4.8 A full analysis of the performance statistics, and Aberdeenshire’s ranking is provided in Appendix 5.  The key conclusions are summarised below:-

a)
Areas of good performance
	(i)
	% meal uptake in primary schools
	51%

	(ii)
	direct costs as a % of total cost
	88%

	(iii)
	% staff absence
	3%

	(iv)
	average spend per pupil (secondary)
	79p

	(v)
	management costs as a % of total staff cost
	6.4%


b)
Areas of poor performance
	(i)
	secondary school free meal allowance (high cost)
	£1.93

	(ii)
	total cost per meal (high cost)
	£2.73

	(iii)
	primary school meals served per staff hour
	5.5

	(iv)
	food only cost ratio (secondary schools)
	41%


c)
Areas of average performance
	(i)
	price of a primary school meal
	£1.55

	(ii)
	% meal uptake in secondary schools
	34%

	(iii)
	unit staff cost ratio (secondary schools)
	50%

	(iv)
	subsidy per meal
	£1.17

	(v)
	free meal uptake
	54% - 97%


4.9 Many of these statistics do not measure performance as they are quantitative rather than qualitative. However they do form a basis for analysing and comparing performance. 

4.10 Secondary school statistics are calculated by dividing the total cash by the number of pupils to produce a cash equivalent figure. This means that the statistics can be influenced by the size of the school rather than the proportion of pupils taking school meals.

Conclusions
Staff absenteeism is well below the national average.  The Council has low management overheads, and as a result most costs are allocated directly to the cost of meal provision.

The Council has a comparatively high level of uptake in meals, particularly in primary schools, and performs well in comparison with other councils in ensuring that entitlement to free school meals is achieved.

However the cost per meal appears high in comparison to other councils.  Combined with “average” pricing this leaves a higher level of subsidy.  The staffing cost element of meals is average in comparison to other councils, suggesting that the cost of provisions may be the area for further analysis.
Comparison information on food and staff costs was however restricted by the level of response to the information sought from other councils.

External Performance Measurement in Questionnaires
4.11 The Catering Service has issued questionnaires in recent years to secondary school pupils and primary school parents.  The responses have been extremely positive about the content and choice of menus.  It is however recognised that the number of responses was extremely low, and not sufficient to draw any specific conclusions.
4.12 The Review Group reissued a questionnaire to secondary school pupils and primary school parents to ascertain current views of the service.  Whilst the number of responses remain low they nevertheless have provided a guide to customer perceptions.  In general all views were positive, however the Catering Service needs to consider how it can improve communication with customers.

Internal Performance Measurements – Statistical and Financial
4.13 The Catering Service collects a range of statistical and financial data.  The principle statistic is the number of meals sold.

4.14 Individual cost centres have now been established on an individual school basis.  This enables all costs to be charged directly to schools, and subsequently broken down into the main categories of:-

· staff costs

· provisions

· transport

· overheads

· income

4.15 Arising from the above analysis, figures can be provided on a cost per meal, and the resulting profit/loss per meal.  The analysis in the current financial year illustrates a significant variation in the profit/loss at an individual network.

4.16 For example, the analysis per network showed the following per meal:-

	
	Range
	Average

	
	
	

	Wage Cost
	£1.32 - £2.48
	£2.06

	Provisions Cost
	£0.68 - £1.38
	£0.89

	Income
	£2.71 - £3.49
	£2.99

	Profit/(Loss)
	£0.37 – (£0.86)
	£(0.25)


4.17 The analysis does however have some material weaknesses.  Firstly statistics are only available for school meals and therefore exclude external catering which can have a significant impact on unit costs and profitability.  There are also issues about how meal income at secondary schools is calculated given the range of menu options.  Staffing levels can also vary dependent on external catering requirements and absenteeism.

4.18 Within Aberdeenshire there is a huge variation in the size of schools, and it is recognised that rural and/or smaller schools are likely to have higher fixed costs.

4.19 At a primary school level the Group viewed different methods of serving and displaying meals.  It is clear that physical restrictions in serving areas can have an impact on the ability of the Catering Service to serve meals in the most efficient manner.

4.20 The Group however heard evidence that head teachers in some schools had placed limitations on the Catering Service.  For example:-

(a) reduce queuing time, which required an additional servery and member of staff

(b) meal times, if restricted mean that additional staff may be required to deliver the service

(c) lunchtime collection of meal tickets, which in some schools are handled by catering staff whilst in others are undertaken by school staff.  Whilst recognising this is a cost that needs to be met it does impact on cost comparisons between schools.

4.21 At primary schools Unit Supervisors, Cook Supervisors and Assistant Cooks work to a set menu.  Records are kept in a day book which records the number of meals sold for each item.  These records are then retained and used to judge the portion quantities of each item to be cooked the next time that menu is offered.

4.22 Records of wastage are limited so judgement remains the main basis of controlling quantities and thereby cost of provisions.  Total production against food left in kitchens and serveries is recorded, but this includes “wastage” where children do not take all components of the menu.  The Group heard and witnessed examples of poor communication with the schools leading in some instances to significant wastage.  This typically occurs with school trips when the cook is not advised that a significant number of pupils will not require lunch, but meals are prepared.

Conclusions
The financial and statistical data suggests a significant difference in the levels of performance from kitchens across Aberdeenshire.  This requires further more detailed analysis to investigate the reasons for these variations.

The role of head teachers, especially at primary schools, plays a significant part in the way in which the Catering Service is provided.  

If communication between the Catering and Education, Learning & Leisure Services is not strong then decisions can be reached without account being taken of the financial implications.  Poor communication can also result in higher wastage costs.

Internal Performance Measurements – Self Assessment
4.23 The Catering Service undertook a SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis in May 2007.  Earlier this year the Service also prepared a detailed action plan under the Aberdeenshire Improvement Model (AIM).  Details of this analysis is attached at Appendices 6 and 7.

4.24 The outcome of the SWOT analysis was the identification of four key issues:-

(1) general lack of communication and ‘joined up’ operating caused by the split between Education, Learning & Leisure and Planning & Environmental Services;

(2) lack of resources and lean management structure, resulting in a lot of ‘firefighting’ and no forward planning;

(3) should the service provide standard meals or allow individual menus, and what should the content be?;

(4) ticket system, and question over its effectiveness or potential improvements

4.25
The AIM exercise produced a range of priority actions.
(1) demonstrate management and leadership of the service, and communicate what is happening in the service

(2) increase financial and staff time resources

(3) joined-up thinking across the Council

(4) outward focus, concentrating on outcomes

(5) improve management information systems

(6) invest in staff ie training and resources (initially targeted at Unit Supervisors)

(7) improve and roll-out IT systems, ensuring that they are fit for purpose

(8) develop performance indicators that are relevant and appropriate for the Catering service

(9) increase use of performance indicators to compare performance

(10) need to record and demonstrate more of what is currently being done within the Service

Conclusions
The Catering Service has undertaken a detailed self analysis using both the Aberdeenshire Improvement Model and a SWOT Analysis.

This has highlighted a range of issues that the Service needs to address.  The self-assessment supports a lot of analysis and conclusions drawn from the Best Value Review.
It is important that the Service recognises its strengths, but equally identifies and addresses the areas for improvement.  The above exercises were completed approximately one year ago, and there is little evidence of any action taken to address the areas for improvement.

5.
Financial Management
5.1 The Review considered the existing methods of financial management, reviewing the financial performance, financial statements, and methods of reporting to Catering management.

5.2 As highlighted in 2.2 and 2.4 the financial (i.e. trading) performance of the Catering Service has been extremely poor with recurring losses being incurred.  This has led to additional subsidy requests being made to the Education, Learning & Leisure Service.

5.3 There will always be a requirement for some element of subsidy, as the Council has a statutory requirement to provide a ‘free’ school meal to those pupils entitled to receive this form of financial support.  However the trading performance has meant that the actual level of subsidy has been significantly higher than the original estimate.

Financial Reporting

5.4 A significant amount of time has been spent developing financial reports.  However the results of this investment have yet to bear benefit.  These developments consist of:-

(a)
replace SAVE costing system

(b)
creation of cost centres for each kitchen

(c)
development of financial reports from Oracle (the Council’s core financial ledger system)

(d)
development of iProcurement (electronic ordering)

5.5 The budget can be monitored and managed at three different levels:-

(a)
Service summary – high level report for the whole service.  This compares budget against actual income and expenditure.

(b)
Cost centre – analysis of income and expenditure per kitchen.  Budgets are not allocated to individual cost centres.

(c)
Unit Cost – introduction of meal statistics, using the information from (b) above to calculate an average cost/income/profit(loss) per meal.

5.6 The development of costing information is very much in its infancy.  The traditional budget report provided an overview of the whole service, however it failed to identify costs and income at an individual kitchen level.  This meant that the Service lacked information about the main cost drivers or income levels.  Whilst this may have been sufficient if the financial performance was strong, in the circumstances of recurring losses it is unable to identify where ‘things are going wrong’.

5.7 The development of unit cost information arose out of the weaknesses identified above, and the need to identify costs and income at a kitchen level.  Initially this information was produced quarterly as it was extremely time consuming to produce, involving a detailed analysis and interrogation of the financial ledger to allocate income and expenditure to a school level.

5.8 Work was completed in 2007 to create individual cost centres for each kitchen to enable all transactions to be coded directly.  This has made the production of unit cost information much more straightforward.  At present further development work is underway to merge the financial and statistical information onto one report.
5.9 Development work has however only involved the Catering Manager and finance staff.  Area and Catering supervisors only saw the costing information for the first time in early 2008, reflecting the nine month period to 31 December 2007.  This means that managers responsible for delivering the Catering service are not aware of the financial position and how their performance compares to other kitchens.

5.10 Catering staff have not yet costed menus but are aware of the differing costs of various menu options.  However there is no evidence to support this.  Portions are controlled through standard recipes, but this is not monitored.
Pricing
5.11 Meal prices have been set historically and are subject to an inflationary increase per annum or per term.  ‘In Service’ day prices are set at a level just below what staff can claim under terms and conditions of service.

5.12 The Service Level Agreement (SLA) specifies a lump sum which is calculated by multiplying the estimated number of meals by a subsidy per meal. No adjustment is made to the subsidy to reflect the actual number of meals, resulting in the Catering Service taking the full risk of variations in pupil numbers.
5.13 In many schools staff and/or pupils are entitled to free meals for undertaking supervision duties.  The extent to which this entitlement is used appears to be left to individual school discretion.  Whilst there is provision for this in the SLA no monitoring is undertaken.

5.14 An initial comparison of prices compared to other local authorities, using APSE statistics, indicates that Aberdeenshire prices at Primary School level are in line with the average price of all councils in the survey.

5.15 However, the basis of historical pricing, means that there is no direct relationship between the price charged and the cost of preparing the meal.  Prices should take account of a percentage mark-up on variable costs (primarily provisions) with a contribution made towards fixed costs (primarily staffing and overheads).

Staff Costs
5.16 Staff costs form a significant proportion of the costs of the Catering Service.  A number of cost reductions have been achieved over the years.  The Review examined the existing model and considered previous analysis of models in other local authorities.

5.17 APSE statistics have evidenced that Aberdeenshire staff costs are low in comparison with other local authorities.  Hourly rates are lower than comparable authorities.
5.18 Staff costs are built up from the Catering Service estimate of kitchen hours directly linked to an estimated annual meal production requirement.  The model is based on an annual average of meals.  

5.19 The staffing model is reviewed and hours per kitchen compared.  It was however highlighted that any change in working practice, e.g. where a kitchen appears to have a higher than expected hourly requirement, can take a whole term to implement.  It can take time to change jobs or the number of posts, and any change in establishment has tended to be achieved through natural wastage.

5.20 The preference of the Catering Service management is to work with staff and trade unions to effect change.

5.21 The total number of hours worked in 2006/07 was compared to the staffing model.  Overall the actual hours worked per week were 44 hours higher than the model suggested.  In terms of overall cost this difference is not material and suggests that the staffing model is a robust model of what level of staffing is required in each location.

5.22 On this basis variations in staff unit costs can be explained by the staffing model hours per location.  This takes account of meals, in service requirements and external catering work.  The model is based on kitchen hours and is not broken down by grade of staff.  Further work is required to see how staffing structures compare with other local authorities.

5.23 Management overheads include relief staff and service management.  Relief staff are permanent staff who provide cover for absence and training, and are an essential part of the service.  Consideration should be given to showing relief staff as a separate overhead.  This would give greater information about where relief staff are being used and would alert service management to particular issues or potential problems at each kitchen e.g. higher level of absenteeism.

5.24 The Service management structure is very lean with a Manager supported by three Area Supervisors responsible for direct service delivery across Aberdeenshire.  Given the number of kitchens management support is extremely difficult at an individual location on a regular basis.  This places considerable responsibility on unit supervisors.

5.25 Centrally, the Service has posts of Operations Support Co-ordinator, Project Officer, Admin Officer, and Promotions Officer.  The Service has indicated a growth in policy issues and the difficulty in addressing these within the existing structure.

Provisions Costs
5.26 Secondary schools offer a range of meals and snacks.  Primary schools offer a choice of menu, but operate to a fixed menu which is given in advance to parents and pupils.

5.27 Financial information breaks the total provisions cost down to an individual school level.  The Catering Service uses the ‘Nutmeg’ computer system to base menus on, taking account of nutritional content.  Individual menu items are not costed however, resulting in no immediate information on what the cost of each menu item is.

5.28 This is a serious omission in controlling cost, since menus are produced without any indication of cost.  This links to the earlier issue of pricing, since by default price can not be based on cost if the actual cost is not known.

5.29 This is particularly relevant when considering healthy eating initiatives e.g. Hungry for Success.  The Scottish Government has provided significant additional grant, a significant proportion of which has gone to the Catering Service.  However the Council has no way of assessing whether the initiative has provided value for money.

5.30 There is no formal system of analysing cost and volume variations.  At present budgets are not sufficiently developed to an individual kitchen.  Managers therefore lack any financial target.

5.31 There is also no system in place to record volume variations.  The Unit Supervisor records the number of meals prepared and numbers not sold, but this information is only used to judge future quantities for cooking.  Wastage can be a significant cost and will have an impact on the financial performance of each kitchen.

5.32 There are two types of wastage:-

· Over production

· Meals not eaten

It is necessary to acknowledge that the Catering Service will always produce more meals than sold. This is partly to provide for pupils who may drop their meals or who have forgotten meal money. The SLA requires to specify whether a full menu choice is available to all pupils, otherwise practice may vary across the school network.  A full menu choice for all pupils will result in a higher level of over production.
5.33 In some schools a system of advance booking of meals is in operation. These advance meals give the Catering Staff a much better idea of demand for menu options and they can cook accordingly. This will reduce wastage and should be considered for all schools.
5.34 Data is already available for the number of actual meals sold as opposed to meals produced. Management information systems should be developed to enable this data to be monitored on a regular basis. This will assist in measuring the performance of individual kitchens and explain cost variances at this level.

Conclusions
Financial management is currently weak although it is recognised that significant developments are underway.

Unit costing is an important development in highlighting areas for further analysis.  However it does not in itself deliver the level and quality of financial information required.

Menu costing needs to be developed in order to identify the actual cost of individual items.  This is essential if the financial implications of menu development are to be properly assessed.  Financial information needs to be shared with managers responsible for service delivery and financial targets set.

The staffing model appears robust, but more information and comparative data of structure and grade is required. Relief staff should be managed as a separate budget heading.
More information is required on comparisons between meals produced and sold to enable performance of individual kitchens to be monitored. The SLA also needs to reflect the need for some degree of over-production, and the position of ELL towards maintaining a full menu for all pupils needs to be clarified.

6.
Income Collection

6.1
Under the terms of the SLA all income is collected and credited to the Catering Service.  This arrangement was established as part of the original provisions for CCT. However it does mean that the Catering Service retains all risk from income fluctuations. As identified in paragraph 5.11 this means that all risk is transferred to the contractor.

6.2
The difficulty with this system is that it leads to a focus on increasing turnover as a way of “increasing the business” and potentially less focus on cost control. This is also reflected by the fact the prices are not linked to cost and are set incrementally each year.

6.3
Other councils have established a different system of accounting whereby income is credited to the school, and the Catering Service is paid a subsidy based on the gross cost of the service.  This approach does not affect the overall financial position of the Council, but it does provide greater stability to the trading service and allows it to focus on cost control. It may also encourage schools to be more proactive in encouraging pupils to take school meals and make pupils more aware of healthy eating.

6.4
Some schools provide administrative support to collect meal vouchers at lunchtime, whilst in other schools it is Catering staff that perform the function. The varying practice results in differing costs amongst schools and does mean that, when looked at in isolation, the Catering service is more expensive when school staff are not involved in the collection of vouchers.

6.5
Income from school meals is combined with other school income and collected by Loomis who have a contract to collect cash from all Council facilities. The Catering Service meets part of the cost of this service. However the combined collection does lead to economies of scale, and there is no other option to collect and bank cash safely and securely.
6.6
Some secondary schools have introduced smart cards as a means of paying for school meals. It is likely that this Cashless Catering system will be rolled out as part of a wider Council or national entitlement card. There are significant attractions to pupils with these cards which reduce queuing and make the school meals experience more attractive. This may have the potential to encourage more pupils to take school meals.

6.7
Smart cards also have the potential to provide a lot of statistical information which will assist management information and future service planning. This technology is still in its infancy and more information is needed to assess the success of the initiative where it is used. It does however have the potential to be viewed as an “invest to save” initiative, and the Catering Service should analyse information to assess the change in meal sales following the introduction of smart cards.

Conclusions

Consideration should be given to transferring the risk of income variations from the Catering Service to ELL. This will allow a greater focus on cost control and place the trading activity on a stronger financial footing.

Smart card technology should be assessed where it has been introduced, and a business case considered for a further roll out of the system to other secondary schools.

7.
Service Management and Structure
7.1
The Catering Service is managed by Planning & Environmental Service with the main client being the Education, Learning and Leisure Service.  A Service Level Agreement (SLA) exists between the two services, on the basis of a client and contractor split, and is currently being reviewed.

7.2 The key service representatives are:-

P&ES

-
Mike Hearnden, Catering Services Manager

E,L&L

-
Edwin Duncan, Support Services Manager

Finance
-
Elaine Mitchell, Principal Accountant



Tom Buchan, Principal Accountant

7.3 The Review identified that the SLA tends only to be reviewed on an annual basis, although ad hoc meetings are arranged as appropriate.

7.4 Under the Management Structure Review of the E,L&L Service a new post of Client Officer is to be created.  This postholder will be responsible for monitoring the SLA.

7.5 There appears to be a lack of clarity over contract variations.  The SLA is charged on a monthly basis based on budgeted figures, plus agreed variations and actual free meals.

7.6 The lump sum subsidy is never recalculated for actual pupil numbers, which means that all risk is passed to the Catering Service.  It is acknowledged that it is difficult to ascertain or estimate pupil numbers, particularly at secondary level.  However without any comparison between actual and budgeted pupil numbers the SLA may not represent the actual level of service provided.  If the number of meals sold exceeds budget then the subsidy cost is borne entirely by the Catering Service.
7.7 This links to the previous section on financial management and strengthens the point that there is a lack of understanding and information on the key cost drivers and service outputs.

7.8 E,L&L require under the SLA to accept additional charges.  However in previous years Policy & Resources Committee has agreed to meet the Catering deficit from the E,L&L budget.  Due to the issue of agreement (or otherwise) there can be a situation where two sets of financial figures are produced – the actual trading position, and the agreed figure that E,L&L will pay.

7.9 The Review also identified a potential lack of clarity over budget preparation.  Lack of clarity and a standard approach could lead to a discrepancy in the final approved budget.

7.10 The SLA needs to clarify responsibility for budget variations.  The nature of the services means that there are inherent financial risks linked to price, cost and volume.  Responsibility for each risk needs to be determined and agreed by both services.

7.11  There is a specific issue regarding the Hungry for Success Initiative.  A specific group was established to look at the nutritional aspects.  This resulted in a range of initiatives leading to new menu items.  However the Support Services Manager, as the officer within E,L&L responsible for the SLA, was not involved.  No costing of the initiatives was undertaken and as a result the financial implications are not apparent.

7.12 The Council took the decision to allocate a significant proportion of the Hungry for Success grant to the Catering Service to address its financial deficit.  This was perceived as “rebadging the grant” rather than delivering the educational aspects of the grant.  There is however no doubt that significant additional costs have been incurred and used for additional food and labour costs, but there is no evidence to support whether the grant has fully met development costs or simply been an additional subsidy.

7.13 There is a significant role played by Head Teachers in the way in which the Catering Service is provided at a local level.  However Head Teachers are not party to the SLA between the Catering Service and  E, L&L, and are not accountable for any management and financial decisions that may be taken at a local level.

7.14 The Review considered the relationship between schools and the Catering Service.  We heard that a number of Head Teachers are very supportive of the Catering Service and that there are good working relationships at most schools.  At a local level Catering will comply with Head Teacher requests.

7.15 Head Teachers determine the lunch period, the number of service points (subject to building constraints), and in some instances menu adjustments.  Whilst many of these issues are operational in the school context it is the case that decisions can impact on the cost of providing the Catering Service and the ability of the Catering Service to market and present a choice of menu to pupils, encouraging greater take-up of school meals.

7.16 The meal experience, as part of Hungry for Success, is intended to encourage use of the Catering Service and promote healthy eating.  Head Teachers’ input is crucial if these wider objectives are to be achieved.

7.17 The Review also witnessed evidence of poor communication with schools, resulting in significant wastage due to classes being out of school without advising the Catering Service.  The Catering staff, in some schools, have stated that they “don’t feel part of the school” and this was witnessed by the absence of Catering staff from a school noticeboard showing pictures of all school staff.

7.18 The Review also however noted good practice where meal options are notified at the start of the school day.  This enables meals to be prepared in accordance with demand, and minimises over production.  Best practice guidelines should be prepared and introduced at all schools.

7.19 Different arrangements are in place in schools for the collection of school meal money and the distribution of meal tickets.  In some schools this is carried out by Catering staff, whilst in others it is carried out by school staff.  These different practices do have an impact on Catering staff levels and thereby the cost at individual schools.

7.20 There has been debate over whether management responsibility for the Catering Service should continue to rest with Planning & Environmental Services or transfer to Education, Learning & Leisure.  A previous recommendation by Scrutiny & Audit Committee to transfer management responsibility was not accepted by Management Team.

7.21 The underlying question is whether a change of management responsibility would improve the performance of the Catering Service.  There is no evidence to support this view at this stage.  The Review has looked at management structures in a number of other local authorities and these have proved inconclusive.  A number of councils still operate in a post CCT environment with the Catering Service part of a wider trading service.  Other councils have attached the Catering Service to another council service.  In only one council contacted was the Catering Service part of the Education Service. 
7.22 The continuing poor trading performance of the Catering Service has clearly created some friction within E,L&L with budget savings being required to meet previous deficits.  This has meant that funds have required to be diverted from front-line education service provision.                                                                        
7.23 One issue is the relationship between Catering Service and the local school.  Head Teachers need to be accountable for any local management and operational issues that carry financial implications.  The present SLA does not work if local variations are allowed.
7.24 A Management Structure Review needs to be completed for the Catering Service.  The Service self-assessment highlighted a considerable number of weaknesses and improvements required.  Specifically the present structure would not appear to allow time to develop the service.

7.25 The job content of all staff needs to be reviewed to consider whether it remains fit for purpose.  Management and financial responsibility are currently not aligned as no information is available to measure and monitor performance.

7.26 The Management structure needs to be capable of delivering a significant improvement in performance.  The Management Structure Review needs to consider these aspects closely in order to recommend a structure that can deliver the resources required to implement improvement.
Conclusions
There is a lack of clarity and accountability between the Catering Service and E,L&L.  There is a lack of understanding about the financial implications and the basis on which charges are set.

Volume variance (i.e. the actual number of meals as opposed to the budgeted number) is a key management control, but this is not monitored or understood.  The Catering Service carries the entire risk for this variance, and it can be interpreted as a performance issue rather than a factual explanation of additional costs.
Both services need to give consideration to the degree of local variations.  If these are to be allowed then Head Teachers need to be aware of, and be accountable for, the financial implications.

Communication at a local school level needs to be reviewed in light of the above.  Poor communication can lead to poor performance.  The implications of this need to be understood, and management and financial accountability maintained.

Good practice in some schools should be developed as guidelines for all schools to follow.

A Management Structure Review needs to be progressed urgently.  It needs to align management and financial responsibility and ensure that improvements in performance can be delivered.

8.
Options for Service Delivery
8.1 The Review considered and identified six options for service delivery.  These were:-

(a)
Cook Chill

(b)
Cook Freeze

(c)
Close some (smaller) kitchens – convert to serveries

(d)
Outsourcing

(e)
Only meet statutory requirement

(f)
Status Quo


Cook Chill
8.2 This requires a Central kitchen, where time and temperature are critical, and significant transport arrangements.

8.3 No local authority in the UK currently uses cook chill for school meals. Tayside contracts are currently moving from chill to freeze. Cook freeze is viewed as a safer option.  Tayside contracts however only use a central unit for a small part of its operation located centrally in Dundee.
Cook Freeze

8.4 This operates in the same way as Cook Chill, but requires a longer storage time.  Individual frozen meals are used by the Homecare Service within Aberdeenshire which is now outsourced.
8.5 Due to refurbishment and recruitment issues in small schools (at that time) the Catering Service has piloted Cook Freeze at Drumblade Primary School.  The experience was that the number of pupils taking school meals reduced significantly.  While meal quality was seen as being okay there was parental opposition to the change.

8.6 Edinburgh and Glasgow City Councils have both used Cook Freeze but have now removed it.  It is however used by Clackmannanshire Council, and the Review Group viewed a DVD showing the system in operation.

8.7 The impact of Cook Freeze would be to make a significant reduction in the number of kitchens in favour of serveries.  Given the geography of Aberdeenshire a central kitchen is not feasible.

8.8 Cook Freeze will however only provide part of the meal, with fruit and sandwiches still requiring to be prepared locally.

8.9 There are a significant number of issues that would need to be addressed if Cook Freeze were to be introduced to:-

(i) equipment required

(ii) regeneration (reheating) of meals
-
staff availability to 
receive meals


-
logistics of delivery


(iii)
need to know meal requirements in advance


(iv)
quality

(v) transport

(vi) risks of higher wastage as meals can’t be re-frozen

8.10 It is recognised that there would be staff savings as the number of kitchen staff would be reduced.  However a significant investment in equipment and transport would be required.  There is also a potential requirement to increase the number of staff at serveries.
Close some (smaller) kitchens – convert to serveries
8.11 This option would incur higher transport costs as meals would then have to be delivered to serveries.  Some kitchens would not have the capacity to cope with increased production.

8.12
Transport costs could be significant, and in some instances involve taxis for transporting meals to small schools. Significant investment in equipment would be required, and in some cases it would not be possible to provide a tuck shop.

8.13 However, it would be possible to consider a Central Production (CPU) in large settlements as this would contain the transport costs within the town e.g. Ellon, Inverurie, Fraserburgh.

8.14 Fraserburgh previously had a CPU and would be a possible pilot site.

Outsourcing
8.15 The Service has not been market tested for some considerable time.  Previous enquiries have also been made to NHS Grampian who would have capacity to meet the demand.  However they are not keen to consider school terms as their requirement is 365 day provision.
8.16 It is recognised that there are monitoring issues involved in managing contracts, and concern about the cost of “extras”.  This links to previous comments about the lack of detailed financial information.  As a result it is suspected that there is an element of cross-subsidy through standard charges.

8.17 At the time of opening Meldrum Academy a private sector operator was considered as part of the PPP contract. However the decision to use the in-house service was made based on cost and efficiency. 

8.18 The Service recognises that some areas of Aberdeenshire may be attractive to the private sector.  This would tend to be around the main population centres.  However outsourcing these areas would leave the Council with higher costs of service provision in remote areas of Aberdeenshire.

Only meet statutory requirements
8.19 The forthcoming Nutrition Act will place greater requirements on Aberdeenshire Council in terms of the content of meals.  The Council does however have discretion over the type and content of school meals offered.

8.20 Meeting the statutory requirement to provide free school meals to those pupils who have that entitlement would mean that there would be no meals offered at all in some schools. 
8.21 There continues to be a stigmatism attached to free school meals, and this limited provision would increase that. At present there is a full integration of pupils in accessing meals. Free meal entitlement can change during the year as personal circumstances change. Such a service provision would not meet the Hungry for Success or Nutrition Act criteria.

8.22 Statute requires schools to:-

a) be health promoting schools;

b) ensure that food available in schools meets nutrient standards;

c) promote uptake;

d) reduce stigma.

However it is left to each authority to decide what is meant by a “free meal” and then ensure that those entitled to a free meal actually receive one.

8.23 A significant reduction in meal provision would impact on the fixed costs of the service and would significantly increase the unit cost of meals.

Conclusions
There are a number of options for service delivery and scope to market test the Catering Service in some areas of Aberdeenshire.

Options for service delivery do however have to consider the remote nature of Aberdeenshire and the small size of some schools which make some parts of the Service unattractive to the private sector.

At present, particularly at primary school level, the Council operates a standard pricing policy.  This may mean that there is some degree of cross-subsidy which evens out the additional cost of providing a service in the remote areas of Aberdeenshire.

The Service needs to understand the basis of its costing model, the relationship between cost and income, and analyse the differences in unit costs between schools before it can reach any basis for progressing other options for service delivery.

9.
Menus and Healthy Eating Options
9.1 A standard menu is prepared for primary schools, with a separate menu for summer and winter.  The menu operates over a four weekly cycle with a different choice each day.  This means that there are twenty separate menus in operation.

9.2 Each secondary school has its own menu and this provides a wide variety of items ranging from snacks to hot and cold meals.

9.3 Menus are planned in conjunction with a dietician. The Nutmeg computer system is used to determine choice and the nutritional content.  Menus are subject to review by HMIE who tend to focus on presentation and health promotion in an education environment. Recent inspections have identified areas of good practice within the Catering Service.
9.4 The Council operates authority wide procurement with all provisions subject to tender. This is being developed as part of the Council’s procurement initiative, linked at a national level to Scotland Excel. It is recognised that this can lead to potential conflict with local suppliers and local produce.  The Service does however attempt to use local produce where possible.

9.5 Cooks maintain a ‘Day Book’ which is used to review the previous take-up of menu items and will plan and cook quantities accordingly.  There is no routine method of recording data due to the time consuming nature of capturing data.

9.6 Clearly some menu items are more popular and the Catering Service must balance nutritional content and healthy eating initiatives with the more commercial aspect of maximising take-up and therefore sales. Menus determine the cost of food and determine popularity, which is a key factor in service delivery.
9.7 Across Aberdeenshire there are similarities in choices at secondary level, where a standard format is used. This means that there is a limited degree of variation. At Primary level the menus are standardised.  Head teachers and parent councils also express preferences on the content of menus and on the hungry for success agenda.  Head teachers have also made a local determination on menu content.
9.8 The Review heard of one Head Teacher who wouldn’t allow sandwiches on the menu.  However the Catering Service see the pupils who currently take packed lunches as a target market for sandwiches, thereby increasing potential income. The nutritional content can be as high in sandwiches, implying that there is a need for greater awareness amongst teachers, parents and pupils alike.
Conclusions
There are variations in practice across Aberdeenshire, and the Catering Service needs to balance the requirement to meet nutritional requirements, with the requirements of the SLA, Head Teachers, parents and pupils.  It is widely recognised that some of the most popular menu items that would attract pupil interest, and therefore increase turnover, are those items that do not meet healthy eating and nutritional requirements e.g. chips.

The Service also needs to consider the level of choice that is offered, particularly at P1-3 level.  A nutritionally balanced standard meal could be offered and choice can come later when the pupils become more aware of preferences.  However this may go against parental wish for choice.

The degree of menu choice can impact on the level of wastage and thereby the cost of the service.  There is however insufficient evidence to support this.

10.
Capital Investment

10.1 The Catering Service has a very small capital budget of £75,000 per annum.  This is now used to replace and upgrade equipment.  However the demands on this budget mean that it is consistently overspent.

10.2 A lot of equipment is quite old and the Service experiences difficulty in obtaining spare parts.  This can mean equipment is out of action with the resultant impact on the quality of service provided. There is no replacement strategy and equipment is only replaced when it is not economic to repair. This supports the fact that the budget is consistently overspent.
10.3 Replacement equipment will be more energy efficient and an audit of equipment should be undertaken to assess what measures can be taken to improve efficiency in this area. This has the potential to be considered as an “invest to save” project.

10.4 The Service has also been able to access additional sources of money e.g. health and safety, which has been able to be targeted at specific requirements such as kitchen ventilation and temperature controls.

10.5 Some funding has been made available from the E,L&L service with priority given to improving serveries and dining hall capacity. Some councils have been able to use Hungry for Success money to fund investment in the service, but this has been limited in Aberdeenshire due to pressures on the revenue budget.
10.6 Capital investment in lowering serveries allows younger pupils to view the food and leads to a higher quality experience.  It is hoped that this results in a higher take-up of school meals, but there is no detailed evidence to support this as yet. However investment in a new kitchen at Longside Primary, where the old servery was replaced, saw an increase from 40 to 100 pupils taking school meals.
10.7 Capital investment in dining capacity improves customer flow and thereby reduces time spent queuing.  Queuing is the major negative issue for pupils and improvements in this area could again lead to a higher take-up of school meals.  There is however no evidence yet to support this.

10.8 Capital investment planning for the Catering Service is largely reliant on discussions, consultation, and assessment of priorities with the E,L&L Service.  There are examples where work has been scheduled to link with other work taking place in the school. There is a lack of clarity within the Catering Service about how to access capital funds.
10.9 Where investment has happened there have been clear benefits for both services, pupils and staff.  However at present there is no clear capital investment strategy for Catering, and no clear link with the Asset Management Strategy currently being prepared for the school estate.

10.10 The present budget is insufficient to meet the level of investment required.  There is scope to increase income as a result of a higher level of investment, in the form of “invest to save”, but further statistical evidence is required to substantiate this view.

Conclusions
There is a lack of capital investment strategy for the Catering Service.  The strategy needs to be prepared in conjunction with the asset management review of the school estate.

A higher level of investment has the potential to increase efficiency and improve the ‘meal experience’ for pupils, thereby increasing income through higher sales.  Statistical evidence is required to support this.

11.
Key Recommendations

11.1 The Best Value Review Group has considered options for service delivery but does not believe these should be pursued at this stage.  Whilst concluding that the Catering Service should continue in its present form the Review Group has made a range of detailed recommendations that require to be implemented as a matter of urgency.

Financial Management
11.2 Financial management needs to be strengthened considerably.  The Service needs to be completely re-costed, based on the choice of menus offered.  The price set, and subsidy paid, need to be based on a full understanding of the cost components.


Performance Management
11.3 Management information needs to be developed to enable performance measures to be introduced and monitored.  The Best Value Review has identified a range of factors that can impact on the performance of the Catering Service, and data needs to be captured to allow a performance management system to be developed.  Customer feedback needs to be monitored on a regular basis.



Service Level Agreement (SLA)
11.4 The SLA is not fit for purpose in its present form, and can only be re-drafted when the recommendations for Financial and Performance Management are implemented.  At the moment there is no understanding of the financial and service performance issues relating to Hungry for Success or the forthcoming nutritional standards.
The Education, Learning & Leisure Service does however need to form a view on the level of subsidy that it is prepared to pay, weighing up the educational, legal, and financial implications.

Consideration requires to be given to whether individual Head Teachers are given discretion over the way in which the Catering Service is provided at each school.  Any local variations allowed require the financial implications to be assessed and the Head Teacher needs to be accountable for this variation.

Consideration needs to be given to where the financial risks rest.  Recommendation 7 will provide the data required to monitor this.  The SLA requires to determine responsibility for variances that will arise.



Capital Investment
11.5 Evidence needs to be sought to support capital investment in school kitchens and serveries.  Cashless tills provide data that currently is collected manually.  They can also improve the speed of service and remove the stigma of free-school meals.  Cashless tills, and the use of smart card technology, can also potentially increase sales and reduce the cost of cash security.  Information requires to be collected from schools where this technology is in place to support “invest to save”, and develop a business case to support this as a self-financing project.

There is also evidence to support investment in serveries in schools.  Where this has taken place the number of pupils taking school meals has increased.  Again information requires to be collected from schools to support a self-financing investment programme.

A capital investment strategy for Catering needs to be developed in conjunction with the Education, Learning & Leisure Service to ensure that kitchens and serveries are incorporated within school enhancement programmes.  Much of the catering equipment is in need of replacement to provide a more reliable and energy efficient service.  An energy audit should be undertaken to support this investment strategy.



Management Structure Review
11.6 A Management Structure Review needs to be completed for the Catering Service.  The management structure is very lean with only three area supervisors supporting a large number of schools.

There is currently no responsibility for financial management within either area or unit supervisor job descriptions, yet these postholders are responsible for the day to day delivery of the Catering Service.  The Management Structure Review needs to consider the cost and operational issues involved in aligning management and financial responsibility and consider how best to address this serious weakness in control.

The Management Structure Review also has to recommend a management structure that is adequately resourced to deliver improvements in performance.


Appendix 1

Project Team:

	Name
	Job Title
	Location

	
	
	

	Derek Yule
	Head of Finance (Accountancy & Corporate)
	Woodhill House, Aberdeen

	Catherine Mutch
	Area Supervisor, Catering Operations North
	Harlaw Road, Inverurie

	Ian Sandison
	Operations Support Co-ordinator, Catering
	Nethermuir Road, Peterhead

	Liz Powell
	Project Officer (Consumer Protection & Support Services)
	Stonehaven

	Mike Hearnden
	Catering Services Manager
	Harlaw Road, Inverurie

	Lorna Murray
	Unit Catering Supervisor
	Pitfour School, Mintlaw

	Carol Gartly
	Catering Trainer (B&G)
	Huntly

	Coral Duthie
	Accountant (T&I)
	Gordon House, Inverurie

	Glenda Gray/

Paul Fallen
	Personnel Team Leader/

Senior Management Services Officer, Personnel
	Woodhill House

	Stuart Cornwallis
	Education Officer (Finance & Admin) (Acting)
	Gordon House, Inverurie

	Edwin Duncan
	Support Services Manager, Education
	Woodhill House

	Tom Buchan
	Principal Accountant (T&I)
	Gordon House, Inverurie

	Tina Jones
	Assistant Accountant (T&I)
	Gordon House, Inverurie

	Elaine Mitchell
	Principal Accountant (EL&L)
	Woodhill House

	Jean McMillan
	CSN Support Services Co-ordinator
	(representing Head Teachers)


Steering Group:

P.E.S. Service Management Team + Head of Service from E, L & L
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	BEST VALUE REVIEW: TERMS OF REFERENCE



	REVIEW TITLE
	REVIEW NO.
	

	
School Catering Provision

	REVIEW OBJECTIVES

	Objectives:

· Improve productivity and strengthen leadership and accountability

· Ensure services are user focussed

· Identify strengths and areas for improvement 

· Review management, including budget management arrangements on both the ‘client’ and ‘contractor’ sides with the objective of aligning financial and management responsibilities

Constraints:

· Recommendations must be contained within existing resources 

Key Tasks:

· Identify and agree a service level for each location
· Examine performance standards and productivity levels
· Identify the opportunities and threats to the service
· Identify strengths and weaknesses
· Harmonise working practices and balance workloads

	SCOPE OF
REVIEW
	School Catering Provision including review of staff structure, productivity and competitiveness.     

	REFERENCE
DOCUMENTS
	School Catering Business Plan 2007-10, current service level agreements, Site handbooks, APSE Performance Network information, organisation charts, budget information. Staffing Model Reviews. “Hungry for Success” standards, Schools Nutrition Act 

	LIAISON
CONTACTS
	Mike Hearnden

	START DATE
	03/12/07
	TARGET END DATE
	30/04/08
	ACTUAL END DATE
	

	STAFF ASSIGNED
PROJECT TEAM:




STEERING GROUP


	Catherine Mutch. Ian Sandison, Liz Powell, Mike Hearnden, Lorna Murray, Carol Gartly, Coral Duthie, Euan Smith, Karen Nicol, Stuart Cornwallis, Edwin Duncan, CSN Support Services Co-ordinator

P.E.S. Service Management Team + Head of Service from E, L & L

	WRITTEN BY
(ON BEHALF OF STEERING GROUP)
	
NAME:
Mike Hearnden
SIGNATURE:
DATE:

	REVIEWED BY
(ON BEHALF OF PROJECT TEAM)
	
NAME:

SIGNATURE:
DATE

	AGREED BY
(DIRECTOR/ MANAGEMENT TEAM)
	
NAME:

SIGNATURE:
DATE:


The purpose of BV reviews is improvement. Please indicate the potential for impact of any change by completing the tick box.  

	Tick boxes 
	High
	Low
	

	Reduced Cost
	
	x
	

	Increased Productivity
	
	x
	

	Improved Quality
	x
	
	

	IMPROVED LEADERSHIP AND ACCOUNTABILITY
	X
	
	


Please provide the following estimates 

	ESTIMATED COST OF PROVIDING THE SERVICE

	DESCRIPTION
	ESTIMATED COST

	REVENUE
	£9.84m

	CAPITAL
	£0.3m

	OTHER COSTS eg o/heads
	

	INCOME
	£9.49m

	
	

	
	TOTAL ESTIMATED COST OF SERVICE
	£0.65m

	

	ESTIMATED COST OF CARRYING OUT THE REVIEW

	DESCRIPTION
	ESTIMATED COST

	EG  PROJECT TEAM
	£5,000

	EG  STEERING GROUP
	£500

	OTHER KNOWN COSTS eg materials or commissioned survey work 
	£500

	
	

	
	

	
	

	
	TOTAL ESTIMATED COST OF REVIEW
	£6,000
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	ABERDEENSHIRE COUNCIL
	
	
	
	
	
	
	
	
	
	

	
	COMMERCIAL OPERATIONS
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL

	
	
	 
	TO
	
	TO
	
	TO
	
	TO
	
	TO

	
	
	 
	31/03/04
	
	31/03/05
	
	31/03/06
	
	31/03/07
	
	31/03/08

	
	CATERING
	 
	£'000 
	
	£'000 
	
	£'000 
	
	£'000 
	
	£'000 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Staff Costs
	 
	
	
	
	
	
	
	
	
	

	
	Wages
	 
	3,567 
	
	3,715 
	
	3,883
	
	4,302
	
	4,872

	
	Misc Allowances
	 
	142 
	
	181 
	
	243
	
	229
	
	404

	
	Superannuation
	 
	380 
	
	484 
	
	464
	
	546
	
	675

	
	National Insurance
	 
	110 
	
	117 
	
	123
	
	143
	
	200

	
	Overtime
	 
	2 
	
	4 
	
	3
	
	31
	
	11

	
	Other Staff Costs
	 
	16 
	
	21 
	
	28
	
	6
	
	3

	
	Hired Agency Staff
	 
	15 
	
	24 
	
	24
	
	34
	
	22

	
	
	 
	4,232 
	
	4,546 
	
	4,769 
	
	5,291 
	
	6,187 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Administration Costs
	 
	
	
	
	
	
	
	
	
	

	
	Other Admin
	 
	101 
	
	81 
	
	109
	
	107
	
	108

	
	Insurance
	 
	13 
	
	13 
	
	16
	
	15
	
	16

	
	Allocation of Consumer Protection
	 
	6 
	
	6 
	
	6
	
	6
	
	6

	
	Allocation of Internal Admin & Mgmt 
	 
	195 
	
	192 
	
	194
	
	198
	
	224

	
	Allocation of Operational Buildings
	 
	12 
	
	10 
	
	12
	
	14
	
	16

	
	
	 
	327 
	
	303 
	
	336 
	
	341 
	
	370 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Transport Costs
	 
	
	
	
	
	
	
	
	
	

	
	Internal Transport 
	 
	10 
	
	15 
	
	17
	
	15
	
	12

	
	Delivery Transport
	 
	115 
	
	112 
	
	123
	
	111
	
	116

	
	Delivery - Cash
	 
	0 
	
	0 
	
	96
	
	97
	
	84

	
	Travel & Subsistence
	 
	52 
	
	54 
	
	55
	
	58
	
	56

	
	
	 
	178 
	
	181 
	
	291 
	
	281 
	
	268 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Supplies & Services
	 
	
	
	
	
	
	
	
	
	

	
	Purchase of Equipment - General
	 
	70 
	
	231 
	
	168
	
	188
	
	58

	
	Protective Uniform
	 
	4 
	
	11 
	
	19
	
	14
	
	12

	
	Purchase of Materials
	 
	62 
	
	63 
	
	76
	
	62
	
	80

	
	Catering Provisions - General
	 
	2,382 
	
	2,353 
	
	2,674
	
	2,848
	
	3,137

	
	Catering Vending Costs
	 
	0 
	
	0 
	
	0
	
	0
	
	38

	
	Provision of Free Fruit
	 
	0 
	
	132 
	
	64
	
	62
	
	67

	
	Meals Bought in
	 
	31 
	
	36 
	
	37
	
	36
	
	22

	
	
	 
	2,550 
	
	2,827 
	
	3,037 
	
	3,211 
	
	3,413 

	
	
	 
	
	
	
	
	
	
	
	
	


	
	
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL
	 
	ACTUAL

	
	
	 
	TO
	
	TO
	
	TO
	
	TO
	
	TO

	
	
	 
	31/03/04
	
	31/03/05
	
	31/03/06
	
	31/03/07
	
	31/03/08

	
	
	 
	£'000 
	
	£'000 
	
	£'000 
	
	£'000 
	
	£'000 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Capital Financing Costs
	 
	
	
	
	
	
	
	
	
	

	
	Interest on Stock Balances
	 
	3 
	
	3 
	
	4
	
	0
	
	0

	
	Interest on Revenue Balances
	 
	2 
	
	(2)
	
	(6)
	
	1
	
	0

	
	Capital Charges
	 
	4 
	
	5 
	
	8
	
	5
	
	5

	
	
	 
	10 
	
	6 
	
	5 
	
	6 
	
	5 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Gross Expenditure
	 
	7,296 
	
	7,864 
	
	8,438 
	
	9,131 
	
	10,243 

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Income
	 
	
	
	
	
	
	
	
	
	

	
	Pupil/Student Meals - Cash Income
	 
	(4,485)
	
	(4,608)
	
	(4,855)
	
	(5,024)
	
	(5,528)

	
	Free-Meals Pupil Secondary
	 
	(179)
	
	(161)
	
	(159)
	
	(160)
	
	(155)

	
	Free Meals Adult
	 
	(140)
	
	(111)
	
	(126)
	
	(57)
	
	(59)

	
	Sale of Tickets  - Primary
	 
	(387)
	
	(333)
	
	(391)
	
	(325)
	
	(340)

	
	Subsidy -Education - Primary
	 
	(675)
	
	0
	
	0
	
	0
	
	0

	
	Subsidy -Education - Secondary
	 
	(217)
	
	0
	
	0
	
	0
	
	0

	
	Subsidy All
	 
	0
	
	(1,532)
	
	(1,809)
	
	(1,919)
	
	(2,843)

	
	Contract Income - Free Fruit
	 
	0
	
	(132)
	
	(128)
	
	(124)
	
	(134)

	
	Meals on Wheels
	 
	(129)
	
	(158)
	
	(159)
	
	(154)
	
	(69)

	
	Luncheon Clubs
	 
	(15)
	
	(13)
	
	(12)
	
	(12)
	
	(17)

	
	Other Income / Rebates
	 
	(137)
	
	(56)
	
	(114)
	
	(143)
	
	(13)

	
	Milk Subsidy 
	 
	(11)
	
	(13)
	
	(11)
	
	(1)
	
	(5)

	
	W'Hill House Catering Income
	 
	(278)
	
	(302)
	
	(354)
	
	(355)
	
	(10)

	
	W'Hill House Catering Subsidy
	 
	(92)
	
	(93)
	
	(41)
	
	0
	
	(346)

	
	Contract Variations
	 
	(513)
	
	(407)
	
	(373)
	
	(876)
	
	(301)

	
	
	 
	
	
	
	
	
	
	
	
	

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Total Income
	 
	(7,258)
	
	(7,920)
	
	(8,531)
	
	(9,152)
	
	(9,821)

	
	
	 
	
	
	
	
	
	
	
	
	

	
	Net Expenditure/(Income)
	 
	38
	
	(56)
	
	(93)
	
	(21)
	
	422

	
	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	Less:  Pensions Charge (FRS17)
	
	0
	
	36
	
	75
	
	146
	
	128

	
	
	
	
	
	
	
	
	
	
	
	

	
	Reported Deficit (Surplus)
	
	38
	
	20
	
	18
	
	125
	
	550

	
	
	
	
	
	
	
	
	
	
	
	


Appendix 4
Secondary School Meals Survey

Dear Pupil,

Your views are important to us in shaping the future of the school meals service and we would appreciate your time in completing the following survey.

We will enter your name into our free prize draw for the chance to win a CD voucher.

Name:

Name of School 

Year Group

Secondary School Meals Survey

1. How often do you use the following food services, if available at your school?

Daily 
2/3 Times per week 
1 per week
 Occasionally 
Never

Breakfast 
Morning Break n
Vending 
Lunch 
MEALS2GO 
2. What do you do for lunch on a school day?



2/3 Times 


Daily
per week 
1 per week
 Occasionally 
Never

School Meal Hot/Cold 
Packed Lunch from Home 
Vending 
Go Home 
Use Community snack

bar/vending within School

grounds
Go outside School,e.g.,

Cafe, Bakery, van, etc.
Other, please specify 
If you answered other - Please Specify

If you answered "Never" to the first part of the question - do you take a school meal Hot/Cold?, please comment below and tell us why.

3. What are the main reasons you do have a school lunch?

Choice available 
I like the food 
My friends take school lunch
It is convenient 
I receive free school meals
It is good value for money
Other 
Other (please specify)

Secondary School Meals Survey

4. If you have a school lunch only two or less times per week, what are the main reasons for this?

Secondary School Meals Survey

5. What do you think about the dining environment?

Agree 

Disagree 
Comments

Pleasant and friendly 

Good social place to

enjoy friends company

while having lunch

Staff are friendly and helpful

Good range of food on display 

and easy to select

I don't have to queue for long

I don't think it's too noisy

I have enough time to eat my lunch

I can get 'tap water' if I want

Space - there is always a

seat in the dining room

Adequate service points 

I would use an alternative social area

where food could be consumed if available

Comments

6. Is there sufficient information given/displayed for you to make your choice leading up to and at the service points?

Yes

No

If No, how could it be improved?

Secondary School Meals Survey

7. What do you think of your School lunch?








Yes

No

Is it appetising/nicelypresented?
It is hot/cold enough 
Appropriately labelled n
Enough choice 
Too much of a choice? 
Do you regularly get your first choice?
Are portion sizes - "good value"

8. Do you think that the present service in your school offers value for money?

Agree 

Disagree

Breakfast 
Mid-morning 
Lunch 
Vending 
Comments

ndary School Meals Survey

9. Do you currently pay for lunch by card? If yes, answer questions below. If no, go to Question 10

Yes

No

If yes, do you....?









Yes

No

Regard your card as "valuable" and look after it
Find it beneficial and useful
Did you participate in the 'Swapits' incentive scheme?
Instead of using the revaluation units at school would 

you prefer "online or Direct debit" payment methods?
Would you use the card for any other use if you could? 
(comment below)

10a. Tell us about your eating habits in school over the past three years?

I consume......

Agree 

Disagree

More water 
More fruit 
More vegetables 
Less sugary Fizzy drinks 
Less Chips 
n
More Pasta 
More Salad 
Less Sweets/Chocolate 
Less Cheese 
More Soup
More Bread n
Comment

Secondary School Meals Survey

10b. Have you noticed a difference in the range of food and drinks on offer in School?

Yes
No
Other (please specify)

10c. What is your alternative choice to chips when they are not available?

11. Does the timing of the School breaks meet your 'hunger needs'?

About right 
Too early 
Too late

Breakfast 
Morning Break 
Lunch 
Afternoon Break 
12. What do you spend on average per day on food & drink?

Less than £1
Between £1 - £2
Between £2 - £3
More than £3

13. Are you aware of the Meal Deals on offer daily?









Yes

No

Breakfast Deal - Orange

Juice & Toast @ 30p

Break/Lunch Meal Deal -

Fruit, Sandwich & Water @ £1.50

Lunch Meal Deal - Soup,

Sandwich & Water @ £1.50

Lunch Meal Deal - Fruit,

MunchPot & Water @ £1.50

Secondary School Meals Survey

14. What could the School do to encourage you to use the catering facilities on-site more regularly?

15. Would you be prepared to participate in a focus group to discuss School meal issues?

Yes
No
Comment

Thank you for your help in completing this survey

Appendix 5
Top of Form
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Primary School Meals Survey

chool Meals Survey

Dear Pupil, Parent / Guardian

Your views are important to us in shaping the future of the school meals service and we would appreciate your time in completing the following survey.

Questions 1-4 should be completed by pupils, and the remaining questions completed by parents/ guardians.

If you would like to be entered into our free prize draw for the chance to win a

month’s supply of school meal tickets please enter your contact details below, e.g. name, address, telephone number, e-mail address.

Name:

Address 1:

Address 2:

Town:

Postal Code:

Please add your email address

Name of School

Year Group

1. What do you do for lunch on a school day?


Daily 
2- 3 times per week 
1 per week
 Occasionally 
Never

School Meal Hot/Cold 


Packed Lunch from Home 
Go Home 

Go Outside School 
(e.g. Café, Baker etc.)

Other Please Specify 
If you answered other - Please Specify

2. How often do you use the following at your school?


Daily 
2- 3 times per week 
Sometimes
Never
I would use if


Available

Tuckshop 

Breakfast 

Out of School Clubs 

3. Tell us what you think about the dining area:

Pupils Section

Agree 


Disagree

I enjoy going to the dining area

I can sit with my friends 
I think the staff are nice and helpful

I can easily see the food on display

I don’t have to queue for long

I don’t think it’s too noisy 
I think the dining area is a comfortable place to sit

I have enough time to eat my lunch

I can get water if I want 
Comments

Primary School Meals Survey

4. What do you think of your school lunch?

Yes 

No

Is it good for me? 
Does it look nice? 
Does it taste nice? 
Is there a good choice? 
Do I get enough to eat? 
Is it hot enough? 
Primary School Meals Survey

5. The current menu choice in the majority of schools is two hot choices, a sandwich option and baked potato, together with pudding, which allows a two-course meal for the current charge of £1.60.

Do you think that the present service in your school offers value for money?

Strongly Agree

Agree

Disagree

Strongly Disagree

6a. Do you wish to continue with the same level of meal choice at your school?

Yes





No

6b. Would you be willing to pay more to keep the same level of meal choice?

Yes





No

6c. If you answered no to question 6b above, which of the following options would you prefer?

Removal of a main course choice

Removal of the sandwich option

Set meal – no choice

Keep the present meal choice

7a. Pupils in Primary 1-3 Years may not be able to make informed choices with a multi-choice menu and may benefit from having a two course set meal.




Yes


No

Do you think that P1-P3pupils should have a

nutritionally balanced set meal?

Primary School Meals Survey

7b. Pupils in Primary 1-3 Years may not be able to make informed choices with a multi-choice menu and may benefit from having a set meal.


Would always
Would come
Would come
Would stop

come for
to lunch
to lunch less
coming to

lunch

more often
often

lunch

If a set meal was the only

option, what effect would

this have on your child?

8a. At present, you can only pay for lunch tickets by cash or cheque. Would you prefer to use another method?

Yes





No

8b. If yes, which of the following would you prefer?

Online Payment


Credit / Debit Card Transactions

Direct Debit

8c. Would an incentive encourage you to change your payment method?

Yes

No


9. What could be done to encourage your child to take school meals? (Regularly)

10. We need regular feedback from our customers

Would you be prepared to participate and comment on school meal issues when asked?

Yes

No

If Yes please provide contact details (email address/telephone number)

Parents Section Continued...

	APSE - Performance indicators for Best Value Review
	 
	 
	 
	 
	Aberdeenshire
	Highland 
	Highland

	 
	
	
	
	
	
	
	Scottish 
	Council
	Scottish 

	Ref No
	Description
	Year
	Year
	Year
	Year
	Year
	Ranking
	Year
	Ranking

	 
	
	2002-03
	2003-04
	2004-05
	2005-06
	2006-07
	
	2006-07
	 

	PI01 (b)
	Price of a Primary (Junior) School Meal                     
	£1.39
	£1.45
	£1.45
	£1.50
	£1.55
	8-17
	£1.50
	11-17

	PI02
	Secondary School Free Meal Allowance                      
	£1.93
	£1.93
	£1.93
	£1.93
	£1.93
	2-17
	£1.60
	10-17

	*PI04
	Free Meal Uptake (Primary Schools) 
	60%
	86%
	76%
	81%
	76%
	12-15
	68%
	15-15

	*PI05
	Free Meal Uptake (Special Schools)
	86%
	N/A
	48%
	46%
	97%
	3-11
	70%
	8-11

	*PI06 (a)
	Free Meal Uptake (secondary Schools) 
	55%
	56%
	59%
	52%
	54%
	2-15
	48%
	9-15

	*PI08
	Paid Meal Uptake (Primary Schools) 
	46%
	50%
	48%
	47%
	51%
	1-16
	39%
	7-16

	*PI10 (a)
	Paid Meal Uptake (Secondary Schools) 
	21%
	33%
	36%
	36%
	34%
	9-16
	48%
	1-16

	PI11
	Total Cost per Meal (excl CEC) 
	£2.18
	N/A
	£2.38
	£2.36
	£2.73
	3-15
	£2.46
	5-15

	*PI12
	Total Cost per Meal (incl CEC) 
	£2.39
	£2.25
	£2.40
	£2.42
	£2.79
	3-15
	£2.52
	5-15

	*PI13
	Primary School Meals Served per Staff Hour
	6.24
	6.67
	6.12
	6.41
	5.51
	14-16
	6.1
	13-16

	*PI14       Special schools Meals Served per Staff Hour
	6.10
	6.30
	3.70
	4.67
	4.10
	8-11
	5.98
	6-11

	*PI16
	Direct Costs as a Percentage of Total Cost
	89%
	87%
	86%
	87%
	88%
	2-16
	76%
	12-16

	*PI17 (a)
	Food Only Cost Per Primary /Special School Meal
	49p
	49p
	71p
	57p
	65p
	12-16
	78p
	8-16

	*PI18
	Direct Cost per Primary /Special School Meal
	£1.64
	N/A
	£1.98
	£1.94
	£2.23
	3-15
	£1.99
	8-15

	PI19
	Average Spend per Paying Pupil (Secondary) 
	74p
	75p
	64p
	70p
	79p
	3-15
	70p
	4-15

	*PI20
	Unit Staff Cost Ratio (Secondary Schools) 
	49%
	49%
	55%
	48%
	50%
	8-16
	48%
	11-16

	*PI21
	Food Only Cost Ratio (Secondary Schools) 
	44%
	43%
	31%
	44%
	41%
	3-16
	42%
	10-16

	PI22
	Management Costs as % of Total Staff Cost 
	6.50%
	N/A
	6.03%
	6.10%
	6.40%
	15-15
	12.50%
	4-15

	PI29
	% Staff absence (front line staff)
	2.85%
	N/A
	3.60%
	2.78%
	3.06%
	14-15
	5.20%
	10-15

	PI30
	Percentage Staff Absence (All Staff)
	2.90%
	N/A
	3.65%
	2.81%
	3.03%
	16-17
	5.20%
	10-15

	P!31a
	Subsidy per meal (all meals)
	N/A
	N/A
	£0.85
	£0.94
	£1.17
	10-16
	£1.30
	6-16

	P!31b
	Subsidy per meal (all meals exc free meals)
	N/A
	N/A
	£0.64
	£0.84
	£1.10
	5-15
	£1.12
	4-15

	 
	N/A - Not available
	
	
	
	
	
	
	
	 


Appendix 7
SWOT ANALYSIS

Strengths 

· Staff Commitment 

· Conscientious

· Quality of Meal Produced 

· Value for Money 

· Low Level of Staff Absence

· Central Menu Planning 

· Nutritionally Balanced Menu 

· Centralised Suppliers – Quality and Price / Delivery 

· System Delivers 

· Health and Safety Record 

· Qualified Staff (Health & Nutrition)

Weaknesses 

· Time spent on Fire Fighting 

· Reliance on Staff Goodwill 

· Poor Facilities in some areas (not modern)

· Lack of Space for Dining Facilities 

· Lack of Funding 

· Lack of Training 

· Lack of Resources (Schools, IT, Management Info Systems)

· Lack of Commitment from Education 

· Set Menu – Limited Choice 

· Aberdeenshire Area to Cover 

· Quality of Food not as Good as Serveries 

· Lack of Communication (Education)

· Cost of Staff Payments for Working Holidays 

· Lean Management Structure 

· Property Department 

· Stigmatism of Free Meals in Academies

Opportunities 

· More Outside Catering 
· On Line Payments 
· Vending Transfer 
· Increase Potential Take-Up of School Meals 
· Phased Meal Times 
· Better Management Info System 
· Cash Less System in Academies 
· Networked 
· Be More ‘Green’ (Enviro Friendly)
· Energy Efficient Equipment 
· Better Management Structure 
· I - Procurement 
· Streamlined, efficient processes
Threats

· Other Council Services Outsourcing Catering Requirements 
· Education Service – Lack of Commitment and Outsourcing Service
· Community Vending Facilities 
· Private Catering Venues E.G Shops, Vans
· Lack of Consultation (Education)
· Changing Policies 
· Financial Pressures
· Dropping School Rolls 

Appendix 8
ACTION PLAN

Consumer Protection & Support Services - Catering

LEADERSHIP

Areas for Improvement

Q1/ 
Strengthen confidence in unit supervisors.  Improve training.  

Q2/ 
(Within resources) Budget and time 

Q4/ 
Recognise and need to set priorities in accordance with financial and time constraints.

Q5/ 
Demonstrate that we are doing it.

Q6/ 
Compare with other Councils.

Q8/ 
Compare with other Councils.

Evidence

Q1/ 
Contact with public.  PIs/  Growing relationships with partners.

Q2/ 
Nutrition training.  I-Procurement.  Recruitment & selection training.

Q3/ 
Cooks Groups.  EDRS.  Out of hours phone calls.  

Q4/ 
Look for areas for improvement.  Have list of projects for improvement

Q5/ 
Cooks Groups.  Menus.  HfS.  Standardised menus.

Q6/ 
Newsletters.  Verbal recognition.  Arcadia recognition.  Scrutiny & Audit recognition.

Q7/ 
Email address set up.

Q8/ 
Local food message, etc.

Strengths

Q1/
Hungry for Success.  Tuck Shops.  Cashless Systems.  Meal numbers increasing.  Partnership with schools.  Use local suppliers.

Q2/
Created rollout of manual handling training.  

Q3/ 
Open door policy.  Make selves available.  Available on mobile phones.  Solid foundation of staff.  

Q5/ 
Consult with staff.  Communicate with staff.

PRIORITIES:

1.
Demonstrate what we are doing.

2.
Increase resources.

POLICY AND STRATEGY

Areas for improvement

Q1/ 
Less centralisation and more awareness of diversity of services.

Q3/ 
Need to do research with our customers.

Q4/ 
Need to improve system for better cost per head.

Q5/ 
Ask our stakeholders their opinion.

Q7/ 
Communication across Council and joined up thinking.

Evidence

Q1/ 
Changed EDRS to suit manual staff.  Static vacancies.

Q4/ 
Changed menus to suit.  Free meals uptake.  APSE figures.

Q8/
Turrif Show.  Taste of Grampian.

Q10/ 
Audit reviews.  S&A.  External audit.

Strengths

Q1/ 
HfS.  Scrutiny and Audit.

Q3/ 
Respond to the environment around us and what we see happening.  Networking.  Partnership research.

Q5/ 
School Councils

Q9/ 
Supervisors and cooks have an awareness

Q10/ 
Regular CMT meetings to allow feedback for review.

PRIORITIES:

1.
Joined up thinking.

2.
Outward focus.

3.
Improvement of management information systems.
PEOPLE

Areas for improvement

Q1/ 
Big training needed in ie IProcurement.  Need resources.

Q2/ 
Improve employee resources.  Annual EDRS for unit supervisors.  Planning for the future.

Q5/ 
Annual EDRSs for Unit Supervisors.

Q6/ 
Formal system in place for feedback.

Q8/ 
Work to do at unit supervisor level (pockets)

Evidence

Q1/ 
Have lists identifying needs.

Q2/ 
EDRS.  Static Vacancies.

Q3/ 
Business Plan.  Recommendations in HfS.  Newsletters.

Q5/ 
EDRS

Q8/ 
High degree of recognition ie Arcadia, Newsletters, Head Teacher recognition.

Strengths

Q1/ 
Thinking about it and doing something about it.

Q3/ 
Staff understand why things are changing/happening.

Q6/ 
Take on board ideas and respond.

Q7/ 
Not stifled.

Q8/ 
More recognition from Education

PRIORITIES:

1.
Investment in people, ie training and resources (starting with Unit Supervisors) 

PARTNERSHIPS AND RESOURCES

Areas for improvement

Q1/ 
Difficult to control with volume.  Need more reporting information.

Q4/ 
Replace SAVE.  Need management information.

Q7/ 
Increase storage space.  More management information needed.

Q12/ 
More access to PC\'s etc for more staff.

Q13/ 
Work more with IT

Evidence

Q1/ 
Securitas.  Oracle.

Q5/ 
Handbooks on site.

Q9/ 
Tenders. Evaluate on price and effectiveness to deliver.

Strengths

Q1/ 
Monthly reports.  I-Procurement.

Q8/ 
Work with partners

Q9/ 
Monitor

PRIORITIES:

1.
Management information systems.

2.
Improving and rolling out IT systems and making sure it is fit for purpose.

PROCESSES

Areas for improvement

Q2/ 
Take processes down and analyse.

Q3/ 
Need to relate PIs to key processes.  Need system

Q4/ 
Need to make systems more robust and comprehensive.

Q7/ 
Effectively managing processes.  Spend more time in the locations working with front line staff.

Q8/ 
Resourcing and prioritising.

Q10/ 
Need systemised procedure to deal with feedback.

Evidence

Q5/ 
Bounced cheque process changed to suit needs of customers.

PRIORITIES:

1.
Developing PIs that work for the catering section.

2.
More comparison of PIs.

CUSTOMER RESULTS

Areas for improvement

Q1/ 
More comparisons with better management information

Q7/ 
Need to formally record all compliments, etc coming in.

Q11/ 
Need system in place to measure positive image.

Q13/ 
Demonstrate that we are doing a good job.

Evidence

Q1/ 
Compare one school against another.

Q2/ 
SLA Pupil Forums

Q5/ 
Internet Enquiries

Q8/ 
Year on year uptake figures

Q11/ 
Information leaflets.  Show stands.

Q12/ 
Cook Awards.  Quality Meets Scotland.  Taste of Grampian.

Strengths

Q2/ 
Work with Head Teachers

PRIORITIES:

1.
Better management information to be gathered and more demonstrable.

PEOPLE RESULTS

Areas for improvement

Q1/ 
More specific analysis of collecting people information ie employee survey.

Q5/ 
Expand

Evidence

Q2/ 
EDRS

Q8/ 
Informal feedback

PRIORITIES:

1.
Need more management information on our staff and need to develop support for Unit Supervisors.

2.
Look at how more information relevant to catering can be gained from the Employee Survey.

SOCIETY RESULTS

Areas for improvement

Evidence

Q1/ 
Number of meals we serve. Increased local procurement.  NHS measure results of efforts.

Q2/ 
Local radio and press articles.

Q3/ 
Oil uplifted and recycled

Q5/ 
Vending machines

Q6/ 
Local procurement.  Use Council's vehicles.

Q9/ 
Turriff show.  Taste of Grampian.  Parcel sent abroad.

Q10/ 
Health & Safety policy.  Measure accidents.

PRIORITIES:

1.
Systematically collect and analyse data and publicise this data.

KEY BUSINESS RESULTS

Areas for improvement

Q3/ 
More robust measures.

Q6/ 
Need to record and demonstrate more.

Evidence

Q1/ 
Low subsidy in meals.  Review of trading position - position has improved.

Q4/ 
Introduced new ones

PRIORITIES:

1.
Need to record and demonstrate more of what is currently being done.

SUMMARY OF PRIORITIES:

1.
Demonstrate what we are doing.

2.
Increase resources.

3.
Joined up thinking.

4.
Outward focus.

5.
Improvement of management information systems.

6.
Investment in people, ie training and resources (starting with Unit Supervisors) 

7.
Management information systems.

8.
Improving and rolling out IT systems and making sure it is fit for purpose.

9.
Developing PIs that work for the catering section.

10.
More comparison of PIs.

11.
Better management information to be gathered and more demonstrable.

12.
Need more management information on our staff and need to develop support for Unit Supervisors.

13.
Look at how more information relevant to catering can be gained from the Employee Survey.

14.
Systematically collect and analyse data and publicise this data.

15.
Need to record and demonstrate more of what is currently being done.

Recommendations:





Introduce menu costing.


Prepare budgets for each kitchen.


Determine price based on unit profit margins.


Determine level of subsidy required to “break even”.


Establish relief staff as a separate budget.





Management Response:	Agreed





Implementation Date:	Initial costing work completed.  Further 						refinement at unit level required.  


				31 March 2009.





Responsible Officer:  D Yule





Recommendations:





Establish performance standard for wastage.


Introduce system for capturing data relating to meals produced and meals sold.


Introduce a system of annual questionnaires to staff and pupils to monitor the quality of the service.





Management Response:	Agreed





Implementation Date:	31 March 2009 (Recommendations 6 & 8)


				30 June 2009   (Recommendation 7)





Responsible Officer:	M Hearnden





Recommendations:





Re-draft the SLA once information is available about actual costs.


Determine quality and nutritional standards that require to be met by the Catering Service.


Ensure that Head Teachers are accountable for any local variations applied to the SLA.


Determine responsibility for financial risks.





Management Response:	Agreed





Implementation Date:	31 March 2009





Responsible Officer:	M Hearnden / E Duncan











Recommendations:





Review schools where cashless catering has been introduced and develop a business case to support further investment.


Review schools where new serveries have been installed and develop a business case to support further investment.


Develop a capital investment strategy.


Undertake an energy efficient audit of kitchen equipment.





Management Response:	Agreed





Implementation Date:	31 March 2009





Responsible Officer:	M Hearnden / E Duncan








Recommendations:





A small group should be appointed to:-





Examine the job content of all staff.


Assess the cost implications of adding financial responsibility to area and unit supervisors job descriptions through a job evaluation process.


Ensure that the management structure is capable of delivering improvement in performance.


Review the administrative structure and processes that support the Catering Service.





Management Response:	Agreed





Implementation Date:	30 June 2009





Responsible Officer:	B Cassie
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