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Developing a Resource for Using Standard School Nutrition Productivity Measures

DEVELOPING A RESOURCE FOR USING STANDARD
SCHOOL NUTRITION PRO DUCTIVITY MEASURES

EXECUTIVE SUMMARY

In 2015, the Institute of Child Nutrition (ICN), Applied Research Division (ARD)
conducted a fouphase study to explosehool nutriton§N)d i r ect or s Gcepticmmge and
of Key Performance Indicator&PIs) and identify the best formé&br aresource to suppottie
needs oSN professionals (Rushing, 2015). Phase | consisted of a site visit to a SN program
where the director had demonstrated success in utilikditig for operational decision making.
In Phase II, an expert panel of 10 SN professionals with experience administering KPIs was
convened to discuss issues associated with utilizing KPIs in SN programs. In Ptibse I,
information gathered was used tovdl®pa national surveyThe survey wasalidated with the
assistance of a review panel of 21 SN professionals and mailed to a random sample of 700 SN
directors representing the sevgnited States Department of AgricultuteéDA) regions. The
survey,KeyPerformance Indicators for Measuring Productivity in School Nutrition Programs
consisted of 105 multiple choice questions divided into two sectfims: Opinionand
PersonalProgram CharacteristicsThe findings of the nationalisrey suggest moSN
professionals do not receive adequate training on KPIs. Therefore, the purpose of this project
wasto use this data tdevelop a researdbased resource to assist SN professionals in effectively
utilizing standard SNKPIs.

This project wasonducted itwo phases. In Phasedn expert work group determined

the format and content of a draft resource. In Phaseréiview panel convened to validate the
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resource for the intended audience. Afterwards, the resource was reviseddmasegdut from
the review pael, and formatted with the assistance of a graphic designer.

In Phase I, SN professionals who had participated in pre@blugssearch associated
with KPIs and financial management agreed to be members of an expert work group. This group
included 10 SNirectors, one state agency director, and one representative from the ICN
Training and Development division. The expert work group process consisted of four electronic
activities culminating intaa daylong, faceto-face meeting.

For the first electroniactivity, participants were sent a draft of Chapter 1 of the respurce
and an evaluation form. Chapter 1 included the 15 KPIs identified by previous research, each
subdivided into the following s#ions: Description, Why calculate, How to Calculate, Sampl
Calculations, Where to Capture Data, How to Use, Industry Standards, Factors that Influence,
and References. The evaluation form asked participants to evaluate the content of each KPI
section for completeness and accuracyrovide missing or accurat®ntent as needed, atal
identify the sources of any new content provided. Participants were asked to complete activity
one and returit via e-mail the completed evaluation form within a thxeeek period.

Afterwards, draft Chapter 1 of the resourcewasvi sed based on participa
and suggestions.

The second electronic work group activity was sent three weeks after activity one. For
this activity, participants were sent a draft of Chaptear&d an evaluation fornThe draft of
Chapte 2 consisted of four sections: Benchmarking, Trend Analysis, Developing Action Plans,
and Communicating with Key Stakeholders. The evaluation form asked participants to evaluate
the content of each section of Chapter 2 for completeness and actu@oyjde missing or

accurate content as needed, amnidientify the sources of any new content provided. Participants
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were asked to complete activity two and retiitoy email the completed evaluation form within
a threeweek period. Afterwards, Chapterave r evi sed based on partici
and suggestions.

Electronic activity three was sent to the expert work group three weeks after activity two.
This activity, which would represent the case study component of Chapter 1 of the regasirce,
only sent to participants who were SN direct¢fscademic professionals were not asked to
complete this activity Each participant was asked to develop two case study narratives, based
on information they provided at the time of the invitation, deswy examples of how they have
successfully utilized KPlIs in their jobs.

The fourth electronic work group activity was sent three weeks after activity three. For
this activity, each of the 12 participantasgent an evaluation form and three case s$diet
including the one they created, in a manner so that each case study was reviewed by three
participants. The evaluation form asked participants to evaluate each chs®stu
completeness, claritgppropriatenessind to provide comments as needeakticipants were
asked to complete activity four and retitrby email within a threeweek period. Afterwards, a
complete draft of Chapter 1 was revised based

The faceto-face expert work group meeting toolage three weeks after the fourth
electronic work goup activity on the campus oh& University of Southern Mississippi.
Participants were divided into four groups to review and adjust four, MiRlscorresponding
case studies to review and adjust. Aftes activity was completed, each group reported their
suggested revisionand engaged the rest of the participants in a consensus building discussion.

After the faceto-face expert work group meeting, the KPI resource was revised based on

the consensusom the group. Aftawards, the resource was sentte expert work group
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electronically one last time foeview. Any final comments were addressaad the resource
was revised accordingly.

Thirty prospective review panel members were as&exvaluag the resource for
completeness, accuracy, clarity, and suitability for the end user. The KPI resource was revised
based on input from the review pareeid the formatted with the assistance of a
graphic designer.

Ten of the expert work gup participants at the fate-face meeting completed the
22-question survey about their school district arehteelves. The SNrogram characteristics of
participants are provided in Table 1. Participants were from the Southwest (30%), Mountain
Plains (30%), Southeast (20%) and West (10%) United States Department of Agriculture
(USDA) regions.

During the expert work group meeting, participants came to consensus on the content for
the resource. This content lnded four primary componentsnAntrodiction, Chapter 1,

Chapter 2Chapter 3, and afippendices.

Chapter 1t i t The Hey Pdiformance Indicatodgovers 12 KPIs gruped into three
general areadveal Counts and Participation, Financial and Inventory Managgmand
Productivity and Laborn Chapter 1, under each KRtere are the following 10 sections:
Description, Why Calculate, How Often to Calculate, How to Calculate, Sample Calculations,
Where to Capture Data, How to Use, Industry Standards, Factors that InflaedReferences.

Chapter 2, titlediin T KCase Study 0 cont ains a case study wit!
provides background data for the case stuthuding SN program characteristicections two
through four are grouped into three general afdasl Counts and Pticipation, Financial and

Inventory Management, and Productivity and Lalamd include each of the 12 KPIs found in
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Chapter 1. The case study provides examples of how each KPI can be utilized to evaluate how
well an SN program is performing for a giverripd.

Chapter 3, titledfUtilizing Key Performance Indicatgrs0 i ncl udes four bri
on how to utilizeheresults of KPI calculationgnd includes the followingdenchmarking,
Trend Analysis, Developing Action Plans, and Communicating with 8takeholders. The
purpose of this chapter is tiemonstrate that calculating the KPI is only part of the equation, and
that the next step is deciding what to do with this information to continually improve a
SN program.

As indicated in ararlier study (Rushing, 201,5nost SN professionals believe that KPIs
are valuable tools for program evaluation and decision makntgmost believe SN
professionals do not reige adequate training on KP[Eherefore, it is advised that SN
management pffessionals receive training based on the contents of this resource once they have
completed the following ICN courseSrientation to School Nutrition Managementd
Financial Management: A Course for School Nutrition Directdis help facilitate this mcess,
it is recommend that a stasatbne KPI training program be developed based on the contents of
this resource, which includes a wor kdsfacek and
and online formats through the ICN. Additionally, itéeommended that a KPI training
component be added to the following ICN coursaigentation to School Nutrition Management
and to the 1zhour and &ourFinancial Management: A Course for School Nutrition

Directorsd tr ai ni ng.

10
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INTRODUCTION
School nutition (SN) directors operate in an ever changing and challenging environment.
Successfully navigating this environment requires effective decision m#iaéogrding to the
School Nutrition Operations Repdf014), the most pressing issskacing SN diretorsare
increasingorogram participation (44.0%), implementing meal patterns (43.1%), managing food
cost (41.7%), and complying with competitive food regulations (40.7%). To achieve success, SN
directors must make decisions related to these and othertheg¢aiesult in positive outcomes.
Examples of such decisions may include determiniagatiswer to following questions:
1 What utilization of time and resources will have the most positfeetdn program
participation?
1 Which food production methods Numost efficiently facilitate the implementah of
meal pattern standards?
1 What purchasing, staffing, and training adjustments should be implememiéskto
increasing food costs?
1 What purchasing and marketing changes could be made to ensure compiihnce
competitive food regulations without advdyseffecting program revenues?
The challenge foBN directors is determining what decisions to make to achieve the most
favorable outcome for a SN program.
Datadriven decision making is a logicalethodto address this challenge. According to
Nettles and Rushing (2012), dataven decision making involvesllecting criticaloperational
datg analyzing the data in a meaningful waging the data tmake decisions thatcrease
programperformance, and cemunicating the results of those decisitmg&ey stakeholders

This critical operational daia called key performancedicators (KPIs) (Boettger, 2009).

11
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Key performance indicatserare tools that allow SN professiosnd utilize a rigorous
numbersoriented approach to target specific areas of emplasito gauge results in an
objective and measurable wahese toolsllow users to identify problem areasmeasure
progress in correcting these problems, &diemonstrate prograimprovementKey
performance indicatsrcan be used to help identify where resources should be invested to have
the most positive impact (such as equipment or labor), and they can be used to track the progress
of major initiatives (such as breakfast in the classroomd $sles, and farm to schodigisedon
participation, cet, and revenu@uzalaka, 2010; Fahey, 2011)

There are many KPIs pertinent to SN program management thatémvédentified in
SN literature

1 Average Daily Participation;

1 Breakeven Point;

1 Expenditues;

1 Cost Per Meal Equalent;

1 Cost as a Percentage of Revenue;

1 Days of Inventory OfHand;

1 Inventory Turnover Rate;

1 Meal Equivalents;

1 Meals Per Labor Hour;

i Revenuesand

1 Revenue Per Meal Equivalents (Boettger, 2009; Cater, Conklin, and Cross, 2005;

Institute of Child Nutrition, 2015National FoodService Management Institute,

2012;PannelMartin and Boettger, 2014).

12



Developing a Resource for Using Standard School Nutrition Productivity Measures

However, none these KPIs are of any value if they are not effectively utilized.

In 2015, the Institute of Child Nutrition (ICN), AppliedeRearch Division (ARD)
conducted a fouphase studyte x pl or e SN directorso6 amdage and
identify the best format of a KPI resource to supporip8&fessionals(Rushing, 2015)Phase |
consisted of a site visit to a §iMogram wlere the director had demonstrated success iningliz
KPIsfor operational decision makinghe site visiincludedstructured interviews with the SN
director and SN managerial staff, and a tour of the SN program to view routine operations.
During the stuctured interviews, the following information was gathered: the specific KPIs used
by various levels of SN staff members; the frequency KRl®calculated; how KPlgvere
utilized; andthe strength&arriers of using each KPThe tour of the SN operatiamcluded
visits to several schools in the district to observe how and what daaamured for
calculating KPIgRushing, 2015)

In Phase II, an expert paneld SN professionalsith experience administeringPls
was convened to discuss issues dased with utilizing KPIs irSN programs. The intent of
Phasel andPhasdl of the study was to gather information to support the ldpweent of a
national surveyPrior to conducting the expert panel, discussion topics for the meeting were
developed baskon the site visit, the research objectj\aexl previous researcBxamples of
discussia topics included the following:

1 What are thestandard KPI s for decision making and program evaluation in

SN programs?
1 What is the best way to calculate each KPI?
1 What factors shald be considered when utilizirgach KPI?

T Whatismost SN professi GnwddgedfeackiWPi?s ur e t o an

13
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1 Whichlevel of SN professionahould be ulizing each KPP

1 What types of decisions are mdahesed on each KPI?

1 What areheindustrystandards for each KPI?

1 What are advantages adidadvantages of using each KPRushing, 2015)

In Phase Ill, a national survey was developed and validated with the assistance of
review panel of 21 SN professionalsdmailed toarandomsample of 700 SN directors
representing the seven USDA regionke surveyKey Performance Indicators for Measuring
Productivity in School Nutrition Programsonsisted of 105 multiple choice questidigded
into two sectionsYour OpinionandPersonalProgram Characterists. For several of the
opinion questions, respondents were asked to base their respotisesatiowingl1l KPIs
recommended by the expert pardbsenteesm Rate Average Daily Participation, Breakeven
Point, Cost as a Percent of Reue, CosPer Meal, Days of Inventory OfHand, Inventory
Turnover Rate, MealBer Labor Hour, Percef@verproductionRevenue Br Meal,and Staff
Turnover RateExamples of these opinion questions included:

1 What is youlevel ofunderstanding of each KPI

1 Do youhave access to thmecessary data to calculate each KPI?

1 How often do you calculate each KPI?

1 Do you useeach KPIfor decision making

1 What level of 8l professional in your district use each KPI?

1 Where do yowbtan the data for calculatineach KPI?

1 Do use benchmarks to evaluate each KPI?

1 Which SN professionaln your districtreceive KPI training?

T What is value and nease of useo of each

14
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The findings othe national surveguggestd most SNprofessiona have the
following opinions:

1 Access to KPI data is readily available.

1 Key performance indicatermprovide essential information about SN programs.

1 Key performance indicatsrare valuable managerial tools for program evaluation and

decision making.

1 Key performance indicatos are easy, but time consuming to use.

1 School nutritiorprofessionals do not receive adequate training on KPIs.

The results othe survey indicated significant relationship between district enroliment
sizezand SN pr of es s of KPisarélased to pnderstareing, valaen and ease of use.
To simplify this explanation, district enroliment rangese categoried as follows:
small =< 1,999; medium = 2,0009,999;and large => 30,000. School nutritioprofessionals
from medium and Ige districtsveremore likely to perceive KPIs asvaluable tol for
managing SN operationghencompared to SN professionals from small districts. Furisr,
professionals from medium and large distrigezemore likely to perceive the process of
capuring KPIs data and calculating KPIs easywhencompared to SN professionals from small
districts(Rushing, 2015)

Data gathered from PhaseBllwere used in Phase I\'his data helpeduide athink
tank consistingf eightSN professionia in identifying the best format and content areas of a
resource The resource woulsupportSN professionalsn effective utilization of KPIgor
operational decisiomakingand program evaluatidiiRushing, 2015)

Think tank participantsecommendethat the teget adience for the resourdee unit and

district-level SNmanagerial staff at all school distsctegardless of district siz&hree primary

15
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uses of the resource were identifiadan operational guidesa communication tool, areka

staff development strument.It was recommended that the resource contain the following
sections: Table of Contents, Introductiétey Terms Key Performance IndicatarSystems for
Collecting and Organizing KPI Dat€ontinuous Improvement Model for Using KPGase
StudiesUsing KPIs AppendicesandanIndex.Participants suggested that the KPI section of the
resource cover the following 15 alphabetized KRIssenteeism Raté\verage Daily

Participation BreakEven PointCost as a Percentage of Reveridays of InventoryOn-Hand
Expendituresinventory Turnover RatdMenu CostMeal EquivalentsMealsPer Labor Houy
Percent OveProduction Per Meal CostRevenuePer Meal EquivalentRevenuesand Staff

Turnover Rat€Rushing, 2015)

Research Objectives
As identified hroughprior research addressed above, there is a need for the development
of a resource to support SN professionals in managing their programs. Thehefgnarpose of
this project is to develop a reseaiwdsed resace to assist Sigrofessionals in &ctively

utilizing standard SN key performance indicators (KPIs).

16
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METHOD OLOGY
ResearchPlan

This study budds on the findings from the GI2 project that explored standard SN KHlse
project was divided into two phasés.Phase | an expert workayp determine the format and
content of a draft resourcie. Phase |l a review panebnvend to validate the resource for the
intended audiencéfterwards, the resource was revised based input from the review panel and
formatted with the assistanceafraphic designer.

Phase |
Expert Work Group
Thirteen SN professionals who had participated in prevéigesearch associated with
KPIs and financial management agreed to be members of an expert work group. This group
included 10 SN directors, one gatgency director, and one representative froninistéute of
Child Nutrition (ICN) Training and Development division. The invitation provided a consent
form and an overview of the studgicluding the planned activities and expected time
constraints. Té invitation also asked participants to identify KPIs that they would be willing to
develop a short case narratteedescrite how they have succesdfglused the KPI for SN
program management (Rushing, 2015).
Electronic Work Group Activity One
The expertvork group process consisted of four electronic activities culminating with a

day-long faceto-face meeting. For the first electronic actiymgarticipants were sent a draft of
Chapter 1 of the resourcand an evaluation form. Chapter 1 included the PIsKdentified by
previous research, each subdivdeto the following sections: Description, Why Calculate, How

to Calculate, Sample Calculations, Where to Capture Data, How toridestriy Sandards,

17
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Factors that Influence, anceferences. The draft otent for Chapter 1 was gathered from
current SN program management and foodservice management resources. The evaluation form
asked participants to evaluate the content of each KPI section for completeness and agcuracy,
provide missing or accurate conte&s needed, and identify the sources of any new content
provided. Participants were asked tomplete activity one and retulry email the completed
evaluation form within a threereek period. Afterwards, draft Chapter 1 of the resource was
revisedbased on participantsd comments and sugges
comments/suggestions were conflicting, or where tivaesome confusion with regaathe
comments, notes were made so these issues could be discussed attthiatacmeetig.
Electronic Work Group Activity Two

The second electronic work group activity was sent three weeks after activity one. For
this activity, participants were sent two documents, a draft of Chapter 2 ofdberoe and an
evaluation formThe draft of Chpter 2 consisted of four sections: Benchmarking, Trend
Analysis, Developing Action Plans, and Communicating with Key Stakeholders. The content for
this chapter was gathered from current SN program management dsdrioce management
resourcesThe evalution form asked participants to evaluate the content of each section of
Chapter 2 for completeness and accurtzpyrovide missing or accurate content as needed, and
to identify the sources of any new content provided. Participants were asked to c@uipletie
two and return by-enail the completed evaluation form within a thigeek period. Afterwards,
Chapter 2 was revised based on participants?o
areas where partici pant slitingcor where tharegag sbmeg ge st i on
confusion with regartb the comments, notes were made so these issues could be addressed at

the faceto-face meeting.

18
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Electronic Work Group Activity Three

Electronic activity three was sent to the expert work group thesks after activity two.
This activity, which would represent the case study component of Chapter 1 of the resource, was
only sent to participants who were SN direct¢fscademic professionals were not asked to
complete this activity Each participamivas asked to develop two case study narratives, based
on information they provided at the time of the invitatithat describeéxamples of how they
have successfully utilized KPIs in their jobs. Participants were provided a template, which
requested thatase study be limited to 500 words in length. The template included suggested
information to be i ncl ud e dstudebteruwolimenthiz, nGiberdi r ec
of schools in school district, etc.) as well as seven categories of sugd@istéd incorporate in
the narrativeincludingthe following KPI name, purpose, source of data, calculation, trend
analysis, benchmarking, utilization, and communication to key stakeholders. The academic
professionals, who were not asked to complete staskes, were asked to provide ideas and
examples of material to include in the appendix of the resource. Participants were asked to
complete these activitieandto submit them by -enail within a threeweek period.

Electronic Work Group Activity Four

The fourth electronic work group activity was sent three weeks after activity three. For
this activity, each of the 12 participants were sent an evaluation form and three case studies, not
including the one they created, in a manner so that each case ssidgwewed by three
participants. The evaluation form asked participants to evaluate each cgdestud
completeness, claritappropriatenessind to provide comments as needed. Participants were
asked to complete activity four and retitrby e mail within a threeweek period. Afterwards, a

complete draft of Chapter 1 was revised based

19
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Faceto-Face Meeting

The faceto-face expert work group meeting took place three weeks after the fourth
electronic work goupactivity on the campus offie University of Southern Mississippgdne
week prior to the meeting, participants were sent the draft KPI resource (including Chapter 1 and
2), andwereasked to review it before the meeting.

On the day of the meetingartidpants were asked to conapé and return consent forms,
along witha 22question survey to gather information about their school districts and
themselves. Participants were divided into four groups to review and adjust four KPIs with
corresponding case sligs to review and adjust. After this activity was completed, each group
reported their suggested revisipaad engaged the rest of the participants in a consensus
building discussion. For the final activity, the group engaged in a discussion to detirenine
best modes, other than an online and hard copy resourcthah@N could provide KPI
information to end users. Discussion questions included the following: Does the ICN need to
createfaceto-face or online training activities basedtbis resoure? Doelectronic spread
sheets for calculating each KPI need to be cremtednade available on the ICN Wate?

Final Electronic Review

After the faceto-face expert work group meeting, the KPI resource was revised based on
the consensus from the groufterwards, the resource was sent out the expert work group
electronically one last time to review. Any final comments were addresmsedhe resource was

revised accordingly.

20
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Phase Il
Review Panel

The draft resource was revised based on commemntstfre expert work group review.
ThelCN identified 30 prospectivBN professionals from pa&iN research associated with KPIs
and financial management to contact regarding the review of the draft resource. Prospective
review panel members weeemailed areview packet containing a cover lett@igonsent form,
thedraft resairce, a guided review form, andlamographic quesinnaire. The cover letter
statal the purpose of the research stuaydprovidel instructions for the review procedsye
includingthe provision ofcontad information, and return of the evaluationtihe ICN. Review
panel members wegesked to evaluate the resource focampleteness, accuracy, clarity, and
suitability for the end user. The KPI resource was revised based on inpuhfaeview panel
and the formatted with the assistance of a graphic designer.

Based on the comments from the revigamel, the case study component of each KPI
was removed from Chapterdnd a new chapter was developed dedicated to one large case
study that included all 12 KPIs. A draft of the case study chapter was submitted to a review panel
member with extensive experience successfully utilizing KPIs to successfully manage her SN
program. After revising and resubmitting the resources a few tintae teview panel member,

a final draft of the case study chapter was agreed upon.

21
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RESULTS
Phase |
Expert Work Group Faceo-Face Meeting

Ten of theexpertwork group participants at the fateface meeting completed the
22-question survey abotheir school district and themselva@$ie school nutrition (SN) program
characteristics gbarticipans are provided in Table Participants were from the Southwest
(30%), Mountain Plainé30%), Southeas20%) and West10%) United States Department of
Agriculture (USDA) regionsThe largest percentage drticipantsvere from districts with
student enrolimets between 2,000 and 29,000 ¥43Seventy eighpercent of participants
indicated their SN programs were sefferatedThe most common purchagimmethodvas
decentralizedq0%), and the most common food production methodavesmbination of
centralized andecentralizeghrocessing and preparation (45%Mhe nutrition and feedings
programs participated in by the majority of respondents were: @lierfdl School Lunch
Program (100%), School Breakfast Progrdfd;®6), Summer Food Service Program 8
andFarmto-School (786). The programs with the lowest levels of participation by SN programs
were Healthier School Da@%), After School Meal Progm 2%), and Child ad Adult Care
Feeding Program (22). All of participans indicated poinbf-sale software is utilized at their

SN progran(100%) (See Table )

22



Developing a Resource for Using Standard School Nutrition Productivity Measures

Table 1

Expert Work Grougschool Nutrition Program Characteristics

Question Frequency? %

What USDA Region is your school district located?

Southwest 3 33%
Mountain Plains 3 33%
Southeast 2 23%
West 1 11%
Mid-Atlantic 0 0%
Mid-West 0 0%
Northeast 0 0%
What is the student enroliment in your school district?
<1,999 1 14%
2,00029,999 3 43%
> 30,000 or greater 2 29%
Not Applicable 1 14%

How is yourSN program managed?
Selfoperated 7 78%

Contract management company 1 11%
Not Applicable 1 11%
Which purchasing method does y@&N progran use?
Decentralized (foodservice orders to vendors are plac
7 70%
at the school level)
A combination of centralized and decentralized orderi 2 20%
Centralized (foodservice orders to vendors are made 0 0%
. . 0
the district level)
Not Applicabke 1 10%
Does yourSN program have a central warehouse?
No 6 67%
Yes 2 22%
Not Applicable 1 11%
Are the employees in your school district unionized?
No 6 67%
Yes 2 22%
Not Applicable 1 11%

#Total N varies based on responsesdach questian
Total exceed 100% since respondents could select more than one response
(Table 1 continues)
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(Table 1 continued)

Expert Work Grougschool Nutrition Program Characteristics

Question Frequency? %

Which production method best ded&s yourSN program?
A combination of centralized and decentralized food
processing and preparation
Food processed/prepared at a central location(s) and 3 330
distributed to satellite kitchens
Food processed/prepared at individual schoohkis 1 11%

4 45%

Not Applicable 1 11%
Which production style best describes 8program throughout
your school district?
Most food items prepared from scratch 8 89%
Some food items prepared from scratch 0 0%
No food items prepared from scratch 0 0%
Not Applicable 1 11%
Which description best describes & program throughout your
school district?
A mixture of disposable trays and eating utensils and 3 334
. . . 0
dish machine ware washing
Mostly dish machine ware washing 3 33%
Mostly disposable trays and eating utensils 2 22%
Not Applicable 1 11%
What percent of students are apyed for free and reduced price
meals in your school district?
0-19% 0 0%
20-39% 2 22%
40-59% 3 34%
60-79% 2 22%
>80% 1 11%
Not Applicable 1 11%
What is the percent average daily participation (Y0ADP) of
students in th&lSLP at your school or district?
0-24% 0 0%
2549% 4 45%
50-74% 3 33%
>75% 1 11%
Not Applicable 1 11%

@Total N varies based on responses for each questio
Total exceesd, 100% since respondents could select more than one response
(Table 1 continues)
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(Table 1 continued)

Expert Work Grougschool Nutrition Program Characteristics

Question Frequency? %

Which of the following programs does your sohdistrict
participate in? (Select all that apphy

National School Lunch Program 9 100%
School Breakfast Program 9 100%
Summer Food Service Program 7 78%
Farm to School 7 78%
After School Snack Program 6 67%
Fresh Fruit and Vegetable Pragr 5 56%
HealthierUS School Challenge 4 44%
Child and Adult Care Food Program 2 22%
After School Meal Program 2 22%
Healthier School Day 0 0%
Not Applicable 1 11%
What method is used to conduct inventory at your
school district?
Periodt (take on a routine basis such as weekly,
monthly, quarterly, annually) 5 56%
Both of the above 3 33%
Perpetual (inventory amount is updated
continually as product are used) 0 0%
Not Applicable 1 11%
If you answered periodic to the abayeestion, how often
is inventory taken at your school district?
Monthly 5 56%
Quarterly 3 33%
Not Applicable 1 11%
Do you use Poinbf-Sale software in your school district?
Yes 8 89%
No 0 0%
Not Applicable 1 11%

#Total N varies baed on responses for each question
bTotal exceed 100%ince respondents could select more than one response
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Table 2 provides listing ofthe personal characteristics of surpayticipantsFifty
percent had a Masteros degrkkeaechoel din @h ed e g weae .l
common areas of study for t lwassetritioniand klieteticsbra c h e |
food and mtrition (both 50%), while 10% had a business degree. The majority of participants
indicated they had the followinggrtifications: Registered Dietitian (70%) School Nutrition
Specialist Credential (60%). A large percentage of participants indicated that they had worked in
SN programs for 20 years or more (40%). When asked where they worked prior to taking their
currentposition, 40% indicated they worked abkealthcare foodservice director/manageras
a districtlevel SN director in a smaller district (30%)
Table 2

Expert Work GrouPersond Characteristics

Question Frequenc %
q

What statement best descsbgur position?

School nutrition director 8 89%
District-level SN supervisor 0 0%
Schootlevel SN manager 0 0%
Not Applicable 1 11%
What is your highest level of education?
Associ atebds degree 1 10%
Bachel ords degree 3 30%
Some gaduate credits 1 10%
Masterds degree 2 20%
Graduate hours beyond ma 1 10%
Doctoral degree 2 20%

4Total N varies based on responses for each question
bTotal exceed 100%since respondents could select more than one response
(Table2 continues)
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(Table 2 continued)

Expert Work GrouPersond Characteristics

Question Frequency? %

I f you have a Bachel oroés deg
area of study? (Please check all that apply

Nutrition/dietetics 5 50%
Foad and nutrition 5 50%
Other 2 20%
Business 1 10%

What is your certification/credentialed status? (Select all

that apply)®
Registered Dietitian 7 70%
School Nutrition Specialist Credential 6 60%
Licensed Dietitian/Nutritionist 5 50%
State Department of Education Certified 2 20%
Not certified 1 10%

How many years have you workedSiN programs?
1to 10 years 0 0%
11 to 15 years 2 20%
16 to 20 years 4 40%
Greater than 20 years 4 40%
Not Applicable 0 10%

How longhave you been in your current position?
1to 5 years 2 22%
6 to 10 years 1 11%
11 to 15 years 2 22%
16 to 20 years 2 22%
Greater than 20 years 2 22%

Prior to taking your current position, did you work as a? (Pleast

select all that apply?
Healthcare foodservice directorAnager 4 40%
District-level SN director in a smaller district 3 30%
Other 2 20%
District-level SN supervisor in larger district 2 20%
District-level SN director in a larger district 2 20%
Restaurant manager 1 10%
School teacher 1 10%
State agency staff 1 10%

#Total N varies based on responses for each question
bTotal exceed 100%ince respondents could select more than one response
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During the expert work group meeting, participants came to camsensthe content for
the resource. This content lnded four primary componentsnAntroduction, Chapter The
KPIs, Chapter 2 Managirand Utilizing Key Performance Indicagyrand the Appendices. The
introduction addresseRlenfthoremano@ilcrsdi diaMhant s ,ad
was Developed, 0 and APurpose/ Contents/ How to
Chapter 1 consisted of 12 KPIs of the original 15 KPIs from the first electronic work
group. The expert work group participants recommended that Menu Costheotdhoved
from the KPI list due to the large amount of content that would beedéeeddress this KPI
adequately. Days of Inventory €and was removed because the group felt this calculation
provided the same information as Inventory Turnover RateeReOverproduction was deleted
because the panel members did not feel this information was vital to the resource. Chapter 1 was
divided as follows for ease of use:
1 Meal Counts and Participation
o0 Meal Equivalents (MEQS)
o Average Daily Participation (ADP)
1 Financial and Inventory Management
0 Revenues
0 Expenditures
0 Revenue Péevleal EquivalentMEQ)
o Cost Per Meal CogMEQ) (Note: The group suggested changing the title from
Expense Per MEQor consistacy.)
o Cost as a Percentage of Revenue

0 BreakEven Point (EEP)
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0 Inventory Turnover Rate
91 Productivity and Labor

o0 Meals Per Labor Hour (MPLH)

o Staff Turnover Rate

0 Absenteeism Rate
Each KPI addressed the following 11 topic areas:

1. Description

2. Why Calculate

3. How to Calculate

4. How Often to Calculate (added during theetéa-face meeting)

5. Sample Calculations

6. Where to Capture Data

7. How to Use

8. Industry Standards

9. Factors that Influence

10. References
11.Case Study
Chapter 2 consisted of four sectipaadno major changes were recommended from

expert work group. Those sectionsluded: Benchmarking, Trend Analysis, Developing Action
Plans, and Communicating with Key Stakeholders. The expert work group decided that the
Appendices include three elementsSMART Goals planning sheet, a sample Statement of
Activities report and a d&iled explanation of how to calculate MEQs, the last of wtheh

group recommend adding.
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The expert work group participants also discussed the best modes, other than an online
and hard copy resoee, that the ICNould proviee KPI information to end usefThe fdlowing
items were identified: Staralone trainingjnclude KPI training as part @rientation to Child
Nutrition Managersprovide KPI training as an online coursgeate a YouTube instctional
video;and add/include KPI training to the-h2ur and 8hourFinancial Management for School
Nutrition Directorscourses.

Final Electronic Review

Following the expert work group meeting, the KPI resource was revised based on the
group discussion. Aftarards, the resource was senthe exgrt work goup electronically for
review. During this process, only minor changes were suggested. Aftertardeocument was
revised based on those suggestions in preparation for the review panel.

Phase Il
Review Panel

Once the data from the expert work group veassed based on expert work group
comments, a draft resource was sent to 30 prospective review panel mentbaeziwh
participated in previous Shesearch projects associated with KPIs and financial management.
Thirteen individuals completed and submitteshsent formsand tte review panel evaluation
forms; however only 10 individualscompleted the personal and program characteristics form.

The SN program characteristics oéview panel membegre provided in Tabl. Panel
members were from school dists located in six of the sevelSDA regions.Most panelists
were from districts with student enrollms between 2,000 and 29,000¥®3Eighty six percent
of panelists indicated theBN programs were selfiperatedThe most common purchasing

methodwascentralized 45%), and the most common food production methodavas
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combination of centralized arcentralizegbrocessing and preparation (63%lMne nutrition

and feeding programs participated in by the majority of respondents were: The National School
Lunch Program (100%), School Breakfast Progra@0(®0), Summer Food Service Program
(63%), andAfter School Snack Program (63%o)

Table3

Review Panebchool Nutrition Program Characteristics

Question Frequency? %

What USDA Region is your schooldtiiict located?

Southwest 3 33%
Northeast 2 23%
Mountain Plains 1 11%
Southeast 1 11%
Mid-Atlantic 1 11%
Mid-West 1 11%
West 0 0%
What is the student enroliment in your school district?
<1,999 0 0%
2,00029,999 5 63%
> 30,000 or greater 3 37%
How is yourSN program managed?
Seltoperated 6 86%
Contract management company 1 14%
Which purchasing method does y&M program use?
Centralized (foodservice orders to vendors are made 45%

the districtlevel)
A combination of centralized and decentralized orderi 3 33%
Decentralized (foodservice orders to vendors are plac

22%
at the school level)

@Total N varies based on responses for each question
bTotal exceed 100% since respndents could select more than one response
(Table 3 continues)
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(Table 3 continued)

Review Panebchool Nutrition Program Characteristics

Question Frequency? %

Does youlSN program have a central warehouse?

No 5 63%

Yes 3 37%
Are the employees in your school district unionized?

No 6 75%

Yes 2 25%

Which production method best describes yBhNiprogram?
A combination of centralized and decentralized food

processing and preparation 63%
Food processed/preparedratividual school kitchens 2 24%
Food processed/prepared at a central location(s) and 13%
distributed to satellite kitchens
Which production style best describes 8Nprogram throughout
your school district?
Some food items prepared frorratch 5 63%
Most food items prepared from scratch 3 37%
No food items prepared from scratch 0 0%
Which description best describes & program throughout your
school district?
A mixture of disposable trays and eating utensils and
. . : 56%
dishmachine ware washing
Mostly disposable trays and eating utensils 3 33%
Mostly dish machine ware washing 1 11%
What percent of students are apyed for free and reduced price
meals in your school district?
0-19% 2 25%
20-39% 1 12%
40-59% 2 25%
60-79% 3 38%
>80% 0 0%

@Total N varies based on responses for each question
Total exceed 100% since respondents could select more than one response
(Table 3 continues)
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(Table 3 continued)

Review Panebchool NutritionProgram Characteristics

Question Frequency? %

What is the percent average daily participation (Y0ADP) of
students in the National School Lunch Program (NSLP) at you
school or district?

0-24% 1 13%
25-49% 1 13%
50-74% 4 50%
>75% 2 26%
Which of the following programs does your school district
participate in? (Select all that apgly)
National School Lunch Program 8 100%
School Breakfast Program 8 100%
Summer Food Service Program 5 63%
After School Snack Program 5 63%
Farm to School 4 50%
Fresh Fruit and Vegetable Program 2 25%
HealthierUS School Challenge 1 13%
Child and Adult Care Food Program 1 13%
After School Meal Program 0 0%
Healthier School Day 0 0%
What method is used to conduct inventatyour school district?
Periodic (take on a routine basis such as weekly, 4 67%

monthly, quarterly, annually)
Both of the above 2 33%
Perpetual (inventory amount is updated continually as

0
product are used) 0%
If you answered periodiotthe above question, how often is
inventory taken at your school district?
Monthly 5 72%
Quarterly 1 14%
Weekly 1 14%
Do you use poinbf-sale software in your school district?
Yes 8 100%
No 0 0%

#Total N varies based on respeador each question
bTotal exceed 100% since respondents could select more than one response
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The personal characteristicsreliew panelists is provided in Table@nehalf (50%) of
the panel members had a Mastarbdbacttegoeésodelr
most common areas of study for thoseewith a b
Management (39%) followed byther (25%). When asked about certification/credentialed status,
participants indicated they had the following 8chNutrition Specialist credential (36%),
Registered Dietitian (9%), Licensed Dietitian/Nutritionist (9%), state department of education
certified (9%), and School Nution Association certified (9%), whil27% were not certified.
The majority of panelis indicated that they had worked in SN programs for 20 years or more
(56%). When asked where they worked prior to taking their current position, 38% indicated
other, while 23% reported workirag districtlevel SN director in a smaller district or as a
restaurant manager (23%).
Table4

Review PandPersond Characteristics

Question Frequency? %

What statement best describes your position?

School nutrition director 8 80%
Other 2 20%
District-level SN supervisor 0 0%
Schootlevel SN managr 0 0%
What is your highest level of education?
Some college credit 1 10%
Associatebs degree 1 10%
Bachel ords degree 3 30%
Masterds degree 4 40%
Doctoral degree 1 10%

#Total N varies based on responses for each question
bTotal exeed 100% since respondents could select more than one response
(Table 4 continues)
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(Table 4 continued)

Review PandPersond Characteristics

Question Frequency? %

I f you have a Bachelorodés deg
area of study? (Pase check all that appl¥.)

Foodservice Management 3 39%
Other 2 25%
Hospitality Management 1 12%
Nutrition / Dietetics 1 12%
Business 1 12%
What is your certification/credentialed status? (Select all
that applyy
School Nutrition $ecialist Credential 4 36%
Not certified 3 27%
Registered Dietitian 1 9%
Licensed Dietitian/Nutritionist 1 9%
State Department of Education Certified 1 9%
School Nutrition Association Certified 1 9%
How many years have you workedSiN programs?
1to 10 years 2 22%
11 to 15 years 1 11%
16 to 20 years 1 11%
Greater than 20 years 5 56%
How long have you been in your current position?
1to 5 years 2 22%
6 to 10 years 1 11%
11 to 15 years 2 22%
16 to 20 years 2 22%
Greater than 20 years 2 22%
Prior to taking your current position, did you work as a? (Pleast
select all that apply?
Other 5 38%
District-level SN director in a smaller district 3 23%
Restaurant manager 3 23%
District-level SN supervisan larger district 1 8%
Healthcare foodservice director/ manager 1 8%

@Total N varies based on responses for each question
bTotal exceed 100% since respondents could select more than one response
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As demonstrated in Table 5, the majority onglésts perceived the introduction section
was clearly worded and appropriate for SN directousthiér, as shown in Tables8the vast
majority of review panel members agreed or strongly agreed that the content of Chapters 1 and 2
and the Appendices werccurate, complete, clearly worded, angrapriate for SNirectors.
Table 5

Review Panel Evaluation of the Introductidt=(Q3)

Area Evaluated Evaluation Missing Strongly Agree/
Criteria Data Disagred Strongly
Disagree Agree

What are Key Perfmance

Indicators?
Clearly Worded 0% 15% 85%
Appropriate for SN Director:  15% 8% 7%
How was the resource
developed?
Clearly Worded 0% 0% 100%
Appropriate for SN Directort 0% 0% 100%
PurposeContents
Clearly Worded 0% 8% 88%
Appropriate for SN Directors 0% 8% 88%
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Table6

Review Panel Evaluation of ChapterThe Key Performance IndicatofN=13)

Area Evaluated Evaluation Criteria Missing Strongly Agree /
Data® Disagree Strongly
/Disagree Agree

Description
Accurate  10% 1% 89%
Complete 5% 0% 95%
Clearly Worded 8% 0% 92%
Appropriate for SN Directors 5% 1% 95%
Why Calculate
Accurate 9% 0% 91%
Complete  10% 0% 90%
Clearly Worded 8% 0% 92%
Appropriate for SN Director:  15% 0% 85%
How to Calculag
Accurate  13% 1% 86%
Complete 13% 1% 86%
Clearly Worded 13% 2% 85%
Appropriate for SN Directors  14% 1% 85%
Sample Calculations
Accurate  15% 1% 84%
Complete 14% 0% 86%
Clearly Worded 15% 1% 84%
Appropriate for SN Directors  13% 1% 86%
Whetre to Capture Data
Accurate  10% 1% 89%
Complete 10% 0% 90%
Clearly Worded 9% 0% 91%
Appropriate for SN Directors  10% 0% 90%

N=13. Brery review panel member did not evaluate the entire resource. This column represents

nonregponses to evaluain questions.
(Table 6 continues)

37



Developing a Resource for Using Standard School Nutrition Productivity Measures

(Table 6continued)

Review Panel Evaluation of ChapterThe Key Performance Indica®mfN=13)

Area Evaluated Evaluation Criteria Missing Strongly Agree /
Data® Disagree Strongly
/Disagree Agree

How to Use
Accurate 7% 0% 93%
Complete 7% 0% 93%
Clearly Worded 5% 1% 94%
Appropriate for SN Directors 6% 0% 95%
Industry Standards
Accurate  10% 1% 88%
Complete 9% 1% 90%
Clearly Worded 1% 1% 88%
Appropriate for SN Directors 9% 1% 90%
Factors hat Influence
Accurate  11% 0% 89%
Complete 11% 0% 89%
Clearly Worded 11% 0% 89%
Appropriate for SN Directors  10% 0% 90%
References
Accurate 8% 1% 91%
Complete 9% 1% 90%
Clearly Worded 8% 0% 92%
Appropriate for SN Directort 8% 0% 92%
Case Study
Accurate  17% 1% 82%
Complete 19% 0% 81%
Clearly Worded 19% 0% 81%
Appropriate for SN Director: 15% 0% 85%

N=13. Brery review panel member did not evaluate the entire resource. This column represents
non-responses to evaluation questions
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Table7

Revew Panel Evaluation of Chapter Btilizing Key Performance Indicate(N=13)

Area Evaluated Evaluation Criteria  Missing  Strongly  Agree /
Data? Disagree Strongly
/Disagree Agree

Benchmarking

Accurate 8% 0% 92%
Complete 8% 0% 92%
Clearly Worded 8% 0% 92%
Appropriate for SN Director: 5% 0% 85%
Trend Analysis
Accurate 8% 8% 84%
Complete 8% 8% 84%
Clearly Worded 8% 0% 92%
Appropriate for SN Director: 8% 0% 92%
Developing Action Plans/éiv to Calculate
Accurate 8% 0% 92%
Complete 8% 0% 92%
Clearly Worded 8% 0% 92%
Appropriate for SN Directorr 9% 0% 92%
Communicating with Key Stakeholders
Accurate 9% 0% 92%
Complete 8% 0% 92%
Clearly Worded 8% 0% 92%
Appropriate for SN Directorr 8% 0% 92%

;N=13. Brery review panel member did not evaluate the entire resource. This column represents
norrresponses to evaluation questions.
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Table8

Review Panel Evaluation of the Appendifés13)

_ ~_ Missing Strongly Agree/

Disagree Agree

Smart Goals Action Planning Template

Accurate 8% 0% 9204

Complete 8% 0% 920%

Clearly Worded 8% 0% 920%

Appropriate for SN Directors 8% 0% 92%

Statement of Activities Report

Accurate 5304 0% —

Clearly Worded 530 0% 770%

Appropriate for SN Directors 8% 8% 84%

Many of the comments from review panelists were very positive. Some examples are
provided below.

filt was all very cleargoncise and of value to progrants.

Al can atest that the format and flow is very clear; this will be an incredibly useful tool
for industry professionals.

AWhat a great resource for all of us in school nutritibhe team who put th together

did a wonderful job!o
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However, several review panelmmentsndicated theonsistency and clarityf the
case studies needed to be improved
AThe case study does not present a good

AThe case study does not present a good

o

AThis i s a weak case study.

AThe c aismtclatlywdttegn and likely would be improved from a rewrite

fiThere is a lot ofinnecessary information in tikase study 0

Based on reviewanel comments, the case study component of each KPI was removed
from Chapter 1 and a new chapter was developedcated to one large case study that
incorporated all 12 KPIs. This new case study chapter contained one background section
representing one school district for which each KPI in the case study was based. After
completing a draft of the case study chaptevas submitted to a review panel member with
extensive experience successfully utilizing KPIs to successfully manage her SN program. After
revising and resubmitting the resources a few times to the reviewer, the final draft of the case
study chapteconiinedthe following foursections Background @ta(including SN program
characteristigs Meal CountsandParticipation, Financial and Inventory Management, and
Productivity and LaborThe case studyrovides examples of how each KPI can be utilized to
evaluate how well a SNprogram is performing for a given period. By basing the case study on
one school district, with specific characteristics listethe background sectidqsuch as district
enrollment and average daily attendance), the user is adde toow each KPI can hppliedto

evaluate different aspesadf a SN program.
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CONCLUSIONS AND RECOMMENDATIONS
Conclusions
The esults of this research projeoe the culmination of a mughasemulti-year
project. In 2015, the Institute for Childuttition (ICN), Applied Research Divisiohegan a four
phase study texploreschool nutritonN)d i r ect or s6 usage .RBhasdl per cep
consisted of a site visit tmeSNprogram where KPIs have been successfully utilized. The data
gathered dring the sitevisits included the following:
1 The specific KPIs used by various levels of SN staff members
1 The frequency KPIs were calculated
1 How KPlIs were utilizeg
1 The strengths and barriers of using each; kiRt
1 The barriers/disadvantages of usirgle KPI
In Phase II, an expert paneld SN professionals experienced in applying KPIs
convened to discuss issues associated with utilizing KPIs to support thepteset of a
national surveyln Phase lll, a national survey was developed and valisatbdhe assistance
of areview panel of 21 SN professionalsdmailed toarandom sample of 700 SN directors
representing the seven USDA regionbke findings suggestimost SNprofessiona believe
KPIs are valuable managatitools;yet, most 8l professionalsdo notrecave adequate training
on KPIs. Data gathered from PhaséB Were used in Phase IV to guideghank tank consisting
of eightSN professiona in identifying the best format and content areas of a resource to support
SNpr o f e s dni effeatiad uslibation of KPIdor operational decisiomakingand

program evaluatiaon
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In 2016, a twephase project was conducted to guide the development of a resource,
which began with the 2015 project, to support district andlen@l SN proéssionals in using
and interpretingtandardSN key performance indicatons. Phase lanelectronic and faceo-
faceexpert work groupf 13 SN professionaldetermine the format and contewf a draft
resourceln Phase llan electronic review panef @0 SN professionals, reviewed, revised, and
validateal the resource Afterwards, the resource revised based input from the review panel and
formatted with the assistance of a graphic designer.

The final pr odu cBssertia KRlaforSahald\NutritionBuccessi t | e d
(Appendix) that contains an introduction section, three chaptedsan appendix. In the
introduction section, users are provided a definition of KPIs, a description of how applied
research was utilized to create the resoume aadetailed explanation of the purpose and
contents of the resource.

Chapter 1 The Key Performance Indicators, covéPKPIs giouped into three general
areasMeal CountsaandParticipation, Financial and Inventory Management, and Productivity
andLabor. The rationale for grouping the KPIs was to provide users with a simple way for
selectinghe appropriat&PI based on the general topic. For example, if a user wants to find a
KPI that deals with Financial dnventoryManagement, there are six Kgi®uped under this
heading and identified in the table of contentsChapterl, under each KRthere are the
following 10 sections Description Why Calculate How Often toCalculate How to Calculate
SampleCalculations Where toCaptureData How to Use IndustryStandardsFactors that

Influence andReferences
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The purpose of thBescriptionsection is to introduce users to the Kétidto explain the
general function of the KPI. The majority of this content was derived from the literature review
and simplified by the expert panel and review panel.

The purpose ahe Why Calculatesectionis to explain the importance and value of
utilizing the KPI. The content in this section was derived ftbenliterature review and expert
panel and review peel.

TheHow Often to Calculateectionprovides suggestions on the frequency of calculating
the KPI. In some instancghis information was found in the literatueview. However, the
majority of this content came from expert panel and review pan@tipants. It is important to
note that this content is suggestions, and therelaeslevant rationale for using
other frequencies.

The function of théHow to Calculatesectionis toexplain mathematically how to
calculate tke KPI. The content in this section was derived mainly from literature review sources.
In some instancesifferent calculations werebserved between different sources. To adjust for
this, if the informatiorwas found in another ICKesourcethat calculabn was used to eliminate
discrepancy betwed@N resources. If the calculation was not found in another ICN resource,
then the simplest calculation was usually selecddance from thexpert panel and rewe
panel wasised tamakethis seéction. It 5 important to notéhat for many of the KPIs, there is
more than one correct way to complete the calcula@oty one calculationwvas selectetbr
each KPI for simplicity and ease of use.

The purpose of thBample Calculationsection is talemonstrge how to calculate¢he
KPI. When applicablethe same set of background informatwas usednd carried througfor

each KPI sample calculation. For example, when calculating meal equivalents (MEQ) and
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average daily participatiofADP) the same meal counumbersvere usedand when calculating
cost per MEQ and revenue per MEQe same total MEQwere used

In theWhere toCapture Data section,adviceis provided on where to locate the
necessary datar calculatingthe KPI. The majority of the informatn in the section came from
the expert panel and review panels important to note that because of the vast diversity in how
school districts aredainisteredacrcss the country, the location, name, #éypks of reports
where dataan be foundor calalating KPIs sometimes differ from district to district.
Therefore, if the information source presented in this seidinotaccurate for youSN
program, please seek guidance frihmstate agency for the correct location, source,
and/or repar

The purpose of thElow toUsesection is to explain how to use the data once a
calculation has been made. The majority of informationisxsaction came froraxpert panel
and review panel participants. It is important to note that this sectiom adl imeclusive, meaning
there are many wayo use KPI dataso manyin fact, they could not all be presentedan
concise manner. Therefotbe itemsancluded were selected basedimportance andialue.
With almost every KPI, it is possible to breakdoand analyze data based on several factors
includingthe following the district as a whole, between different districtsstoglentgrade
level, by unit or school, by student payment level (paid, reduced price, freggndby time
period (i.e, day, week, month, quarter, annually, etc.).

The purpose of thendustrySandardssection is to provide a reference by which users
can compare the results of their KPI calculations. difedlengds while some industry standards
were found when conductirtgeliterature review, there are not industry standards for many of

the KPIs. When an industry standard was availatbeas providedWhen no standard was
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available, but other datauch as industry trenpg@as, that data was provideahd a notation
was made.

TheFactors thatinfluencesection identiesfactors that may cause the valudleKPI
to increase or decrease. The information in this section was provided primarily by the expert
panel and review panerhis listis not all inclusivedue b the vast number of possible factors.
Therefore, the factors provided represent the ssxgertpanel participarstconsideredo be the
most important and of greatest value to uséthis resource

The Referencesection provides a listing of allélreferences that were used to create the
contentfor the KP1 As mentioned earlier, sometimes it was observediesttods for
calculating KPlIs differed from one reference to another. Therefore, for the sake of simplicity
only one calculation was presedtfor each KPI. However, all the referesaeere listed, even if
the calculation was not used in the resource. The purpose in doing this was to provide users with
all the sources of information, so they can make their own decision of which calculation or
data to select.

Chapter2, titted The Case Stugdgontains a case study witur sectionsSection one
provides background data for the case study inctu&N program characteristicections two
through four argrouped into thre general areadleal CountsandParticipation, Financial and
Inventory Management, and Productivity and Laldrese sectionsclude each of the 12 KPIs
found in Chapter 1. The case stymipvides examples of how each KPI can be utilized to
evaluate how wellmSNprogram is performing for a given period. By basing the case study on
one school district, with specific characteristics listethe background sectidqsuch as district
enrollment and average daily attendance), the user is able to see how each KRipthedte

evaluate different aspesadf a SN program.
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Chapter3, titled Utilizing Key Performance Indicatorgcludes four brief discussions on
how to utilize results of KPI calculationscluding: Benchmarking, Trend Analysis, Developing
Action Plans, an€ommunicatingvith Key Stakeholders. The purposkthis chapters to
demonstrate that calculating the KPI is only part of the equatiwhthat th@ext step is
deciding what to do with this information to continually impr@a®N program. The
Benchmaking section defines benchmarking, explains different types of benchmaakidg
provides simplgo-follow steps for beginning KPI benchmarkingse&N program. Thélrend
Analysissection provides examples of how trend data can be utilized for decisiomgnaau
program evaluation. ThBeveloping arAction Plan section provides easy to ystepby-step
information for developing realistic and achievable acptans based on KPI data. The
Communicating withKey SakeHolderssection provides suggestions lbow to present KPI data
to key stakeholders @SN program.

Recommendations

It is recommended th&N professionals use this resourceedsrenceguidefor
identifying andutilizing KPIs. To select the appropriate KPI, it is suggested that the tter fi
choose one of the three topircaghey wish investigate from the table of contgiMgal Counts
andParticipation, Financial and Inventory Management, and Productivity and)Laadmbthen
identify the specific KPI or KPIs under that topic area ttest Ineets their needs. Once a KPI or
KPIs have been calculated, the user is encouraged to utilize Chapter 3 to seipglomdrking
their findings conducting a trend analysis, developing actilamgfor program improvement
andcommunicatingheir finding with their managerial staff and other stakeholders

as appropriate.
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As indicated in an earlier study (Rushi2@15) most SN professionals believe that KPIs
are valuabléools forprogram evaluatioand decision makingnd most beliee SN
professionals do noeceve adequate training on KP[Eherefore, it is advised that SN
management professionals receive training based on the contents of this resource once they have
completed the following ICN courseSrientation to School Nutidn Managemerand
Financial Management: A Course for School Nutrition Directdis help facilitate this process,
it is recommend that a stasatbne KPI training program be developed based on the contents of
this resource, which includes a workbook arlinr uct or 6 s gui de-toffabeat i s
and online formats through the ICN. Additionally, it is recommended that a KPI training
component be added the following ICN course®rientation to School Nutrition Management
and to the 1zhour and &ourFinancial Management: A Course for School Nutrition

Directorsd cour s e.
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INnfroduction
WHAT ARE KEY PERFORMANCE INDICATORS (KP1S)?

Performance measurement is an essential managerial function. It exposes the gaps between current
and desired performance, and provides evidence if progress has been made toward closing the gaps.
Key performance indicators are measures that focus on the most critical aspects of an organization’s
performance. These measures provide a rigorous, numbers-oriented approach to target specific areas
of emphasis, and assess results in an objective manner. Key performance indicators allow users

to set standards of expectation, identify problem areas, and measure progress in correcting these
problems. Further, KPIs can be used to identify where resources should be invested to have the most
positive impact (such as equipment or labor), and they can be used to track the progress of major
initiatives (e.g., breakfast in the classroom, salad bars, and farm to school) on participation, cost, and
revenue. Examples of school nutrition (SN) KPIs are Meals Per Labor Hour (MPLH) and Revenue Per Meal
Equivalent (MEQ).

HOW THIS RESOURCE WAS DEVELOPED

In 2015, The Institute of Child Nutrition (ICN), Applied Research Division, began a multifaceted,
exploratory research project to investigate SN professionals’ usage and perceptions of KPIs for
managing SN programs. An expert panel of 10 SN professionals experienced in utilizing KPIs explored
the following issues:

e Which KPIs are commonly used in SN program management?

e What is the best way to calculate each KPI?

e What factors should be considered when calculating and utilizing each KPI?
e What is most SN professionals’ understanding of each KPI?

e Which level of SN professional utilizes each KPI?

e How is each KPI utilized?

e What are the advantages and disadvantages of using each KPI?

Results of the expert panel guided the development of a national survey, which was validated by a
review panel of 21 SN professionals, and then mailed to a random sample of 700 SN directors equally
representing the seven United States Department of Agriculture regions. The findings of the survey
suggested the following: School nutrition directors have access to the necessary data for calculating
KPIs; Key performance indicators provide essential data for program evaluation and decision making;
Key performance indicators are easy to use, but time consuming to calculate; and SN professionals do
not receive adequate training on KPIs.

The findings from the national survey were presented to an expert panel of eight SN professionals
who helped identify the content areas and best format for a KPI resource to meet the needs of SN
professionals. Next, using information from several SN professionals, foodservice management, and
government Web sites, the content for the resource was drafted. Afterwards, an expert panel of 11

SN professionals, utilizing consensus building activities, reviewed the content and made suggestions
for revision. Once the draft resource was revised based on suggestions from the expert panel, the
resource was assessed and validated by a review panel of eight SN professionals. The result of this
process is the resource you are now reading.

PURPOSE / CONTENTS

The purpose of this resource is to provide SN professionals with a straight-forward, easy-to-use
reference for identifying and applying the KPIs that focus on the most critical aspects of their SN
program performance to achieve success. The resource includes three chapters and an appendix.

" INSTITUTE OF CHILD NUTRITION
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Chapter 1, The Key Performance Indicators, covers 12 KPIs grouped into three general areas (Meal
Counts and Participation, Financial and Inventory Management, and Productivity and Labor). The
rationale for grouping the KPIs was to provide users with a simple way for selecting the appropriate
KPI based on the general topic. For example, if a user wants to find a KPI that deals with Financial or
Inventory Management, there are seven KPIs grouped under this heading, and they are identified in the
table of contents. In Chapter 1, under each KPI, there are the following 10 sections:

Description

Why Calculate

How Often to Calculate
How to Calculate
Sample Calculations
Where to Capture Data
How to Use

Industry Standards

. Factors that Influence
10. References

CONOOA®N S

The purpose of the “Description” section is to introduce users to the KPI, and to explain the general
function of the KPI. The majority of this content was derived from the literature review, and was
simplified by the expert panel and review panel.

The purpose of the “Why Calculate” section is to explain the importance and value of utilizing the KPI.
The content in this section was derived from the literature review, expert panel, and review panel.

The “How Often to Calculate” section provides suggestions on the frequency of calculating the KPI.

In some instances, this information was found in the literature review. However, the majority of this
content came from expert panel and review panel participants. It is important to note that this is based
on suggestions, and there may be relevant rationale for using other frequencies.

The function of the “How to Calculate” section is to explain mathematically how to calculate the KPI.
The content in this section was derived mainly from literature review sources. In some instances,
different calculations were observed between different sources. To adjust for this, if the information
was found in another ICN resource, that calculation was used to eliminate discrepancy between ICN
resources. If the calculation was not found in another ICN resource, then the simplest calculation was
usually selected. Guidance from the expert panel and review panel was used to make this selection.
It is important to note that, for many of the KPIs, there is more than one correct way to complete the
calculation. Only one calculation was selected for each KPI for simplicity and ease of use.

The purpose of the “Sample Calculations” section is to demonstrate how to calculate the KPI. When
applicable, the same set of background information was used and carried through for each KPI sample
calculation. For example, when calculating meal equivalents (MEQ) and average daily participation (ADP)
the saume meal count numbers were used; when calculating cost per MEQ and revenue per MEQ, the
same total MEQs were used.

In the “Where to Capture Data” section, advice is provided on where to locate the necessary data

for calculating the KPI. The majority of the information in the section came from the expert panel and
review panel. It is important to note that because of the vast diversity in how school districts are
administered across the country, the location, name, and types of reports where data can be found for
calculating KPIs sometimes differ from district to district. Therefore, if the information source presented
in this section is not accurate for your SN program, please seek guidance from the state agency for the
correct location, source, and/or report.

TITUTE OF CHILD NUTRITION n
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The purpose of the “How to Use” section is to explain how to use the data once a calculation has been
made. The majority of information in this section came from expert panel and review panel participants.
It is important to note that this section is not all inclusive, meaning there are many ways to use KPI data
- 80 many, in fact, they could not all be presented in a concise manner. Therefore, the items included
were selected based on importance and value. With almost every KP], it is possible to breakdown and
analyze data based on several factors. Some of these factors could be: the district as a whole, between
different districts, by student grade level, by unit or school, by student payment level (i.e., paid, reduced
price, free), and by time period (i.e., day, week, month, quarter, annually, etc.).

The purpose of the “Industry Standards” section is to provide a reference by which users can compare
the results of their KPI calculations. The challenge is while some industry standards were found when
conducting the literature review, there are not industry standards for many of the KPIs. When an
industry standard was available, it was provided. When no standard was available, but other data (such
as industry trends) was, that data was provided, and a notation was made.

The “Factors that Influence” section identifies factors that may cause the value of the KPI to increase
or decrease. The information in this section was provided primarily by the expert panel and review
panel. This list is not all inclusive, due to the vast number of possible factors. Therefore, the factors
provided represent the issues expert panel participants felt were most important and of the greatest
value to users of this resource.

The “References” section provides a listing of all the references that were used to create the content
for the KPI. As mentioned earlier, sometimes it was observed that methods for calculating KPIs differed
from one reference to another. Therefore, for the sake of simplicity, only one calculation was presented
for each KPI. However, all the references were listed, even if the calculation was not used in the
resource. The purpose in doing this was to provide users with all the sources of information, so they
can make their own decision of which calculation or data to select.

Chapter 2 contains a case study with four sections. Section one provides background data for the case
study, including SN program characteristics. Sections two through four are grouped into three general
areas (Meal Counts and Participation, Financial and Inventory Management, and Productivity and Labor.
These sections include each of the 12 KPIs found in Chapter 1. The case study provides examples of how
each KPI can be utilized to evaluate how well an SN program is performing for a given period. By basing
the case study on one school district, with specific characteristics listed in the background section
(such as district enrollment and average daily attendance), the user is able to see how each KPI can be
applied to evaluate different aspects of an SN program.

Chapter 3 includes four sections that contain brief discussions on how to utilize the results of KPI
calculations: Benchmarking, Trend Analysis, Developing Action Plans, and Communicating with Key
Stakeholders. The purpose of this chapter is to demonstrate that calculating the KPI is only part of the
equation, and that the next step is deciding what to do with this information to continually improve

an SN program. The “Benchmarking” section defines benchmarking, explains different types of
benchmarking, and provides simple-to-follow steps for beginning KPI benchmarking at an SN program.
The “Trend Analysis” section provides examples of how trend data can be utilized for decision making
and program evaluation. The “Developing an Action Plan” section provides easy to use, step-by-step
information for developing realistic and achievable action plans based on KPI data. The “Communicating
with Key Stakeholders” section provides suggestions on how to present KPI data to key stakeholders of
an SN program.
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Effective application of this resource requires a basic understanding of financial and operations
management of an SN program. Therefore, it is suggested that users of this resource participate
in the ICN training programs, such as “Orientation to School Nutrition Management” and “Financial
Management.” Please look on the ICN Web site, http://theicn.org/, or contact the ICN for more
information about these and other training opportunities.

O INSTITUTE OF CHILD NUTRITION

Institute of Child Nutrition Telephone: (662) 915-7658 or toll free at (800) 321-3054
P.0.Box 1848 FAX: (800) 321-3061

6 Jeanette Phillips Drive E-Mail: helpdesk@theicn.org

University, MS 38677
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Fahey, J. P. (2011). How are you doing? Key performance indicators and benchmarking. School Business
: Affairs, 77(3), 20-22. Retrieved from: http://files.eric.ed.gov/fulltext/EJ919592 pdf. -
© Institute of Child Nutrition. (2015). ICN financial management information system (2nd ed.). University,
: MS: Author.

¢ Parmenter, D. (2010). Key performance indicators (KP/) Developing, implementing, and using winning
: KPIs (2nd ed.). Hoboken, NJ: John Wiley & Sons, Inc.

Rushing, K. (2015). Exploring standard child nutrition key performance indicators. Hattiesburg, MS:
Institute of Child Nutrition, Applied Research Division.

© US. Department of Agriculture, Food and Nutrition Services. (2012). HealthierUS school challenge
. frequently asked questions. Retrieved from: http://www.fns.usda.gov/sites/default/files/faq.pdf.

: US. Department of Agriculture, Food and Nutrition Services. (2014). HealthierUS school challenge:
Smarter lunchrooms. Retrieved from: http://www.fns.usda.gov/sites/default/files/tn/2014hussc
criteria.pdf.

61



Developing a Resource for Using Standard School Nutrition Productivity Measures

CHAPTER1

OO

THE KEY PERFORMANGE INDICATORS

. MEAL COUNTS AND PARTICIPATION
A. MEAL EQUIVALENTS (MEQ)
B. AVERAGE DAILY PARTICIPATION (ADP)

2. FINANCIAL AND INVENTORY MANAGEMENT
A. REVENUES
B. EXPENDITURES
C. REVENUE PER MEAL EQUIVALENT (MEO)
D. COST PER MEAL EQUIVALENT (MEQ)
E. COSTAS A PERCENTAGE OF REVENUE
F. BREAK-EVEN POINT (BEP)
G. INVENTORY TURNOVER RATE

3. PROBUCTIVITY AND LABOR
A. MEALS PER LABOR HOUR (MPLH)
B. STAFF TURNOVER RATE
C. ABSENTEEISM RATE

0 INSTITUTE OF CHILD NUTRITION “

62



Developing a Resource for Using Standard School Nutrition Productivity Measures

I chapter 1. The Key Performance Indicators
SECTION I: MEAL COUNTS AND PARTICIPATION

A. MEAL EQUIVALENTS (MEQ)

B. AVERAGE DAILY PARTICIPATION (ADP)
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CHAPTER |- THE KEY PERFORMANCE INDICATORS SECTION I: MEAL COUNTS AND PARTICIPATION

MEAL EQUIVALENTS (MEQ) |

[ A{HHIAI0IH The MEQ is the conversion of different meal services (i.e., breakfast, supper, and snacks)
and non-program food sales to the equivalent of one federally reimbursable student lunch for
comparison purposes.

In school nutrition (SN) programs, a federally reimbursable student lunch is the

standard unit of measurement most often used to gauge the effectiveness and efficiency of a

program. Converting operational data for all food sales to meal equivalents allows the SN professional
to calculate three key performance indicators (KPIs), while effectively benchmarking financial
performance, both internally and externally. These three KPIs are revenue per meal equivalent, cost per
meal equivalent, and meals per labor hour.

LTHEROHTHITENR Weekly, monthly, and annually.
HOW T0 CALCULATE:

MEALS

=

CONVERSION FACTOR RATIONALE

SERVICE

All student reimbursable lunches, student reimbursable suppers, and full-

1Lunch paid adult lunches are counted as one MEQ. If a student purchases more
or than one lunch on a given day, the second lunch is considered
1Supper =100 non-reimbursable, and is reported as a non-program food sale'. The
(Student or category for reporting is determined by state agency requirements. Lunches
Adult) eaten by SN employees at no charge are considered “in-kind” meals, and

should not be counted as a meal equivalent.

The most common calculation for determining breakfast MEQs specifies that
three breakfasts count as two MEQs (2+3 = .67). However, it is important

to note that the MEQ ratio used for calculating breakfast MEQs varies from
state to state, and SN administrators should check with their state agencies
for guidance. Once a ratio is selected, it should remain consistent for the
entire reporting period (year) for comparison and benchmarking purposes.

1Breakfast =0.67

National School Lunch Program (NSLP) snacks are served to children and

youth in after-school care programs that are eligible for United States

Department of Agriculture (USDA) reimbursement. While there are no current
1Snack =0.33 research studies to support the meal equivalency ratio, a survey of selected

state agencies indicated most states use a 3-to-1ratio of snacks to MEQs.

Using this equivalency, snacks can be converted to MEQs as follows:

MEQ = Number of snacks served x conversion factor (1+3 = 0.33).

= Dollar amount of
non-program food
sales = (current free
lunch reimbursement
rate? + current USDA
Foods value? [which
changes annuallyl).

The MEQ calculations for all other SN program categories are based on the
annual federal reimbursement rate for a free lunch plus the entitlement

Non-Program USDA Foods value.
Food Sales'
Non-Program Food Sales'

Free lunch reimbursement rate? + USDA Foods value®

The same formula would apply for other SN program events, such as catered
meals or special school functions.
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'Non-Program Food Sales: Food other than a reimbursable meal sold in an SN program participating in a
USDA Child Nutrition Program (i.e., NSLP, School Breakfast Program [SBP], etc.). This food is purchased
using funds from the school food authority of the school, including food that is sold in competition with
the SN program.

2 Free Lunch Reimbursement Rate: This changes annually. This rate can be found on the USDA Food and
Nutrition Services (FNS) Web site at the following link: https://www.fns.usda.gov/school-meals/rates-
reimbursement.

3 Value of USDA Foods: This changes annually. This value can be found on the USDA FNS Web site at the
following link: https://www.fns.usda.gov/fdd/value-donated-foods-notices. For states such as Kansas
that receive cash in lieu of USDA Foods, please contact your state agency to determine what figure to
use here.

LA AHIRHIRNIITEY In a given month, an SN program served the following:

e 11,000 student reimbursable breakfasts;

e 400 adult non-reimbursable breakfasts;

e 24,000 student reimbursable lunches;

e 700 adult lunches; and

e 20,000 after-school snacks.

e The program received $9,000 dollars in non-program food sales.

MEAL CATEGORIES CONVERSION FACTORS MEQ

11,000 student reimbursable breakfasts X 0.67 = 7,370 MEQ
400 adult non-reimbursable breakfasts X 0.67 = 268 MEQ
24,000 student reimbursable lunches X 1.00 = 24,000 MEQ
700 adult lunches X 1.00 = 700 MEQ
20,000 after-school snacks X 0.33 = 6,600 MEQ
$9,000 dollars in non-program food sales + (3.09 +.2375)* = 2,704 MEQ

Total 41,642 MEQ

*Based on reimbursement rates and the USDA Foods value effective beginning July 1, 2016, for school
year 2016-2017. Reimbursement rates should be updated annually.

Meal count and sales data are captured electronically (via computer system)
or manually (via student checklists or counting forms) at the point-of-sale systems utilized by SN
programs. This data can be found in reports such as day end sales reports, edit check worksheets,
and/or deposit reports.

LIRS Conversion of all SN program food sales to MEQs allows the calculation of three KPIs:
Revenue per MEQ, Cost per MEQ, and MPLH.

TR ENTEGIRE Not applicable.
LHOLSAGINTTNTAHER Not applicable.
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AVERAGE DAILY PARTICIPATION (ADP)

[RHHIAIIIH The ADP is the average number of student reimbursable meals served in a school nutrition
(SN) program on a daily basis.

Calculating and monitoring ADP monthly can assist SN professionals in forecasting and
in decision making, such as determining labor requirements, food purchasing, and non-food purchasing
projections, which strengthens a program’s resources through cost control. The ADP data allows SN
professionals to establish participation goals and to create objectives for meeting those goals. When
collected over several years, ADP data assists with identifying trends and projecting future needs.
Further, the ADP can be used to assess the popularity of menu options, evaluate productivity, and
gauge customer satisfaction.

LT EROHIHITENE Daily, weekly, monthly, or as often as needed.

The ADP can be calculated by dividing the number of student meals served during
the month by the operating days in the month. Typically, participation is determined separately for
breakfast, lunch, and other meal services offered. The formulas for calculating ADP for lunch and
breakfast are as follows:

Number of Breakfasts Served in a Month
Number of Operating Days in Month

Number of Lunches Served in a Month
Number of Operating Days in Month

SR IENDTBIGNTIA A school served 11,400 reimbursable student breakfasts during the month of
October, with 21 operating days.

ADP Breakfast

ADP Lunch =

(11,400)

ADP Breakfast = o1

= 542.80r543

The school also served 24,700 reimbursable student lunches.

(24,700)

ADP Lunch o1

= 11761 0r1,176

This school had an ADP of 543 for breakfast, and 1,176 for lunch for the month.

In addition to determining the ADP numbers, it is helpful to know the ratio of students eating a school
meal to the average number of students attending the school. This ratio is called the ADP Rate. The
formulas for calculating breakfast and lunch ADP rate are as follows:

Breakfast ADP
ADP Rate Breakfast = -
ADP Rate Lunch _  LunchADP

Average Daily Attendance
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The United States Department of Agriculture (USDA) calculates ADP rates based on Average Daily
Attendance rather than enrollment. Calculating ADP in this manner is considered fairer to schools, as
the calculation does not include students who are absent or do not eat lunch or breakfast. To calculate
average daily attendance, obtain the average daily attendance number from the school and subtract
the number of students who do not have access to the meal service.

For the reporting period of October, an average of 2,200 students attended school in the district on a
daily basis. (The information was obtained from the school district office.) However, 100 students did not
have access to lunch because they were half-day kindergarten students.

An average of 524 students ate breakfast on a daily basis. This information is from the example used to
calculate MEQs (11,400 = 21 [operating days for the month] = 543). An average of 1,143 students ate the
reimbursable lunch (24,700 + 21 [operating days for the month] = 1176).

ADP rates for October were calculated as follows:

543
(2,200-100)

170
(2,200-100)

ADP Rate Breakfast = 0.259 or 26%o0

ADP Rate Lunch =

= 0.557 or 5690

LAY Meal count data is usually captured electronically or manually at the point-of-sale
system utilized by SN programs. Daily attendance comes electronically from the student information
system, the school office, or from the registrar.

LU'RIERH The ADP can be used as a major forecasting tool to:

e Prevent waste in excess labor hours and overproduction of food;
e Monitor participation trends over time;

e Monitor customer satisfaction and address customer concerns;
e |dentify opportunities for increasing meal participation;

e Determine labor needs and assignments;

e Create food production schedules;

e Evaluate menu items; and

e Measure program growth.

INDUSTRY STANDARDS™:

o ADP for elementary school breakfast = 3590
e ADP for elementary school lunch = 75%o

o ADP for middle school breakfast = 35%o

e ADP for middle school lunch = 7590

o ADP for high school breakfast = 25%o

e ADP for high school lunch = 6590

*Based on HealthierUS School Challenge Gold Standards.
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L HIEERGEITENTEHR Student participation in the school meals program may vary depending on
controllable and non-controllable variables, such as:

Controllable

o Student acceptance

o Speed of service/wait time
o Menu options/recipes

o Friendliness of staff

Non-Controllable

o The percentage of students eligible for free or reduced price meals

o Rural versus urba

n location

o Age/grade of students served

o Weather
o Time of the year

Potential to Influence

o Type of production system (i.e., conventional vs. satellite)

o Atmosphere

o Locations and number of service areas

o School activities

o Closed versus open campuses
o School district regulations
o Administrative support

o Bus schedules

o Nutrition education

o Adult role models

o Number of families applying for free and reduced price meals

¢ Institute of Child Nutrition. (2015). Financial management: A course for school nutrition directors (2nd
ed.). University, MS: Author.

Institute of Child Nutrition. (2015). ICN financial management information system (2nd ed.). University,

MS: Author.

:US. Department of Agriculture, Food and Nutrition Services. (2012). HealthierUS school challenge
: frequently asked questions. Retrieved from http://www.fns.usda.gov/sites/default/files/faq.pdf.

: US. Department of Agriculture, Food and Nutrition Services. (2014). HealthierUS school challenge:
: Smarter lunchrooms. Retrieved from http://www.fns.usda.gov/sites/default/files/tn/2014hussc_

criteria.pdf.

U.S. Department of Agriculture Memo SP 43-2011 National Average Daily Attendance Factor for
Coordinated Review Effort; and Title 7, Code of Federal Regulations, sections 210.2 and 210.8(a)(3).
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SECTION 2: FINANCIAL AND INVENTORY MANAGEMENT

A. REVENUES
B. EXPENDITURES
C. REVENUE PER MEAL EQUIVALENT (MED)

D. COST PER MEAL EQUIVALENT (MEQ)
E. COSTAS A PERCENTAGE OF REVENUE
F. BREAK-EVEN POINT (BEP)

G. INVENTORY TURNOVER RATE

o INSTITUTE OF GHILD NUTRITION “

70



Developing a Resource for Using Standard School Nutrition Productivity Measures

CHAPTER |- THE KEY PERFORMANGE INDICATORS SECTION 2: FINANCIAL AND INVENTORY MANAGEMENT

[RHHIAIIIH School nutrition (SN) program revenues are all monies received by or accruing to the
nonprofit food service account, and include, but are not limited to, the following potential sources. Some
of these categories differ from state to state. Please check with your state agency for guidance:

1. Federal Sources: Payments received from federal funds for reimbursable meals, after-school
snacks, and suppers, as well as the value of United States Department of Agriculture (USDA)
foods received, cash received in lieu of USDA Foods, federal grants, and funds for other federal
nutrition programs.

2. State Sources: Funds received by the SN program from the state government (i.e., “state
matching” funds).

3. Local Sources: Funds received from sources such as local government aid, grants, or
contributions. This does not include local funds transferred into an SN program that must be
paid back to a school district (i.e., loans to an SN program).

4. Student Meal Sales: Funds identified as revenue received from the sale of reimbursable meals to
students. Included are monies received from full-paying and reduced price students.

5. Adult Meal Sales: All revenue received from the sale of meals to adults. Meals sold to school
employees, parents, and guests of the school district should be included in this category.

6. Contract Meal Sales: Funds received from the sale of meals prepared/served for an agreed price
to an agency, organization, business, or group who have entered into a contractual agreement
with the SN program.

7. Non-Program Food Sales: Funds received from food sales such as @ la carte, extra meal
components (milk), snacks, and special school or catered meals. Some states and districts
record adult meal sales in this category.

8. Miscellaneous/0ther Revenue: Other revenue not classified or included elsewhere, such as
rebates, sale of surplus equipment, lease or rental of equipment, grant funds (i.e., “No Kid
Hungry,” Dairy Council breakfast grants, federal equipment grants, etc.), and concession sales.

9. Interest: Money earned on bank deposits, investments, etc.

10. Fund Transfer-In: Funds transferred to the SN program from other Board of Education funds.
(This does not include “loans to an SN program” that must be repaid to the district.)

The management of a program'’s revenue is critical to the financial stability of an

SN program. A successful SN director must ensure there is enough revenue to meet expenditure
obligations. According to federal guidelines, an SN program cannot show a deficit (negative ending
balance). Therefore, the goal of an SN program should be to end each fiscal year with a positive
(minimum of zero) balance.

LTINS Monthly, at a minimum.
LNRHEHITENH See “Where to Capture Data” below.

TN Not applicable.
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