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Operational and Financial Assessment Report 
of the Child Nutrition Program

• Commissioned during the 2016-17 school year because the 
regulations of the Healthy, Hunger-Free Kids Act of 2010 have 
prevented school districts across the country from offering the 
items students had been previously accustomed to and as a result, 
many Districts’ revenues have decreased significantly, including 
here in Greenwood Lake. 

• The Greenwood Lake Union Free School District follows the 
guidelines of the Final Rule Nutrition Standards through the National 
School Breakfast and Lunch offerings, and adheres to the Smart 
Snack guidelines for a la carte offerings. 
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Operational and Financial Assessment Report of 
the Child Nutrition Program - Overall Findings

• The overall Child Nutrition program is extremely well-run by your FSD 
and cafeteria staff.  I found everyone to be helpful, courteous, 
interested and engaged

• Your FSD has kept your food cost in line and continues to seek best 
pricing with all vendors

• The staff has been trained on all USDA regulations and on the Offer 
vs. Serve style of service
• Monthly Work Leader Meetings with Staff to gain input and results of 

recently implemented initiatives

• There will be an additional training at the end of this school year, which will 
address any new changes made to the program 
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Actions taken as per Report recommendations

1. Breakfast menu is highlighted at the top of the monthly Lunch Menu

2. Honey buns, muffins, yogurt cups, graham crackers, cheese sticks, and cereal are 
available everyday

3. Tried serving turkey sausage, egg and cheese on an English muffin or roll each day, it 
was not well received. 

4. Breakfast items offered once a week vary: Bagels, Breakfast Sandwiches, Pancakes, 
Waffles, Breakfast Cookie, Hot Variety

5. Substitute a cheese stick or graham crackers for the 1-grain cereal, or current muffin 
versus allowing two of those items to be taken at breakfast.

6. Highlight favorites then offer them multiple times: Tacos, Chicken Tenders, Mozzarella 
Sticks, Pizza, Hamburgers

7. Everyday choices, include: Turkey, Ham & Cheese, Egg Salad, Tuna Salad, Cheese, 
Peanut Butter & Jelly, and Fresh Salad entrees incorporating our garden fresh 
vegetables
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Bd Question Answered: Do we, or can we provide an order sheet in 
the Middle School (like the elementary) with student preferences?

8. We piloted a GoogleDoc order sheet in the Middle School that was 
discontinued

- for a limited time (2 weeks)

- 6th grade

- relied on student and teacher  

We plan to try this again in November, this time

- entire Middle School population

- publicize to parents via social media, School Messenger, flyers, etc
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Actions taken as per Report recommendations  
(cont’d)

9. Monthly Profit and Loss Statement is compared to the annual budget as a 
useful tool to make swift changes

10. Ordering has become more consistent with the establishment of par 
inventory levels.

11. End of year value of inventory reduced by 21% from prior year 

12. We continue to evaluate popular ala carte items and follow the 3:1 Pricing 
Formula.  

13. Exceeded the goal of 35% food cost.  At the end of last year, the food cost 
exceeded the goal and ended at a low of 25% as reflected in the Fund Balance 
Transfer reduction.

6



History of Transfers from General Fund
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Report Recommendations not incorporated 

1. Purchase a Toaster for students use at the Middle School because it raised 
concerns about time and student safety

2. Point of Sales reconfiguration for speed of service was rejected because 
would lose the ability to determine what was sold, that is, hot entrée versus 
deli sandwich

3. Consolidating the Middle School kitchen as the production kitchen for both 
Elementary and Middle School meals was rejected due to the investment in 
equipment.

4. Recommendation that the BOE review and set in place a charge policy limit 
for the students, for example, after charging 3 meals, student receives an 
alternate entrée (PB&J) plus milk, vegetable and fruit was rejected then the 
law changed (as reflected in BOE Policy).  Was not implemented and the 
regulation changed due to Lunch Shaming Policy.

5. Labor was not reduced by one staff member to operate the production and 
service of breakfast each morning at the Middle School because the MS 
prepares and stores items for the Elementary School service in addition to the 
MS prep/morning work.  The MS staff prepares salads, etc., grates cheese and 
sends down assorted inventory items.
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Additional Improvements Initiated by Staff

Food Service has also:
1. Utilized Commodity dollars to purchase different items for students to sample: whole chicken 

filets, chicken tenders, breaded whole bone-in chicken breast, strawberry cups, Thanksgiving 
turkey…

2. Applied and was granted a Whole Grain Exception from NYSED to serve: Barilla pasta, Uncle 
Bens rice, bagels

3. Bus Drivers announce the breakfast specials
4. Incorporate daily alternatives for students with allergies
5. We have taste tested Chick Pea Blondies, Paninis, fresh salads, and, other items
6. Reviewed local restaurant Children’s Menu to identify potential new entrees.  Local menus 

consistently consist of: Macaroni & Cheese, Chicken Fingers & Fries, Spaghetti & Meatballs, 
Burger & Fries, Grilled Cheese & fires, Mozzarella Sticks & Fries, Ravioli with Butter

7. This month, we have a week of Fall themed meals planned

Under consideration:
1. Smoothies
2. Overnight Oats
3. Promotional breakfast or breakfast item (Consultant Report)
4. Fresh baked Muffins and/or Pretzels (Consultant Report)
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One year later:
Where are we now?

Board of Education Questions
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Are we providing a monthly profit and loss statement evaluation?

• A monthly Profit and Loss Statement  is prepared and then compared to the 
annual budget.  Adjustments are made on an as needed basis. 

• We track the breakfast and lunch meals, as well as, the average daily 
participation, each month by the number of serving days.

• We have had successes:

• Sales were up for the 2017-18 school year by 6%

• We are serving less students but  more meals

• Breakfasts in 

16-17: 7809, 

17-18: 8295, an increase of 486 student meals

• Lunches in 

16-17: 36,851,  

17-18: 38,943, an increase of 2,092 student meals
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Meal numbers actually served in both 
buildings for both breakfast and lunch?
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Revenue from 2017-18 Student Sales:

Elementary School Middle School 

# of Meals 
Sold

Revenue 
Generated from 

Meals Sold
# of Meals 

Sold
Revenue Generated 

from Meals Sold

Breakfast 3,294 $  6,668 5,001 $   10,449 

Lunch 16,252 53,174 22,691 74,102 

Ala Carte 11,248 21,690

$71,090 $106,241 



Staffing/efficiency?
• The Consultant recommended Labor costs not to exceed an average of 58% of revenue.  The labor cost 

to revenue average for 2017-18 was 58.9% 

• Staff served 47,000 meals

• Why we believe MS Actual Did Not Meet Goal:

• Storage is an issue at the ES, there is not enough room to hold everything the program needs.

• There is certain equipment the ES does not have.  For example, a cheese shredder so the cheese for 
pizza and macaroni and cheese is shredded and proportioned at the MS

• Egg salad, tuna salad and Chili are prepared at the MS and transported to the ES.  This provides 
consistency and creates less waste.

• The vast majority of commodity foods are stored at the Middle School and sent to the Elementary 
School as needed 

• Additionally, the MS can send partial cases of food to the ES, decreasing the amount of food 
purchased and reducing food expenditures

• The Shared School Lunch Manager and Cook Manager work out of the Business Office to prepare 
Federal, State and County reports and applications, cost reports and filings, as well as, for example, 
processing Free and Reduced Applications, preparing: production logs, labor reports, orders, managing 
inventory, recipe and menu planning in Nutri-Kids Application Software.
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Meals per Total Labor Hour
Goal Actual Variance

ES 9 13 4

MS 12 10 -2

District +2



What is being done to ensure the students are taking the required 
components for their breakfast and lunch meals and not being 
charged a la carte because they are not taking the required items?

• Staff encourages students to complete their meal, for example:

• Breakfast – a student must have a minimum of 3 items but can take up to 
5 items: 

• Grain – cereal, muffin, honey buns,

• Protein – cheese stick, yogurt

• Fruit or juice or both

• Milk – low fat white 

• Lunch - a student must have a minimum of 4 items but up to 5 items: 

• Grain – hamburger bun, bread, rice, pasta, taco shell/scoops

• Protein – meat, eggs, cheese stick, peanut butter, yogurt

• Vegetable – assorted hot or cold served daily, and/or salad

• Fruit – fresh or cupped or both

• Milk – low fat white, chocolate
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ES children are given more than what they want, therefore 
contributing to wasted food. What is being done to prevent this 
from happening? If there is a specific item that the children do not 
want, we can stop ordering it.

• Staff is trained on portion size as determined by regulations

• Students are given a choice of items to choose from.  For example, hot or cold 
entrée item and a choice between hot vegetables or salad

• In both buildings there is a Sharing Table:

• Items not consumed go to the Sharing Table where other students may 
choose to consume these items

• Items not consumed by other students go to the Nurse’s Office, for example, 
milk, apples, raisins, etc.

• Due to lack of participation, we stopped preparing the weekly breakfast 
sandwich and now serve it only once a week so students may still enjoy it

• We also stopped purchasing pork ribs because
sales were low 
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Also can we bring more variety to the 
cafeteria? 

• The Food Service Department tried a menu that consisted of variety.  With the 
goal to expose students to variety, the menu was designed to offer a different 
meal every day, with no repeats. 

• Results: 
• Students made their opinions known verbally to Kitchen staff that they preferred their 

favorite meals.  

• Decline in sales of hot entrees that month. 
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Monday Tuesday Wednesday Thursday Friday

1 2 3 4

Brunch for Lunch                                                               

French toast sticks, 

sausage patty, hash 

brown, baked cinnamon 

apples

Build a Burger         

Hamburger on a bun, 

cheese,  lettuce, 

tomato, potato wedges, 

pickle, fruit choices

Chicken Quesadilla 

Tortilla with chicken 

cheese, corn and 

shredded lettuce, fruit 

choices

Pizza                        

with assorted toppings, 

garden salad, fruit 

choices                                       

7 8 9 10 11

Chicken Patty Chicken 

Patty on a bun, fries, 

carrots coins, fruit 

choices.

Superintendent 

Conference Day                                     

No School 

New York Beef over 

rice with broccoli, 

strawberry cup

Mac & Cheese                

Home Made Mac and 

Cheese, garden salad, 

fruit choices 

Veterans Day                     

No School                                          

14 15 16 17 18

Triple Play                

Chicken tenders, 

mozzarella sticks, soft 

pretzel, marinara 

sauce, carrot coins, 

fruit choices

Taco Tuesday                                                                    

Baked  Scoops,  turkey 

taco, brown rice, 

broccoli,  shredded 

cheese, fruit choices

Build a Burger         

Hamburger on a bun, 

cheese,  lettuce, 

tomato, potato wedges, 

pickle, fruit choices

Soup & Sandwich 

Homemade Chicken 

soup, toasted cheese 

sandwich, potato 

wedges, fruit choices 

Pizza                                   

with assorted toppings, 

garden salad, fruit 

choices                                         

21 22 23 24 25

Chicken Fiesta     

Chicken fajita, rice, 

broccoli, shredded 

cheddar, fruit choices 

Thanksgiving Dinner                                      

Turkey, stuffing, 

mashed potato, gravy, 

corn, fruit choices

Half Day Dismissal                

No Lunch Served

28 29 30

Italian Sampler     

Breaded mozzarella 

sticks, pasta 

homemade marinara 

sauce, bright broccoli, 

fruit choices

Chicken and Rice 

Chipotle style   

Seasoned chicken, 

rice, black beans in a 

chipotle style rice bowl, 

salsa, sour cream, 

plantains, fruit choices                                      

Soup & Sandwich 

Homemade Chicken 

soup, toasted ham & 

cheese sandwich, 

potato wedges, fruit 

choices

LUNCH:                                                                                              

Full price - $2.65               

Reduced price - $.25          

EVERY DAY 

CHOICES:                                            

Low fat or fat free milk, 

Veggies & Dip, Fruit 

Choices - fresh & 

canned,   Sandwiches: 

Turkey, Ham & Cheese, 

Tuna Salad, Cheese, 

Peanut Butter & Jelly                                                                                                                      

Chef Salads:  Greens 

with choice of toppings, 

bread sticks and 

dressing 

  BREAKFAST:                       

Full Price - $1.50                     

Reduced Price - $.25                                                     

EVERY DAY 

CHOICES:                                                          

special hot item, 

assorted cereals, 

muffins, graham 

crackers, yogurt, fruit, 

juice & milk



Regarding the quality/taste of food, is there a standardized recipe that is 
being used when preparing made-from-scratch items?

• The Recipe Book and on-line Nutri-Kids Application Software are updated as new 
recipes are produced

• Last year, students enjoyed:

• Peach Cobbler with help from the NJHS

• Mac & Cheese

• Beef & Broccoli

• Home Made Soups and Salads

• Low Fat Italian Dressing

• 5 Star Salad Bar as a meal

• Loaded Baked Potatoes

• Turkey stuffing

• Ravioli's

• Calzones

• Cheesy Bread Sticks
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Have we ever observed the students bringing in food to school? By
that I mean how is the number and variety of quick snacks and such
allowing parents to give their kids handy servings of various foods
instead of buying in our cafeteria? Perhaps we can emulate the latest
fads and convenience foods to increase sales.

• The program is competing with, for example: 

• Subway

• Lunchables

• Ramen Noodles

• Gogurts-squeezable yogurt

• Snack packs w/Nutella 

• Potato and Corn Chips

• Oreos

• Kool aid juice packs

• Monster drinks

• Coolatta’s

• McDonalds

• Yes, the program can, and does, try to compete with item(s) observed

• However, NYS law prohibits selling candy, soda, etc. during the school day and 
Child Nutrition standards mandates our meals are lower in calories, fat and 
sodium. 18



Are we providing more options for the a la carte snacks? In the 
assessment Heather mentioned that there seemed to be quite a bit 
of ice-cream, and it would be nice to see items such as whole grain 
cookies and hot whole grain pretzels.

• Yes, Ice Cream is the best seller.  We also offer:

• Fruit Snacks

• Baked Chips

• Popcorn

• Granola bars

• Rice Krispi Treats

• Whole Grain Cookies

• Gold fish

• Scooby Snacks

• This year: 

• Would like to offer Smoothies

• We intend to re-introduce pretzel rods and cookies
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There also seems to be a shortage of popular items, such as ice-
cream, yogurt, and fruit cups? What is being done to increase and 
monitor inventory on such items?

• Every effort is being made to uphold the integrity of the menu offerings and ala 
carte items

• On occasion, the District receives items that have reached their expiration date 
and therefore, cannot be sold.  Every effort is made to replace these items 
immediately

• Currently, there is a limited supply of raisins.  We are looking for an alternative, 
for example, baby carrots
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Are we receiving weekly produce quotes and do we contact local 
orchards to ensure we are receiving the lowest price possible on 
produce (as well as receiving the freshest)?

• We participate in the Orange Ulster Board of Cooperative Educational Services 
(BOCES) produce bid for fresh produce at the best price and largest selection
• Dagele Brothers, Florida NY, was again awarded the bid to supply Orange 

County Schools with fresh produce
• This enables Districts to optimize on purchasing large quantities of produce 

at the lowest possible price. 
• Last year, district Commodity funds lasted until June 15th, at which time, we 

compared pricing among vendors.
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In addition to fresh produce, Federal dollars 
are used to purchase the following products:

• Tyson chicken

• Land o’ Lakes cheese

• Dole fruit

• Made Right beef

• Seneca Fruit

• JTM turkey taco & ground beef

• Michaels French toast 

• McCain Potatoes

• Eggo Waffles

• Pillsbury pancakes

• Poland Spring Water
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Can we opt out of the Federal Food Program? 

• Benefit 

• The District would no longer have to comply to with Guidelines for: whole 
grains, sodium restrictions, fat content, calorie restrictions or potion sizes

• Disadvantage

• The District would not receive Federal and State revenue 

• Cost would go up significantly

23



Loss of Federal Reimbursement

2017-18 Federal Reimbursement Amounts for Free, Reduced and Paid Meals
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Free Reduced Paid

Breakfast 2.1913 1.9466 0.3023

Lunch 3.3499 3.0881 0.4299

Can we opt out of the Federal Food Program? 

2017-18

Free and Reduced Ratio 32%



Can we opt out of the Federal Food Program?

• The Food Service Program, as it’s current configuration, generated approximately 
$196,490 in revenue:

• $97,000 came from Parents 

• $96,500 came from State and Federal Government reimbursements, 
including commodities ($13,680).

• $2,500 from Catering Requests

• $500 Nutri-Kids Grant

• Plus $78,670 Interfund Transfer (needed to supplement the budget)

• Something to consider:

Unlike a K-12 District, the Food Service Program does not have the revenue 
generated by High School students to subsidize a portion of the overall  
program

25



Can we opt out of the Federal Food Program? 

• More investigation is required:

• Would the district subsidize the current and future Free and Reduced 
Student breakfast and lunches?

• What would we have to transfer out of our Fund Balance each year?

• Would sales increase enough to justify the move?

• Is there a K-8 district that has done this successfully that we could visit?

• Would it increase the quality of food served?

• What entrees would be served?

• Would meal prices increase?
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Can we opt out of the Federal Food Program? 
(Or maybe take a different approach?)

• Stay within the Federal Program and incorporate Scratch Cooking from Locally 
Sourced Food:

• If every ingredient increased by the same percentage as a hamburger patty then 
the additional cost of food would also increase by an estimated $502,707 in 
addition to the annual interfund transfer $590,522, plus the investment in 
equipment and staff

• Estimated Equipment costs:

• Griddles $  7,820

• Deep Fryers $12,000

• Ovens $24,000

• Cost of Ansul Fire Suppression Hood - undetermined
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Current 
given 

Commodity 
Pricing

Scratch 
Cooking -

Raw

Increase 
over current 

cost

Hamburger patty $ 0.16 $ 1.42 787.5%



Can we opt out of the Federal Food Program? 
(And/or take a different approach?)

• Improve the quality of food without Scratch Cooking:

• If every ingredient increased by the same percentage as a hamburger patty 
then the additional cost of food would increase by an estimated $27,420 plus 
the annual Interfund transfer totaling $115,235.
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Current 
given 

Commodity 
Pricing

Potential 
with-in 

Program

Increase 
over 

current

Hamburger patty 0.16 0.38 138%



Highlights – Additional Revenue Coming Soon

• As part of the “No Student Goes Hungry” platform, the State has initiated a new 
program for schools, New York 30, offering an additional $.19  per lunch for 
schools that can prove they use 30% of their school lunch budget on food from 
New York State Farms.

• Although details are not fully known, Greenwood Lake will pursue this new 
revenue source.

• Had this new reimbursement policy been available it could have generated 
$7,000 in 2017-18 school year.

29



Thank you

30


