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SFUSD operates the largest public food service operation in the 
city of San Francisco, and the details of serving 33,000 meals 
and snacks daily leave many people in awe. On any given day, 
230 staff serve food to a diverse student population (over 44 
languages spoken) at 114 schools on a tight budget within a 
highly regulated system.

As a mission-driven institution dedicated to helping each 
of our students succeed, SFUSD has aligned around the 
highest nutritional standards in the nation and made a bold 
commitment to feed every child. Choices around school meals 
have implications for the long-term health and wellbeing of 
students – and given that 40% of children consume their daily 
calories at school, school meals have a significant role to play 
in helping to address the increasing obesity epidemic. 

SFUSD has much to be proud of. Over the past decade many 
steps have been taken to improve the District’s food systems. 
The Board of Education’s Feeding Every Hungry Child resolution 
ensures that no child is denied a meal because of inability to 
pay, and SFUSD’s Student Nutrition and Physical Activity Policy 
removed high-calorie, low-nutrient food and beverages from 
school vending machines.  Since January 2013, fresher meals are 
being served through a new partnership with Revolution Foods.

While much has been accomplished over the past decade 
to offer healthier meals, there are a number of significant 
barriers that impede ongoing work to improve school meals. 
There is a consistent financial deficit due to the historic 
and structural lack of funding from federal, state, and local 
sources. Student participation is low. Operational structures 
and facilities force reliance on external vendors. Kitchen 
facilities are limited, and cooking equipment has become 
outdated. Cafeteria spaces are inadequate, and the dining 
experience is not as meaningful as it could be.

 

The journey to reform school food in San Francisco’s public 
schools and to achieve financial stability in the program is 
unfolding in four phases. 

This book is the outcome of phase one (of four) and describes 
the recommendations developed through a five-month 
collaboration with the innovation firm IDEO to develop a vision 
and specific recommendations to comprehensively reform 
school food in San Francisco’s public schools in a way that is 
self-sustaining in the long term, reflects and honors existing 
SFUSD labor agreements, and meets the needs and desires of 
today’s students. Over 1,300 students, parents, nutrition staff, 
principals, teachers, administrators, and community partners 
were involved in this process. 

There is still much more to learn, and SFUSD will work with 
schools, students, and staff to iterate on the recommendations 
presented in this book.

September 2013

“ Serving fresh healthy food every day that students will enjoy 
eating is a priority for us. It is hard for students to learn if they are 
undernourished. To strengthen academic performance we must 
promote good eating habits and provide access to high quality, 
nutritious food that appeals to our diverse community of students.”  
 
Superintendent Richard A. Carranza

This book is the outcome of a five-month collaboration with the 
innovation firm IDEO, thanks to the generous and creative support 
of the Sara and Evan Williams Foundation. It describes our vision  
of the future dining experience for SFUSD. 

+
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1 
ToDay’S 
STUDENTS
Meet today’s SFUSD student and learn about four student-
centered values that guide our future designs for school food.

98



When it comes to rethinking the school food system, who can best help 
us focus our efforts? After all, many people care about this important 
topic including the Board of Education, the Superintendent, principals, 
nutrition staff, parents and community partners. Following are the 
four values we learned from the one who matters most... the student. 
These values guide us in designing their future dining experience.

ChAPtER 1 ovERviEw

ovER 1300  
ContRibuting voiCEs 

From parents to nutrition staff, from 
students to administrators, from teachers 
to community partners, here are the many 
people who have helped inform our future 
dining experience.

PAGE 12

ChAPtER 1 highLights

A

A PiCtuRE oF  
toDAY’s stuDEnts 

Stories and quotes from current SFUSD 
students to keep us grounded in their needs.

PAGE 14

b

FouR stuDEnt-CEntERED 
vALuEs 

The four student values to inform and guide 
our vision for their future dining experience.

PAGE 24

c
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Along this collaborative journey, we’ve engaged 
1,367 stakeholders including students, Student 
Nutrition staff, SFUSD principals and teachers, 
district administrators, the Board of Education, 
community partners and experts. Their perspectives 
have helped inspire, inform and validate our future 
vision. Throughout this book, we’ve included insights 
and quotes from collaborators at these events.

aPRIl & May 2013

Inspirational Interviews  
and Observations

161 STUDENTS

15 STUDENT NUTRITION STAFF

8 PARENTS

47 SFUSD STAFF

23 COMMUNITY PARTNERS & ExPERTS

6 BOARD OF EDUCATION  
COMMISSIONERS

JUNE & JUly 2013

“Make it Awesome”  
Workshops

29 STUDENTS

76 STUDENT NUTRITION STAFF

17 PARENTS

9 SFUSD STAFF

5 COMMUNITY PARTNERS & ExPERTS

JUly 2013

Concept Feedback  
Survey

86 STUDENTS

527 PARENTS

79 SFUSD STAFF

45 COMMUNITY STAKEHOLDERS

JUly 2013

Student and Staff  
Prototyping Week 

47 STUDENTS

9 STUDENT NUTRITION STAFF

aUGUST 2013

“The New Lunch Room”  
Exhibition

13 STUDENTS

52 STUDENT NUTRITION STAFF

10 PARENTS

47 SFUSD STAFF

50 COMMUNITY PARTNERS AND 
ExPERTS

6 BOARD OF EDUCATION  
COMMISSIONERS

ovER 1300 
CoNTRIbUTING 
voICES

260 136 737 56 178

ChAPtER 1 sECtion A
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A common thread amongst all students is the 
ever-increasing pressure they feel to do well in 
school. In a tightly-scheduled, academically-
demanding day, lunch fulfills an important need 
... a break. The following insights and quotes 
capture not only their thoughts on food and 
school, but also their lifestyle, aspirations and 
challenges. This is the current student context 
within which our food program needs to work.

Our students say it best. Hear their 
persepectives and needs in this short video 
available at www.sfusd.edu.

a PICTURE 
oF ToDay’S 
STUDENTS

ChAPtER 1 sECtion b
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14-year-olds are drinking coffee “I only got 5 hours  
of sleep and have a huge test” while 9-year-olds  

are learning what it means to stand up for themselves  

“I had to let that friendship go.”

They’ll surprise you with what they know “I think Brigitte 
Bardot became most interesting after 40 when she 
got into animal rights” – Age 10 and how they like to spend 

their time “I love my Grandma—she’s 93 and likes  
to go for walks.” –Age 12

16 17



Kids are over-burdened with studying “I only get to be with  
friends one day on the weekend and only if I first finish  
all my homework”–Age 14 and under-guided when it comes to life skills  

“I can’t wait to move out…but I don’t know how to learn 
about finances.”–Age 17

There are overweight elementary students who are struggling 

with nutrition and high schoolers on diets who have come to 

learn that “McDonalds isn’t a place for us, there are 
other ways to save money and eat well.”–Age 17

18 19



Phones are a symbol of freedom for those who don’t have one  

“When I get a phone, I’ll be able to look things up  
anytime”–Age 11  and an emotional tether for those who do  

“I can’t not be connected to my friends all the time.”–Age 14

Their tastes in pop culture are as diverse as their taste buds. “I love... 
The Walking Dead –Age 13 Minecraft–12 One Dimension –14 
Geocaching–10 Maple Story–14.” “I wish the cafeteria served…
sushi–16 green tea mousse–10 Flautas–12 steamed taro cake–17.”
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Elementary students talk about getting into Cal colleges while high 

schoolers reminisce about the fun of elementary school “It’s a place 
where you don’t have to care about anything yet.”–Age 17

They’re stressed “I need to hang out with people,  
not just my textbook!!!”–Age 13  and no one is giving them 

a break “Adults try to make every moment about 
learning.”–Age 10

22 23



Students are delighted by the food experience. Students feel our commitment to their needs 
and overall well-being.

Students experience the value of food in their 
daily lives and are curious to know more.

Students are empowered to impact the 
system, embracing roles and responsibilities.

SENSES  
STIMUlaTED

FEElING  
valUED

CoNNECTED  
To FooD

aCTIvE  
voICES

FoUR 
STUDENT-
CENTERED 
valUES

Students have a diverse and changing set of 
needs and desires. In talking with students and 
observing their experiences inside and outside of 
the cafeteria, we learned that they desire a dining 
experience that captures their senses, supports 
them in their growth, connects them to their 
food, and enables them to share their opinions. 

There are four student-centered values that 
guide our vision for the dining experience, which 
are explained in detail in the following pages. 

ChAPtER 1 sECtion C
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SENSES 
STIMUlaTED
 
Students are delighted by the food experience.

FEElING  
valUED
 
Students feel our commitment to their  
needs and overall well-being.

Eating begins with our eyes and nose! All kids take time  
to longingly examine and assess the sealed food, unable  
to assess its freshness or consider its value. 

There are auditory, tangible, and olfactory elements to food. 

“Food is about activating the brain!”  
—PARENT

“It’s about waking up the senses—letting people  
touch and feel what they are eating.” 

—TEACHER

Students desire food that activates their palates and  
an environment that is conducive for socializing. 

“I eat school food ‘cause it gives me  
a chance to be more with other people.” 

—MIDDLE SCHOOL STUDENT

THE INSPECTIoN MoMENT aCTIvaTING THE bRaIN SoCIalIZING ovER FooD

Students want to feel cared for. 

“I wish the food was delivered with care, love and a smile.”   
—STUDENT

“I wish they wouldn’t behave like servers.”  
—5TH GRADER

Lunch is one of the only opportunities to connect with 
friends during the day. 

“I wish the cafeteria was a place to connect and relax 
rather than a chaotic eat-and-dash zone.”   

—TEACHER

Creating a sense of community in the cafeteria is important for 
students and staff. 

“Some of the Student Nutrition staff are like second family to 
me. They are a part of our everyday lives.”  

—HIGH SCHOOL STUDENT

a lITTlE MoRE lovE a NEED To CoNNECT oNE bIG FaMIly

Tasting, smelling and discovering foods are integral to the eating 
experience, yet meal time feels routine and rushed for many students.

When kids try new food, their horizons expand and they become open 
to new and different experiences. By infusing a variety of cuisines, food 
delivery methods as well as making the cafeteria spaces conducive for 
eating, lunch time becomes a moment to pause and enjoy the food.

Small gestures have a huge impact! When students feel guided and cared 
for, they feel like they play an important part in their community.

When teachers and principals eat with students, there is greater 
participation in and appreciation for the meal program. When Student 
Nutrition staff get to know students on a personal level, there is a sense 
of community. The meal experience isn’t just about service, it’s about 
customer service.
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Students are curious about food. 

“I want to know how we get our food.” 
— MIDDLE SCHOOL STUDENT

Nutrition and health is important to students. 

“Connection to food changes how you value food, yourself and 
your health.”— SFUSD STAFF

“Some Student Nutrition staff is just getting  
kids through the line. I’m helping kids make  
healthy choices.” — NUTRITION EDUCATOR

Meals are learning opportunities. 

“Students at this age are choosing their own food and snacks. 
They learn a lot by having healthy food presented to them.”  

— SFUSD STAFF

“Our unspoken job is to create cultural and behavioral shifts 
around food at the school.” — NUTRITION EDUCATOR

WHERE FooD CoMES FRoM UNDERSTaNDING FooD aND My boDy lEaRNING MoMENT

CoNNECTED  
To FooD 
 
Students experience the value of food in their 
daily lives and are curious to know more.

aCTIvE  
voICES 
 
Students are empowered to impact the system, 
embracing roles and responsibilities.

Given the opportunity, students will rise to the occasion. 

“Composting is cool!” — ELEMENTARY SCHOOL STUDENT

Students who are Compost Monitors feel ownership over a 
piece of the meal experience, taking care of the compost and 
cafeteria cleaning efforts. If given the opportunity to take part, 
students rise to the occasion. 

Students engage when they feel empowered. 

“The students are responsible for Cooking Club.  
They set the time, make the announcements, and arrange the 
activities. Sometimes it doesn’t happen, but when it does they 
are more engaged and excited about it, because they made it 
happen.”  — NUTRITION CLASS COORDINATOR

Having a role makes students feel important. 

“I think children love to be ‘in charge.’ When my daughter went 
to Girl Scout camp, kids had roles during mealtime. It was 
one thing she raved about when she came home. At school, 
my kids always love the ‘jobs’ they get. It makes them feel 
important.” — PARENT

sign ME uP! MAKing it hAPPEn invEstED ownERshiP 

Students are curious about all aspects of food—where it comes from, how 
it’s packaged, and its nutritional qualities—and how it affects them. 

There is an opportunity to help students develop a strong connection to 
the food they eat in a way that empowers them to make smart decisions 
regarding their habits and health. When students learn about new foods 
and cooking skills, they take those lessons home.

Students have opinions, often which go unheard. When given the 
opportunity to give feedback and suggest new ideas, students become 
empowered, active participants in the system.

Rich learning moments are already happening in our district! In schools 
across the district, students are stepping up in leadership roles, from class 
ambassadors to compost monitors. There is an opportunity to harness this 
energy within the cafeteria.
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2
oUR oPERaTIoNal 
CoNTEXT
An overview of current Student Nutrition’s current operations.
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Our program needs to balance the student-experience with 
financial sustainability. In this section, we lay out some of 
the context in which we are operating, including the main 
financial levers that factor into the overall design vision.

ChAPtER 2 ovERviEw

ChAPtER 2 highLights

stuDEnt nutRition 
At A gLAnCE 

The background of Student Nutrition’s daily 
operations, including the process by which 
food currently gets from the farm to the table.

PAGE 36

A

FouR KEY 
FinAnCiAL LEvERs 

Our Financial Framework and four key 
levers; two are cost drivers (food and 
labor) and two are revenue generators 
(participation and new revenues).

PAGE 44

b

FivE inFLuEntiAL  
ConDitions 

The top five interdependencies between 
Student Nutrition and the broader SFUSD 
ecosystem that influence our finances  
and operations.

PAGE 50

c
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RECENT MIlESToNES FoR STUDENT NUTRITIoN

STUDENT 
NUTRITIoN aT 
a GlaNCE

SUMMER 2010

Automated Point of Sale system is 
implemented district-wide, allowing 
students’ financial status to remain private.

FALL 2012

Grab-n-Go breakfast is rolled out to 10 high 
schools and 10 middle schools helping kids 
get the nutrition they need in the morning.

FALL 2012

SNS achieves Healthy Hunger Free Kids Act 
certification for school lunch menus.

WINTER 2013

Revolution Foods becomes a SFUSD vendor, 
offering students fresh, healthy meals.

aUToMaTED PoINT
oF SalE

GRab-N-Go 
bREakFaST

HEalTHy HUNGER 
FREE kIDS aCT

REvolUTIoN 
FooDS

We’re proud of our milestones. Over the past 
decade many steps have been taken to improve 
our food system, including the examples 
below. Following is an overview of the scale 
and operations of our current Student Nutrition 
program including the process by which food 
currently gets from the farm to the table.  
This context provides the starting point for the 
proposed design changes detailed in Chapter 4.

ChAPtER 2 sECtion A
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THE baSICS oF SCHool FooD
glossary of school food’s key elements

National School Lunch Program (NSLP), 
School Breakfast Program (SBP)1

The National School Lunch Program and 
the National School Breakfast Program 
are federally assisted meal programs 
operating in over 100,000 public and 
non profit private schools and residential 
child care institutions. School districts and 
independent schools that choose to take 
part in the breakfast and lunch programs 
get cash subsidies and USDA foods from 
the U.S. Department of Agriculture (USDA) 
for each meal they serve. In return, they 
must serve meals that meet Federal 
requirements, and they must offer free or 
reduced price meals to eligible children. 

Free/Reduced/Paid Eligibility1 

Children from families with incomes at or 
below 130 percent of the poverty level are 
eligible for free meals. Those with incomes 
between 130 percent and 185 percent of the 
poverty level are eligible for reduced price 
meals, for which students can be charged 
no more than 40 cents (SFUSD does not 
charge the copay for the reduced category). 
(For the period July 1, 2012, through June 
30, 2013, 130 percent of the poverty level 
is $29,965 for a family of four; 185 percent 
is $42,643.) Children from families with 

Sources: 

1. http://www.fns.usda.gov/cnd/Lunch/AboutLunch/NSLPFactSheet.pdf

2. Gregoire & Spears, 2007; Payne-Palacio & Theis, 2005; Pannell-Martin & Applebaum, 1999

incomes over 185 percent of poverty pay 
a full price, though their meals are still 
subsidized to some extent. Local school 
food authorities set their own prices for full 
price (paid) meals, but must operate their 
meal services as non profit programs.

Reimbursements1

Most of the support USDA provides to 
schools in the National School Lunch 
Program comes in the form of a cash 
reimbursement for each meal served. 
SFUSD qualifies for reimbursement rates for 
schools that served 60 percent or greater 
free and reduced price lunches during 
the second preceding school year. The 
latest reimbursement rates can be found 
online at http://www.fns.usda.gov/cnd/
Governance/notices/naps/NAPs.htm.

Commodities1

In addition to cash reimbursements, 
schools are entitled by law to receive USDA 
foods, called "entitlement" foods. Schools 
can also get "bonus" USDA foods as they 
are available from surplus agricultural 
stocks. While the nutritional quality has 
improved recently, many commodities do 
not meet SFUSD’s nutrition standards.

Meals Per Labor Hour (MPLH)2

Productivity in food service operations 
is typically defined as a measure or 
level of output of goods and services 
produced in relation to input of resources. 
Meals Per Labor Hour is the most 
common measurement used for external 
benchmarking in school food service 
operations. MPLH is determined by 
dividing the total number of meals or meal 
equivalents (MEs) the school cafeteria 
serves daily by the number of labor hours 
allotted to that school per day. MPLH is 
a complex metric, that can vary based 
on physical serving environment, meal 
production method, staff training, and 
number and length of serving periods, etc. 

Heat & Serve
Refers to a meal production method 
where meals arrive onsite pre-cooked 
and are reheated and served by staff.

Prep & Serve
Refers to a meal production method 
where ingredients used require minimal 
prep (e.g., they are pre-cooked or 
chopped) ingredients are assembled 
into meals and served by staff.

3938



oUR DaIly lUNCH oPERaTIoNS vaRy

aFGHaNISTaNI

aMHaRIC

aRabIC

bUlGaRIaN

bURMESE

CaNToNESE

CRoaTIaN

CZECH

DaNISH

DUTCH

ENGlISH

FaRSI

FIlIPINo 

FRENCH

GERMaN

GREEk

GUJaRaTI

HEbREW

HINDI

HUNGaRIaN

INDoNESIaN

ITalIaN

JaPaNESE

kHMER 

koREaN

Malay

MaNDaRIN

NoRWEGIaN

PolISH

PoRTUGUESE

PUNJabI

RoMaNIaN

RUSSIaN

SaMoaN

SERbIaN

SoMalI

SPaNISH

SWEDISH
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CaFETERIaMobIlE CaRTvENDING MaCHINE

lUNCHES
aT oNE SCHool

lUNCHES
aT aNoTHER

ELEMENTARY

of students who qualify for 
free and reduced meals 
participate in lunch

Over the years, we’ve worked to increase participation in the school food 
program, but there’s still room to grow.  

laNGUaGES
SPokEN

ovER

lUNCHES

22,000
bREakFaSTS

5,500

making Student Nutrition Services (SNS) the largest public food service provider in the city!

MEalS & SNaCkS DaIly
48,000 lbS oF FooD  

PER Day 

That’s  
the weight  
of two  
school  
buses!

230 SCHool CaFETERIa
EMPloyEES To RUN  
THE FooD PRoGRaM

EvERy Day WE CoUNT oN 

30
FoR MEalS, STUDENTS HavE

MINUTES  
FoR bREakFaST 40 MINUTES  

FoR lUNCH

When it comes to the school 
food experience, it’s about 
much more than just the food. 
It’s an interconnected, complex 
system of people, policies, 
infrastructure, schedules, tools…
and most importantly, students.

This is the overview of what 
it takes to serve nutritious 
meals and snacks every day.

thE sCALE oF stuDEnt nutRition 
oPERAtions 

50 700

114 SCHoolS

33,000

4 FooD PRovIDERS 18 DElIvERy RoUTES

WE SERvE

WE SERvE

oUR CoMMUNITy 
IS INCREDIbly DIvERSE STUDENT DEMoGRaPHICS

ovER 

55,000
STUDENTS

MIDDLE

HIGH

55%

15%

30%

oN aN avERaGE SCHool Day

of students not eligible for 
free and reduced meals 
purchase lunch

of staff eat school lunch: 
teachers, principals, 
administration 

oNly

 57%
oNly

 13%
oNly

2%
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REvolUTIoN 
FooDS

SERvE

RE-HEaT

USDa
CoMMoDITIES

SERvESERvE

FoSTER
FaRMS

FaRMERS

Food
Mass-produced,  
frozen ingredients.

INvENToRy
Inventory spread 
across 20+ locations 
makes it hard to con-
trol—some schools 
end up with too much, 
some too little.

PRodUcTIoN
School kitchens are not 
set up to handle our 
lunch demands. 

SERvE

bIRITE FooDSERvICE

NaTIoNal FooD 
SUPPlIERS

oN-SITE MEal aSSEMbly 

Each food item seen by students 
in the lunchline is a result of ‘back-
of-house’ operations involving 
numerous people and processes. 
Just as we can design an improved 
student dining experience, we can 
also design improved operations 
as seen in Chapter 4 ahead.

Important to note is that our 
elementary students currently 
receive meals from one 
provider while our middle and 
high school students receive 
options from two providers. 

toDAY’s LunChLinE
ELEMEntARY sChooLs

1 Provider
Revolution Foods 
(Heat & Serve)

+ Foster Farms Milk 
+ Fruit

MiDDLE AnD high 
sChooLs

2 Providers
Revolution Foods 
Heat & Serve

or

SFUSD Produced Prep 
& Serve

+ Foster Farms Milk 
+ Fruit
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FoUR kEy 
FINaNCIal 
lEvERS

Within the complex system of Student Nutrition, 
we’ve identified four key levers that will be 
instrumental to bringing financial balance to the 
system. Two are cost drivers (food and labor) 
and two are revenue generators (participation 
and new revenues). These levers cut across 
several areas of influence, including: national 
policy, district policy, individuals schools and 
community & families. Here, we describe the four 
key levers in relation to our current operations. In 
Chapter 4, we then show what we’ll be designing 
in each to help achieve a sustainable future. 

Aligning labor costs with clear roles and 
career ladders.

Increasing participation rates by designing 
meal experiences that students want to 
engage in.

Reducing food costs, improving offerings 
and sourcing local fresh produce.

Considering new offerings that 
will lead to new revenue.

laboR PaRTICIPaTIoN FooD NEW REvENUE

ChAPtER 2 sECtion b

INDIVIDUAL SCHOOLS

STUDENT NUTRITION

 COMMUNITY & FAMILIES

DISTRICT POLICY

NATIONAL POLICY 
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laboR
Our Student Nutrition staff is a rich resource.

Between salaries and benefits, we invest $6M1 
annually on labor (this represents 32% of Student 
Nutrition’s annual budget). With only 41%2 of 
students participating and kitchens not set up for 
efficient food production at scale, we aren’t using 
labor to its full capacity. Every year we have the 
resources to serve 30%3 more meals than we do. 

In addition, there is also an opportunity to provide 
a more robust career path for our 230 dedicated 
Student Nutrition school cafeteria staff.

FootnoteS

1. Based on 2012-13 Revised Budget

2. Daily participation based on data from Aug ’12 - Apr ‘13; (3) 70% based on 
difference between current meals served and total meal capacity given current labor 
hours as determined by financial model, model calculations based on following 
assumptions: 55 MPLH Heat & Serve, 19 MPLH Prep & Serve (MPLH assumptions 
based on industry standards and SFUSD evaluation 

AvERAgE DAiLY LunCh 
CAPACitY REALizED

We have labor 
capacity to serve 
30% more meals 
than we currently do.

Daily breakfast and lunch participation for paid and free/
reduced students are low compared to state averages.

Only 57% of SFUSD’s Free & Reduced Eligible Students 
participate in lunch vs. 70% (state average) and only 16% 
participate in breakfast vs. 30% (state average).

For SFUSD paid students, only 13% participate in lunch 
vs. 22% (state average) and only 1% in breakfast vs. 4% 
(state average).

 The more students who eat, the more financially-balanced 
our system will become.

FootnoteS

Participation figures reflect average daily participation (total lunches claimed/
total service days)

State averages based on California Food Policy Advocates figures for California 
Public School Districts 2009-10 school year

AvERAgE DAiLY LunCh PARtiCiPAtion

San Francisco vs. California State Average

Free/Reduced students Paid students

57%

13%

70%

22%

SFUSD

SFUSD

STATE AVG

STATE AVG

CuRREnt EnRoLLMEnt:  55,000 SFUSD students.    = 550 students 

49% Currently Participate in Lunch

ElEMENTaRy

34%

MIDDlE

28%

HIGH

PaRTICIPaTIoN
There’s significant room to grow in participation.
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We spend $9.5M1 annually on food, for the most part, 
purchasing high quality product. But we could be smarter 
about our food costs. 

Due to SFUSD’s high food quality standards and also 
due to cooking limitations of our existing kitchens (they 
are not set up to process raw ingredients, a significant 
amount of commodites are in raw bulk form), $300,0001 
of SFUSD’s $700,000 commodity budget goes unused. 

An additional $500,0002, 5% of the total food budget, 
is lost from inefficient inventory management, over-
production (the number of students participating changes 
daily making prediction challenging), or wasted due to 
unannounced field trips or internal competition. Further, 
bulk inventory management is spread across 20+ schools, 
making monitoring and management a challenge. 

FootnoteS

1. Food expenditure figures based on 2012-13 Revised Budget

2. 7-10% overproduction based on District Inventory and overproduction reports 
from 2013

$700,000

$400,000

Federal 
Entitlement

Used

CoMMoDitiEs 

Used vs. Entitlement  
(2012-13)

FooD
There are opportunities to reduce food costs without compromising on quality.

MEALs 

Average 
(2012-13)

Orders  
Placed

Meals eaten

$500,000

Student Nutrition is uniquely positioned, with access 
to a market of over 55,000 families in a food-focused 
city. By using its market access and physical kitchen 
assets, and implementing new innovative programs 
beyond traditional breakfast and lunch, Student 
Nutrition could generate up to $1.2M in revenue 
beyond traditional school meals.

FootnoteS

1. See detailed assumptions for Dinner kits and Regional Kitchen

CuRREnt REvEnuE 

CURRENT OFFERINGS: school meals 
(including breakfast, lunch, snack)

PoTENTIal REvENUE

NEW OFFERINGS: dinner kits, off-hours 
kitchen rental, school district catering

$600,000–$1 2M1

NEW REvENUE
Student Nutrition has significant revenue potential beyond traditional offering.
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FIvE 
INFlUENTIal 
CoNDITIoNS

We depend on government 
subsidies that are not tailored to 
our local economic environment.

As a district, we are committed to 
providing nutrition to all students.

We are dedicated to offering 
a living wage to our staff.

We hold ourself to high 
quality food standards.

We operate in a system that values 
individual school autonomy.

NaTIoNal 
REIMbURSEMENT 
RaTES 

FEEDING EvERy 
HUNGRy CHIlD 
PolICy

laboR 
aGREEMENTS  
aND WaGES

HIGH-
qUalITy FooD 
STaNDaRDS

INTERNal 
CoMPETITIoN / 
oPEN CaMPUS

To truly understand Student Nutrition we  
need to understand the context within which 
it sits. This broader context influences financial 
decisions as well as our ability to provide 
high-quality, financially-sound services. 
Policies and commitments at the district and 
national levels have direct financial impact. 
Additionally, decisions made at the individual 
school level influence our operations. 

Understanding five key influential conditions helps 
us identify where (and how) change is possible, as 
well as the partnerships needed to create impact.

ChAPtER 2 sECtion C

5150



FEEDing EvERY  
hungRY ChiLD PoLiCY

PARTICIPATION

nAtionAL  
REiMbuRsEMEnt RAtEs

FOOD

LAboR AgREEMEnts  
& wAgEs

LABOR

high-quALitY  
FooD stAnDARDs

FOOD

intERnAL CoMPEtition /  
oPEn CAMPus

PARTICIPATION

Income thresholds to quality for free 
meals are set at the federal level and 
there is considerable gap between 
federal qualification thresholds 
and urban income standards. Many 
SFUSD families do not qualify for free 
meals and yet, with the high cost of 
living in San Francisco, they can not 
afford to pay for meals. Given this 
gap, SFUSD has a commitment to 
ensure all students have access to 
healthy, nutritious food so they are 
ready to learn. 

Under SFUSD’s Feeding Every 
Hungry Child Policy no student is 
denied a meal because of his or 
her inability to pay. Thus, until this 
gap is closed by a change in policy, 
there will always be a reduction in 
revenue; last year more than $400k 
in revenue was lost due to unpaid 
meal charges1. 

Our primary source of revenue 
is government subsidies. 
These subsidies need to cover 
food costs, labor, delivery, 
supplies, equipment, etc. Meal 
reimbursement rates are fixed 
by national and state policy and 
do not vary by student’s age 
or geography. Urban school 
districts such as SFUSD have 
higher operational costs (salaries, 
transportation, etc) than rural. 
Further, as our students age, 
portion sizes and cost increase, 
subsidies do not. A Revolution 
Foods meal in Elementary school 
represents 60% of government 
subsidies for students eligible for 
free meals,  while in high school the 
cost jumps to 67%.

SFUSD is dedicated to a 
supporting its local unionized 
workforce and is committed to 
paying a living wage. However, 
it is important to recognize 
that wages fall more than 40%2 
above industry standards and 
add a substantial financial 
constraint to a system whose 
revenue is confined by federal 
reimbursement rates. 

We are dedicated to offering high-
quality, nutritious food. Our recent 
move to Revolution Foods ensures 
that students have access to the 
freshest, nutritionally dense meals 
as possible. This commitment 
to quality makes it harder to 
realize the full financial benefits of 
commodities. Until commodities 
standards increase we will likely 
be able to take advantage of only a 
portion of our commodities budget.

Student Nutrition operates in a 
competitive environment. Open 
campuses and alternate on-campus 
food options offer students easy 
alternatives to school food. Food 
waste due to unannounced parties, 
field trips, and fundraisers also 
contribute to lower participation.

 

noteS

1  our financial modeling assumes a 32% 
reduction in paid revenue from unpaid meal 
changes

2  Based on 2012-13 SeIU labor salaries and 
Bureau of Labor Statistics May 2012 Mean 
Hourly Wages, CA report)

INDIVIDUAL SCHOOLS

STUDENT NUTRITION

 COMMUNITY & FAMILIES

DISTRICT POLICY

NATIONAL POLICY 

Student Nutrition Services is 
dedicated to San Francisco 
Unified School District’s mission 
to provide each student with an 
equal opportunity to physical 
and mental health so that each 
student can achieve his or her 
maximum potential. These 5 
conditions significantly influence 
the decisions that we can make 
about the student experience.

5 inFLuEntiAL ConDitions
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3
a vISIoN FoR 
THE STUDENT 
EXPERIENCE
Three differentiated dining experiences for elementary,  
middle and high school students.
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From the food our students eat, to their cafeteria environment, to the back 
of the house operations, our recommendations move our system from one 
experience to three age-appropriate dining experiences. This chapter will detail 
the recommended experiences, while following chapters will explain the financial 
solutions behind them and the recommended roadmap for implementation.

ChAPtER 3 ovERviEw

ChAPtER 3 highLights

ELEMEntARY sChooL:  
A shARED LunChRooM 

Connecting young learners to food through 
rituals and routines.

PAGE 64

A

MiDDLE sChooL:  
A PARtiCiPAtoRY LunChRooM 

Transitioning students towards more 
independence and engagement in healthy 
food choices.

PAGE 80

b

high sChooL:  
A LunChRooM oF oPtions

Supporting busy students with convenient 
options and experiences that support their 
need for independence.

PAGE 96

c

EngAging thE 
CoMMunitY 

Innovative ways to engage the public and 
raise funds for SFUSD initiatives.

PAGE 116

d
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A vision to create a student-centered financially-
sustainable system where kids eat good food

FOUR STUDENT VALUES FOUR FINANCIAL LEVERSTHREE DINING EXPERIENCES

A PARTIcIPAToRy LUNchRooM | MIDDLE SCHOOL

A ShAREd LUNchRooM | ELEMENTARY SCHOOL

A LUNchRooM oF oPTIoNS | HIGH SCHOOL

FEElING valUED

Students feel our commitment 
to their needs and overall  
well-being.

CoNNECTED To FooD

Students experience the value 
of food in their daily lives and 
are curious to know more.

aCTIvE voICES

Students are empowered to 
impact the system, embracing 
roles and responsibilities.

SENSES STIMUlaTED

Students are delighted by the 
food experience.

GENERaTE 
NEW REvENUE 

INCREaSE 
PaRTICIPaTIoN

REDUCE CoST 
oF FooD

alIGN laboR & 
CREaTE CaREER 

laDDERS

As described in Chapter 1, we have four student values  
we would like our system to support. They are based 
on the needs and desires of our students. 

We also have a need to be financially-sustainable, which 
involves four financial levers described in Chapter 2. 

Following are the dining experiences we have designed 
keeping both our student and financial needs in mind. 

thE big PiCtuRE
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As our students grow, the role of the food system grows with them.

We start with A Shared Lunchroom in 
elementary school that engages young 
learners in food through the routines 
and rituals of communal eating. 

At middle school, we support 
transitioning towards choice  
and independence in  
A Participatory Lunchroom. 

At high school, we seek to support  
the busy lives of our students by  
offering convenient food options that 
work within their multi-tasking reality  
in A Lunchroom of Options.

ELEMENTARY
A Shared Lunchroom

HigH
A Lunchroom of Options

MiddLE
A Participatory Lunchroom

Dining 
ExpEriEncE

F I X E D F l E X I b l E

R I T U a l  &  R o U T I N E C H o I C E  &  C o N v E N I E N C E

Dining SpacE

A DiFFEREntiAtED EXPERiEnCE

Our students are with us for over a decade and their developmental  
needs evolve dramatically through elementary, middle and high school. 
Our future meal experiences are designed to grow with students,  
considering their development at each phase of their lives.
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ElEMENTaRy 
SCHool

“I need guidance but I also want space to play.  
I’m just starting to discover my environment.”

A shared lunchroom

“Elementary school is all about fun.” —4TH GRADER

“Elementary school provides the basic building blocks 
to your education.” —12TH GRADER

ChAPtER 3 sECtion A
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The end of lunch lines! Wouldn’t it be lovely if 
students went straight to their home table, passed 
plates of food and laughed with one another? 

In the elementary school experience, students and 
staff discover new foods and build community by 
working alongside one another. 

Lunchtime becomes an extended learning 
moment for elementary school students through 
a communal eating experience where they share 
positive (and fun) routines around food.

Everyone has a role to play during mealtime. Staff help keep 
order and model positive eating behaviors. Student Table 
Captains take the lead at their tables, assisting to ensure 
everyone has food and cleans up after themselves.

Student Nutrition staff with a mobile tablet walks around to 
record participation. After the meal, a visual assessment of 
‘take-rate’ is recorded with the built-in camera in the tablet. 
This data is sent to the central office to better estimate 
future ordering.

Food is served in courses, starting with fruits and 
vegetables. This is followed by a hot food entrée (proteins 
and grains) and milk. Serving in courses encourages 
students to eat a little more of all the courses, rather  
than picking at just one or two dishes. 

CouRsEs, not CoMPonEnts suPER (RoLE) MoDEL sMARt MobiLE ChECKout

thREE big iDEAs in thE ELEMEntARY sChooL EXPERiEnCE

6766



ovERvIEW oF THE ElEMENTaRy SCHool EXPERIENCE
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RECESS bEFoRE lUNCH 
The lunch bell rings. Recess is over. Students 
line up with their home classes and enter the 
cafeteria in staggered groups.

1  
PRE-SET FRUIT aND PlaTES 
No waiting in line! Students arrive at pre-set 
tables of fruit and plates and can begin eating.

2  
CoURSES & SEqUENCING 
Staff serve in courses off of a cart. Serving 
in stages helps students eat more of every 
course. Cold food (vegetables, fruit) is served 
in bulk for students to serve themselves. 
Hot food (protein/grain entrées) is served 
pre-portioned. Bulk entrées mean less 
packaging waste. Students who bring their 
lunch from home have a seat at the table and 
take part in the communal non-food activities.

3 
REal oR CoMPoSTablE PlaTES 
The use of real plates is ideal. However, 
depending on dishwasher availability and 
financial feasibility, compostable plate-ware 
and flatware may be necessary in some 
schools.

Recommended for initial implementation
Elements of the vision marked with a star are 
further detailed as initial recommendations for 
implementation in chapter 4.

THE SET-UP TRaNSITIoNING INTo lUNCH
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CHECkoUT & ClEaN UPTHE MEal

1   
CoMMUNal EaTING 
Students sit together around round tables, 
learn to serve one another and discover foods 
together. In younger grades, adults may sit 
with students and lead the lunch session. 

2  
aDUlT RolE MoDElS 
Adult role models are trained to keep order 
and encourage positive eating behaviors. 
Principals, teachers, staff and community 
members could also play this role.

3 
TablE CaPTaIN 
The Table Captain role helps students learn 
leadership responsibility. 

DESIGNED FoR oRDER 
An orderly eating environment is created with 
soft lighting, ambient music, and an acoustic 
foam wall covering which doubles as a notice 
board.

1 
MobIlE CHECk-oUT 
A Student Nutrition staff with a mobile tablet 
walks around to record participation. After 
the meal, a visual assessment of ‘take-rate’ is 
recorded. This data is sent to the central office 
to better estimate future ordering.

2 
FooD PaSSPoRT 
Food Passports are an engaging way for 
students to keep track of new foods they try. 
It encourages them to experiment with new 
cuisines and learn about different cultures.

3 
CaFETERIa aS CURRICUlUM 
As part of the new program, students 
learn about the food ecosystem through 
gardening programs, visits to local farms and 
composting facilities.
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TablE CaPTaIN vESTS & bUTToN

Build leadership opportunities for students by enabling them 
to be leaders and role models amongst their peers. Table 
Captain vests become symbols of responsibility and to foster 
positive behaviors.

MobIlE TRaCkING

A Student Nutrition staff member walks around the cafeteria 
and inputs participation with a mobile POS device. Students 
may enter their pin number and tap in to verify that they have 
been offered and served.

TakE-RaTE aDJUSTED

The mobile POS device includes a visual check-out and photo 
record of completed plates to quickly assess the take-rate. This 
data is sent to the central office to better estimate future ordering.

TablE ToPIC PlaCEMaTS

Table placements present students with a visual lunch menu, 
fun facts about the food ingredients as well as related stories 
or recipes to take home. As a tool for discovery and learning, 
students become increasingly aware of what they’re eating and 
where it comes from.

a CloSER look: SMaRT MobIlE TRaCkING a CloSER look: STUDENT aCCESSoRIES
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FooD LooKs MoRE APPEALing 

Students were surprised to learn this was the 
same food currently provided by Revolution 
Foods. The bulk serving style made it more 
appetizing. They loved seeing the actual food. 
And yes, they DO start eating the fruits and 
veggies first.

tAbLE CAPtAin highs AnD Lows 

There are kids who are eager to take Table 
Captain roles, while others are less willing.

wAtER wins

Kids want a choice of beverage and love 
sitting down to water at the table. Staff also 
commented that this creates a welcome touch 
for all.

KiDs CARE About thE EnviRonMEnt

They want real plates or compostable plates. 
They are aware of how much plastic they  
generate with the current lunch program and 
expect clear compost, recycling and trash 
options at clean-up time.

Do wE hAvE to hAvE ADuLts?

Older students prefer not having adults at the 
table, especially unfamiliar adults. They feel 
that this is their chance to take a break from 
constant adult interaction. However, younger 
students may benefit from adult guidance and 
staff prefer the additional adult presence. 

bEnEFits

stAFF ContRoL

Student Nutrition staff feels more in control 
of the cafeteria environment. They are able 
to give more attention to students, which is 
in line with how staff wants to serve students 
this age.

LEss wAstE

Bulk food orders mean not only cost savings, 
but also less food waste and less plastic.  

ConsiDERAtions

LAboR AnD stAFF tRAining

A separate Student Nutrition staff may need 
to be trained to operate the mobile point of 
sale device and to serve from a mobile cart. 
Additional Student Nutrition noon monitors 
will also need to be trained. Ideal staff to 
student ratios need to be prototyped further. 

PRinCiPALs+sChooL stAFF suPPoRt

Additional adult supervision will add to 
the student experience. Provide training 
to principals in protocol and procedures 
and the importance of adult presence in 
the lunchroom. Work with principals to 
implement recess before lunch. Work with 
school staff to develop the learning layer of 
communal eating and food-systems curricula.

FACiLitiEs

Initial assessment of facilities is needed. 
Consider using portable sinks and 
compostable plates for pilot. 

usDA/CDE nAtionAL sChooL LunCh 
PRogRAM REguLAtions

Need to get approval from USDA via the CDE 
for communal style meal service system.

We took over a cafeteria in the summer of 2013 to try these experiences with 
our students. We learned many things from them, which we incorporated into 
the experience you see detailed in this book. Here are a few things we learned: 

This new experience, of course, will have impact on the way we configure our 
business and operational context. We are sensitive to these impacts, and 
explore them further in chapter 4. 

“ I like this better because I can see the food. It isn’t in packaging.” 
–STUDENT

“Having principals support this idea will be key to its success.” 
– STUDENT NUTRITION STAFF

lEaRNING FRoM PRoToTyPING IMPlICaTIoNS oN oPERaTIoNS
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1 CoMMUNal DUTy

In Japan, students on duty help serve their 
classmates as well as clean up. Children in 
most districts cannot bring food to school 
either, until they reach high school.

2 CoURSES

Greater Good Studio introduced a  
‘Courses’ serving system to allow students 
more time to see their food. Students ate 
more balanced meals as they ate more of  
all dishes that were offered.

3 PlayWoRkS

Playworks is a recess program for  
schools with a majority of students from 
low-income families. It helps schools with 
funding by tapping into external grants  
and community support. 

4 EaTIqUETTE

Eatiquette, the Vetri Method for school lunch, 
creates an environment where children gather 
around round tables, pass plates of food to 
one another, and experience social interaction 
and communication.

5 MobIlE CHECk-oUT

Apple Store mobile check-out brings the  
in-store staff out from behind the counter 
to have a more personal, less transactional, 
service touchpoint. 

6 EDIblE SCHoolyaRD

Edible Schoolyard, involves students in all 
aspects of farming the garden and preparing, 
serving and eating foods as a means to 
awaken their senses. 

INSPIRaTIoN FRoM oTHER  
SCHoolS aND oRGaNIZaTIoNS
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“I’m learning to become an individual,  
but I’m still trying on different identities.”

MIDDlE  
SCHool
A participatory lunchroom

“In middle school, you’re like ... more in check.” —7TH GRADER

“Middle school looks like more homework and 
less time for friends.” —5TH GRADER

ChAPtER 3 sECtion b
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How could we forget? kids have opinions, too!  
This lunch experience allows middle schoolers to 
shape their food and environment. Each semester 
or once a year, groups of students put their 
independent thinking to work by redesigning their 
cafeteria space. 

Students are given the power to create spaces they 
want to be in and impact what their surroundings 
looks like. More than just a place to eat, the new 
lunchroom is an activity space where students can 
do what matters most to them.

Mobile carts with Grab-n-Go meal packages are available at 
different areas in the space, reducing long lines in the cafeteria. 
The use of these carts can extend across breakfast, lunch, and 
midday snacks, increasing overall participation. Students can 
potentially submit group orders for club meetings.

Students quickly solve their family’s dinner dilemma when 
they bring home take-home meal kits. Parents sign up for the 
dinner program in advance.

With mobile furniture on wheels, students get to change the 
lunchroom layout and create different zones: a quiet area for 
reading, a lounge for relaxation, and an Internet café to do 
their homework outside of lunch hours.

A sPACE FoR EvERYonE DistRibutED DELiCiousnEss DinnER hERoEs

thREE big iDEAs in thE MiDDLE sChooL EXPERiEnCE
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ovERvIEW oF THE MIDDlE SCHool EXPERIENCE
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1  
STUDENT-DESIGNED SPaCE 
Each semester or once a year, groups of 
students get to redesign the cafeteria. 
Equipped with movable furniture and 
dedicated art walls, students recreate  
their space.

STaGGERED lUNCH 
Bring in students in groups or classes of 
students at intervals. This improves the flow  
of students through serving lines, allows the 
staff to restock food, and reduce cafeteria 
noise. It also improves oversight and security 
during lunch periods.

2 
STUDENT-CREaTED RECIPES 
Student food enthusiasts can create new 
recipes online. Recipes get voted on by 
students, teachers and staff. Winning  
recipes and students get featured on the  
food package!

REPURPoSING FURNITURE 
SFUSD can partner with local furniture 
suppliers to obtain a variety of gently-used 
tables and chairs for the lounge area. Students 
take part in furniture-making competitions to 
add their own flair to the furniture.

1  
DISTRIbUTED MobIlE CaRTS 
In addition to the lunch line, certain zones 
have a cart with Grab-n-Go lunches making it 
easier for students to quickly get food.

2 
ZoNES by aCTIvITy 
When the lunch bell rings, students choose 
which student-designed zone they want to 
eat in. Those who want to read go to the quiet 
zone, while those who are attending club 
meetings head to the social zone.

GRoUP oRDER by ClUb 
Through a web portal that connects SFUSD to 
students, student clubs can order ahead of 
time and pick up a set number of lunches.

aDUlT MEalS 
The cafeteria menu includes appropriately-
priced, tasty adult meals as well as group 
orders for staff meetings.

Recommended for initial implementation
Elements of the vision marked with a star are 
further detailed as initial recommendations for 
implementation in chapter 4.

THE MEalSETTING UP THE SPaCE
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1  
DINNER kITS 
By being a member of the SFUSD dinner 
program, students pick up take-home meal 
kits equipped with all of the ingredients and 
recipes to make their family dinner. 

CaFETERIa aS CURRICUlUM 
As part of the new program, students 
learn about the food ecosystem through 
gardening programs, visits to local farms and 
composting facilities.

oUTSIDE oF THE CaFETERIaHEaDING HoME
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DINNER kITS

By being a member of the SFUSD dinner program, students pick 
up take-home meal kits equipped with all of the ingredients 
and recipes to make their family dinner. 

GRab-N-Go baGS

Grab-n-Go bags allow students to eat where 
they want. Bag handles enable students to 
carry their lunch around even when their 
hands are full with books and projects.

MobIlE CaRTS

Mobile carts enable more distributed points of 
sale to reach more students outside the cafeteria 
space. Mobile carts are equipped with wireless 
tablets for fast and easy check-out.

DISPlay STaND FoR DINNER kIT

A collapsible display stand provides an easy set up for SNS staff 
to present dinner kits on any table surface. 

a CloSER look: MobIlE CaRTS aND GRab-N-Go baGS a CloSER look: DINNER kITS

90 91



thE outsPoKEn MAnY 

Top choices for zones in the cafe: lounge, 
game and music. During mealtime, most 
students preferred to go outside to lounge 
and eat. They wanted activities to do together 
during lunch, such as games or discussion 
topics at tables.

whERE thEiR FRiEnDs ARE 

The more spaces students can eat in, the 
more delighted and connected they feel. 
Students’ favorite lunch memories often 
happen in unexpected locations such as “Dr. 
Who Club in the locker room” and “Dragon 
Boat fans on the soccer field.”

tRAnsition tiMing

Middle school is a significant transitional 
period for students, and first-year students 
will need support in the beginning. As students 
increase in grades, so too will their options.

thE quiEt FEw

Quiet voices often speak to needs that 
benefit all. A few students designed quiet 
spaces that made many other students 
gravitate toward them.

Moving with thE stuDEnts

Mobile carts allow students to do two of their 
top lunchtime activities: socialize and do 
homework where they want. 

bEnEFits  

ownERshiP

Having students take ownership of the space 
means they will become invested partners and 
help with activities such as clean-up.

ADDitionAL REvEnuE

Take-home meal kits that include pre-made or 
ready-to-cook food provide another source of 
revenue for the system.

ConsiDERAtions

LAboR

Staff duties potentially shift from operating 
the full-service lunch line to mobile carts. 
Central Office Student Nutrition staff will 
need to dedicate time to oversee the student 
design and space renovations. 

sPACE uPgRADE

Establish partnerships through sponsors. To 
upgrade kitchens and renovate cafeterias, 
work with furniture companies or space 
planning companies. Establish relationships 
with second-hand furniture stores to acquire 
lightly-used cafeteria seating. Look to 
affordable solutions such as community 
painting days to refresh cafeteria spaces.

tEChnoLogY uPgRADE 

Additional technology upgrades, such as 
wireless access points and hard line Internet 
connections will need to be added.

stAggERED LunCh PERioDs

Work with principals to implement recess 
before lunch and staggered lunch periods so 
that lines are reduced in cafeterias.

We took over a cafeteria in the summer of 2013 to try these experiences with 
our students. We learned many things from them, which we incorporated into 
the experience you see detailed in this book. Here are a few things we learned: 

This new experience, of course, will have impact on the way we configure our 
business and operational context. We are sensitive to these impacts, and 
explore them further in chapter 4. 

“I think students will appreciate and treat the space with care if  they design it themselves.” 

—Student

“Not all students want the same experience while dining.”

—Student Nutrition Staff

lEaRNING FRoM PRoToTyPING IMPlICaTIoNS oN oPERaTIoNS
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1 aCoUSTIC WallS 
Recycled acoustic wall panels act as sound 
absorbers as well as pin boards.

2 HIllCREST HIGH SCHool 
School’s cafeteria’s face-lift increased 
participation. The food service department 
paid for $144K in improvements which was 
paid back in two years with an increase of  
20-30% participation.

3 UbU loUNGE 
This space by Aramark offers a place for high 
school students to catch up with friends while 
they eat. Space elements include vibrant 
colors, visual menus, lounge areas and 
expression wall.

ACTIVE LABELS
By Dirk Ahlgrim, Angie Kim, Byron Parr, IDEO Boston

Active Labels are redefined nutrition labels meant to inspire and inform consumers by comparing food intake with actual  
activities. These labels work as extensions of the standard nutrition label and are highly visible on food packaging.

4 TRaDER JoE’S 
Trader Joe’s allows employees to take 
ownership of the store space and 
opportunities to express their creativity 
through fun and colorful food displays.

5 bRITISH aIRWayS 
British Airways achieve higher efficiency 
and less waste in the system by asking their 
cabin crew to predict which in-flight meals 
passengers are likely to order. 

6 aCTIvE labElS 
IDEO + Tokyo Design Week: ‘Active labels’ is 
a packaging concept around nutrition labels 
that inform consumers by comparing food 
intake with actual activities.

INSPIRaTIoN FRoM oTHER  
SCHoolS aND oRGaNIZaTIoNS
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“I need freedom and control.  
I’m operating on my own time.”

HIGH  
SCHool
A lunchroom of options 

“High school is all about getting good grades to 
get into college.” —10TH GRADER

“It’s about getting ready for the real world.” —11TH GRADER

ChAPtER 3 sECtion C
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High school students are busy doing just about 
anything but sitting down to eat. That’s why this 
concept makes it easy for students to actually find 
time for food. 

In this meal experience, students are offered 
different options that are designed around 
their lives. No matter what’s going on during 
a particular day, there are lunch options to fit 
students’ busy schedules, without tying them 
down to the cafeteria.

Vending machines with fully-reimbursable meals at key 
student hot spots make food options available wherever 
students need to eat.

With their rewards cards, students earn points for healthy 
choices. By bringing college-like meal purchasing into 
high schools, students get to experience meal planning 
and budgeting.

An integrated system of an on-line student portal, a loyalty 
card and back-end data analytics supports healthy behaviors 
for students and enables us to get ‘smarter’ as a food program. 
Students can pre-order meals, rate and provide feedback on 
their food, set preferences for their dietary needs and learn 
about their relationship to food. Our back end operations 
benefit too, as we’re able to better manage and predict our 
food ordering and tune into student’s preferences.

sMARt MEAL tEChnoLogY whEREvER whEnEvER REwARDs FoR gooD bEhAvioR

thREE big iDEAs in thE high sChooL EXPERiEnCE
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ovERvIEW oF THE HIGH SCHool EXPERIENCE
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1 
MENU MaRqUEE 
The Menu Marquee at the cafeteria entrance 
shows what is available today and how long 
the wait time is. 

2  
RSvP To lUNCH 
Students receive text reminders in the evening 
about tomorrow’s lunch. Students can RSVP to 
confirm their order, helping Student Nutrition 
staff with order numbers and informing 
students about lunch options.

3 
lEaRNING kITCHENS 
Renovated regional kitchens can be used 
as learning zones—serving as facilities for 
cooking clubs, culinary classes and field trips.

1 
EXPRESS lINE 
An express line offers a variety of Grab-n-Go 
options for students eligible for free meals or 
pre-paid accounts. Transactions are cashless 
and wait time is short.

2  
SMaRT MEal TECHNoloGy 
Students are given a voice in school food.  
Using an online portal, they can pre-order 
meals, rate food and leave comments for staff.

loyalTy REWaRDS CaRD  
Students are rewarded for their behavior.  
They earn credits for participating in the 
school food program, making healthy choices, 
and providing feedback. Credits add up to 
rewards for discounts on school merchandise 
and other items.

3 
kITCHENETTE 
When the weather is cold, students desire  
hot food. A kitchenette space with food 
lockers and a microwave allow students to 
heat up their food.

Recommended for initial implementation
Elements of the vision marked with a star are 
further detailed as initial recommendations for 
implementation in chapter 4.

THE MEalPlaNNING FoR lUNCH
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1 
loCal SPECIalTy CaRTS 
Local chefs and food entrepreneurs offer 
Grab-n-Go lunch options through a rotational 
program. Students experience different 
cuisines and stay engaged by the rotational 
nature of the program. 

2 
lUNCH aND lEaRN 
Every month, students get the opportunity to 
host an outside food-related speaker.

1  
Go WHERE STUDENTS aRE 
Vending machines at key hot spots around the 
school offer options wherever and whenever 
students want to eat. Students can get 
breakfast, mid-afternoon snacks and fully-
reimbursable meals.

2  
REIMbURSablE oFF-CaMPUS MEalS 
What if we could sell reimbursable meals 
off campus? Students who go off campus to 
eat with friends can still take advantage of 
affordable and healthy school meals.

oUTSIDE oF SCHoolTHE MEal
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MobIlE CaRTS

Sturdy, movable mobile carts equipped with a wireless point-of-sale 
system allow students to easily see and pick up their meals. 

a CloSER look: PoINTS oF SalE

EXPRESS lINE

Prepared meals with all the right food components are 
available on the express line, increasing food options for high-
school students and reducing long lines.

vENDING MaCHINES

Vending machines serve nutritious reimbursable meals or 
healthy a la carte items. Improve participation by placing them 
in high-traffic areas in the school. 

loCal SPECIalTy CaRTS

What a treat! Once every few weeks, food from approved 
local chefs or vendors add variety to students’ lunch options. 
These special moments break the monotony of lunch for both 
students and adults.
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STUDENT PoRTal laNDING PaGE

Students may log on to their Student Portal to set dietary 
preferences, see their account balance and track their food intake.

RSvP To lUNCH

Students receive text reminders in the evening about 
tomorrow’s lunch. Students can RSVP to confirm their order, 
helping Student Nutrition staff with order numbers and 
informing students about lunch options.

vISUal MENU

A visual menu of weekly lunch options allows students to plan 
ahead as well as pre-order lunch. This gives Student Nutrition 
staff an estimate of how much food to stock or prepare.

FEEDbaCk looP

Students get to rate their meals as well as leave comments for 
the staff. Participating in school lunch also lets students earn 
loyalty points which can be redeemed for school merchandise. 

a CloSER look: SMaRT MEal TECHNoloGy
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MENU MaRqUEE

A real time digital display in the cafeteria space informs students 
about food options on their menu for the particular day. Information 
such as food ratings builds visual feedback so students stay engaged 
and know that their votes are taken into account. 

loyalTy REWaRDS CaRD

Empower high school students by treating them like 
responsible adults with the pre-paid cash card. Students learn 
to control what and how they spend on food at school. 

loyalTy REWaRDS PRoGRaM

High school students can access their loyalty rewards program 
account information through a web or mobile portal. They 
get text reminders when they have earned enough points to 
redeem their rewards.

a CloSER look: SMaRT MEal TECHNoloGy
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MoRE thAn Just LunCh 

Students like Grab-n-Go bags with handles 
because their hands are full most of the time. 
They also love being able to carry food from 
class to class and to select food options based 
on if they can ‘save some for later.’

FooD thAt Fits 

Students want to track and have control 
over what they eat. Many students are 
training to be athletes. They like being  
able to set preferences.

ConvEniEnCE is KEY

Students will go to whichever line is the 
shortest. The more options on-campus, the 
more students choose school food. Most 
students tend to go off-campus towards the 
end of the week when they are less stressed. 
Fridays are days to splurge.

in-thE-Know

Students like to see their account balances 
and to be able to budget.

CooL FooD

Students are aware of and interested in the 
latest food trends. Food made by local chefs is 
big news and has great appeal.

bEnEFits  

DiRECt FEEDbACK

Feedback from students allows staff to adjust 
orders based on school preferences. It also 
creates a dialogue between students and 
staff, keeping staff in the know with what is 
and isn’t working.

sMARtER sYstEM

Feedback ensures less waste as staff can 
better estimate food orders each week as well 
as analyze annual purchasing patterns and 
adjust planning accordingly.

LEARning oPPoRtunitY

Dedicated Learning Layer staff can conduct 
outreach and help secure food related 
internships. The loyalty card also provides 
an opportunity for students to learn about 
financial health and budgeting. 

ConsiDERAtions

LAboR

Staff needs remain the same with a potential 
reduction in the full-service lunch line and an 
increase in distributed locations (more mobile 
carts and vending machines). 

PRoCuREMEnt

Hire a skilled buyer whose role is to identify 
and procure local sources of fresh products, 
investigate and implement contracts with 
local farmers and work on menu planning.

tEChnoLogY

The Smart Meal Technology app/website 
will require an infrastructural investment to 
design, implement and maintain it. 

We took over a cafeteria in the summer of 2013 to try these experiences with 
our students. We learned many things from them, which we incorporated into 
the experience you see detailed in this book. Here are a few things we learned: 

This new experience, of course, will have impact on the way we configure our 
business and operational context. We are sensitive to these impacts, and 
explore them further in chapter 4.

“Being rewarded for better decisions will motivate me.”
—Student

“Students at this age are choosing their own foods and snacks.  
They learn a lot by having healthy food presented to them.”

—SFUSD staff

lEaRNING FRoM PRoToTyPING IMPlICaTIoNS oN oPERaTIoNS
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1 vENDING MaCHINES 
‘Off-the-wall Eating’ vending machines 
on the streets and in train stations of The 
Netherlands provide commuters with  
warm, convenient food. 

2 FITbIT 
Fitbit, a wearable technology, allows 
individuals to self-monitor and track their 
activity and nutritional intake.

3 CaNTEEN SySTEM 
Singapore School’s Cafeterias look a lot like 
food courts with healthy, affordable meals 
that meet nutritional guidelines. Food stalls 
are rented out to food vendors through 
public-private contracts.

4 MUvboX 
Muvbox, a mobile shipping container, is 
equipped with a fully operational kitchen.

5 CUlINaRy CaFETERIa 
Culinary Cafeteria, a restaurant run by  
the City College of San Francisco Culinary 
Program, is a popular food destination  
for students as well as locals.

6 STUDENT baNkING 
PNC Virtual Wallet Student, an online bank 
account and debit card for College students, 
supports budgeting, spending and saving.

INSPIRaTIoN FRoM oTHER  
SCHoolS aND oRGaNIZaTIoNS
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ENGaGING THE 
CoMMUNITy
“I want to help improve school lunch but 
don’t know where to start.”

SFUSD COMMUNITY ExPERIENCE

The community wants to get involved but often does not know how to. Creating a 
centralized portal to solicit volunteers or donations is key. Ideas include: Groupon 
or Kickstarter style funding to support one-off school projects, Match.com for 
chefs to engage with students, One-for-One Food Delivery app and Corporate 
Cafeteria One-for-One Matching inspired by the TOMS shoes model.

ChAPtER 3 sECtion D
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CoMMUNITy PoRTal

1  CoNTRIbUTE TIME

Volunteering is made easy with a centralized 
online sign-up process. Individuals select 
school sites, dates and time that are 
convenient for them.

2 DoNaTE MoNEy

Giving to SFUSD is made easy with a 
crowdfunding platform connecting donors 
and causes - from meals to space renovation 
to technology upgrades.

3 PRovIDE EXPERTISE

Contributing expertise is made easy for 
professionals through a matching platform. 
Individuals such as local chefs can now be 
matched with schools for providing cooking 
lessons and apprenticeships opportunities.

CoMMUNITy PoRTal 

We can rally the masses to support school 
lunch initiatives via in a central crowdfunding 
platform. San Francisco residents and 
passionate individuals in the community may 
contribute time, money or expertise through 
different projects launched by SFUSD and 
approved partners. 

The platform landing page showcases 
successful projects that are completed as 
well as ongoing campaigns. Each project is 
based on milestones. That means by setting 
incremental contribution targets, potential 
backers see the results and impact, and will 
feel more inclined to give again towards the 
next milestone.

Recommended for initial implementation
Elements of the vision marked with a star are 
further detailed as initial recommendations for 
implementation in chapter 4.
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ENTREPRENEURIal PaRTNERSHIPS

SFUSD can partner with organizations like 
La Cocina to create a truly San Francisco 
kitchen. This space acts as an incubator 
kitchen, offering programs that help 
individuals in low-income communities 
become food entrepreneurs. Food 
entrepreneurs create school menus and 
cook for schools on a rotational basis. 
Students benefit from delicious, culturally-
diverse food offerings. The kitchen also 
acts as a place where students, Student 
Nutrition staff and chefs can learn side-by-
side in cooking classes.

oNE-FoR-oNE FooD DElIvERy

‘One-for-One’ food delivery app for San Francisco residents—for 
every meal a customer orders, a child in the district gets  
a free lunch.

CoMMUNITy kITCHEN 

Potential long-term offerings for the community kitchen 
include event space rental, cooking classes, catering, to-go  
food and take-home dinner kits. 

 MEMbERSHIP PRoGRaM

In the same way that museums and organizations have 
members, SFUSD offers a membership program to anyone 
in San Francisco who is interested in supporting school food 
initiatives. Membership benefits can include discounts at local 
food establishments, boxes of local produce and access to 
special food events. Special rates for students and families-in-
need enables everyone to participate. Membership funds help 
support school food programming district-wide.
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INSPIRaTIoN FRoM oTHER  
SCHoolS aND oRGaNIZaTIoNS

1 CRoWDTIlT 
Crowdtilt is a platform for organizing and 
funding group events. It is a place to pool 
money for shared objectives: for projects, 
events and fundraisers. 

2 FUND oUR CoMMUNITy 
Fund our Community is a website that helps 
individuals with important and needed 
community projects by creating awareness 
and support opportunities for the project.

3 ToMS 
TOMS is a for-profit mission-driven company 
with a ‘one for one concept’ business model. 
For every pair of shoes sold, a pair is given to 
an impoverished child.

4 EDMaTCH 
edMatch is a local, grassroots organization 
that challenges corporations and private 
philanthropists to “match” funds raised in San 
Francisco’s public schools.

5 FooD HUb 
Food Hub is an online platform that helps food 
buyers and food service directors find fresh, 
local produce by providing an interactive 
directory of food producers in their area.

6 CHEFS + SCHoolS 
The Chefs Move to Schools is an online 
platform for chefs and schools to create 
partnerships in their communities with the 
mission of collaboratively educating kids 
about food and healthy eating.
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4 
TEN DESIGN 
RECoMMENDaTIoNS
The starting set of designs that will move us  
towards a financially sustainable system.
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Our program needs to balance the student-experience with financial 
sustainability. In this chapter, we dive into the financial design. Following 
is a combination of financial and operational detail, including revenue 
projections for our recommended starting set of 10 designs.

ChAPtER 4 ovERviEw

ChAPtER 4 highLights

tEn DEsign  
RECoMMEnDAtions
Here are our recommended 10 designs for 
financial sustainability, along with operational 
details and financial implications of each.

PAGE 136

A

CREAtivE FooD  
FoR thought  
As we shift the student experience and our 
operations, it is also time we consider creative 
alternatives to our financial funding, such as 
more public/private partnering.

PAGE 174

b
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To help us understand the potential cost 
and revenue implications of the student 
experience, we looked to several sources 
including: Student Nutrition data, Student 
Nutrition Pilot Evaluations, restaurant industry 
experts, and delivery and storage experts.

Our financial projections are confident starting 
points for understanding the magnitude of impact. 
They will also help to direct future pilots to test the 
pivotal financial assumptions. These projections 
will be updated as we refine assumptions 
based on additional prototypes and pilots.

In the following pages you will see a summary 
of the projected financial impact of our re-
designs as well as detailed breakouts of each 
re-design and the underlying assumptions 
that informed our projections.

intERPREting thE FinAnCiAL PRoJECtions

 FinAnCiAL iMPACt

The potential revenue impact our redesign could 
have relative to the one-time costs required to 
implement.

AnnuAL oPERAting Cost

New costs that Student Nutrition will incur every 
year in order to operate our design (e.g., 1 FTE staff 
for Learning Layer in middle/high school).

0% / 10% / 20%  
inCREAsE in PARtiCiPAtion

The potential additional revenue is shown for three 
participation scenarios: no increase in participation 
(0%), 10% increase in participation, 20% increase 
in participation. This financial impact is NET any 
new annual operating costs listed and any increase 
in labor required to handle increases in demand. 
Depending on the concept, the participation 
increase may refer to lunch or both breakfast and 
lunch as well as elementary or middle/high or both 
elementary and middle/high (see footnotes for 
detail). 

initiAL Cost

One-time costs required to start implementing our 
design (e.g., cost of round tables for elementary 
schools to implement communal eating).

 EMotionAL iMPACt

The impact our redesign will have on the student 
and staff experience.

 EFFoRt to iMPLEMEnt

Ease of implementation - the extent to which it 
would require cultural shifts and collaboration 
across multiple stakeholders.

THE baSICS oF oUR FINaNCIal PRoJECTIoNS
glossary of key terms you will see in the following pages

We grounded our financial analysis 
in a robust set of data. Pulling 
together 10+ sources of data, we 
created a rich dataset that combined 
monthly student meal purchasing 
behavior with other student data 
such as academic performance, meal 
charges, and other demographic 
data. Our final dataset included 
nearly 60,000 students and was the 
first time SNS data was merged with 
broader SFUSD data, allowing for a 
deep understanding of the market for 
school food.

FinAnCiAL AnALYsis bACKgRounD

Using the data we collected as a base, 
we also created a district-level model 
to project the impact of our potential 
future scenarios. During this process 
we spoke to experts in storage, 
industrialized food production, 
distribution, and delivery to inform  
our assumptions. The model is 
designed to be easily updated so  
it can live on as a tool as Student 
Nutrition refines assumptions  
based on pilots and prototypes.

Dynamic financial model 
that helps understand the 
financial impact of our 
recommendations.
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NOTES: 

1. Net financial impact of increase in participation of breakfast AND lunch

2. Net financial impact of increase in participation split across Elementary & M/H

3. Figures are net necessary increases in labor to meet increased demand

10 DESIGNS SUMMaRy
FINaNCIal PRoJECTIoNS

ConCEPt vision

initiAL  
Cost  
RAngE

AnnuAL 
oPERAting  
Cost 0% 10% 20%

1  VENDING MACHINES 
& MOBILE CARTS

Offer students convenience by adding vending machines and mobile carts to every high 
school and middle school. Meals served to be produced by SFUSD.

$372,000 - 
$454,000

$22,000 $157,000 $610,000 $1.0M

2  CENTRAL 
WAREHOUSE &  
LOCAL SOURCING

Source local, fresh, diverse food for our Middle & High Schools and manage inventory 
centrally in a warehouse.

$0 $95,000 $291,000 $699,0003 $593,0003

3  REGIONAL KITCHEN & 
CENTRALIZED PREP

We propose renovating existing kitchens and centralizing production for SFUSD produced 
food at our middle and high schools.

$1.3M - $1.6M $197,000 $121,000 $515,000 $908,000

4  COMMUNAL EATING 
AT ELEMENTARY

An elementary cafeteria experience that provides ritual and routine. Range based on 
conservative vs. optimistic scenarios (see financial section for detail).

$722,000-
$882,000

varies based on   
participation

($769,000) - 
$25,0003

($864,000)-
$91,0003

($911,000)-
$208,0003

5  SPACE RENOVATION1 Cafeteria spaces in Middle and High schools where students want to hang out and that 
give them a feeling of co-ownership over the space.

$529,000-
$647,000

$35,000 ($35,000) $449,000 $419,000

6  SMART MEAL 
TECHNOLOGY1

An interactive system that gives students a voice in school food and generates data which 
can be used to make the entire system more efficient and tailored. A loyalty rewards 
program would also be built into the system to reward students for healthy choices.

$450,000-
$650,000

$42,000 $102,000 $627,0003 $638,0003

7  LEARNING LAYER1,2

(elementary & Middle/High)
Integrate food in the cafeteria with learning in the school. Students receive a richer 
experience and Student Nutrition is a more integrated part of schools.

N/A $165,000 ($165,000) $360,0003 $679,0003

8  COMMUNITY PORTAL Create a platform to enable the greater community to connect with school food programs. $450,000-
$550,000

TBD

9  DINNER KITS Extend Student Nutrition’s offerings beyond school meals and tap into new sources of 
revenue. Range reflects 10%-25% profit margins.

$83,000 $0 $418,000 - $1M

10  COMMUNITY 
KITCHEN

A flagship kitchen that is the public face of Student Nutrition. The community kitchen 
allows Student Nutrition to connect with the San Francisco food community.

TBD TBD

ADDitionAL REvEnuE FRoM inCREAsE in PARtiCiPAtion

EXPERiEnCE DEsign

FinAnCiAL iMPACt - 
how MuCh LongtERM 
FinAnCiAL bEnEFit 
wiLL this hAvE?

EMotionAL iMPACt - 
how MuCh DoEs this 
bEnEFit thE stuDEnt 
EXPERiEnCE?

EFFoRt to iMPLEMEnt 
- how MuCh woRK 
wiLL it tAKE to 
iMPLEMEnt? ELEMEntARY MiDDLE high

1  VENDING MACHINES &  
MOBILE CARTS ✔ ✔

2  CENTRAL WAREHOUSE  
& LOCAL SOURCING ✔ ✔

3  REGIONAL KITCHEN &  
CENTRALIZED PREP ✔ ✔

4  COMMUNAL EATING AT  
ELEMENTARY ✔

5  SPACE RENOVATION1

✔ ✔

6  SMART MEAL  
TECHNOLOGY1

✔ ✔

7  LEARNING LAYER1,2

(elementary & Middle/High) ✔ ✔ ✔

8  COMMUNITY PORTAL
✔ ✔ ✔

9  DINNER KITS
✔ ✔ ✔

10  COMMUNITY KITCHEN
✔ ✔ ✔

ELEMENTARY
A Shared Lunchroom

HigH
A Lunchroom of Options

MiddLE
A Participatory Lunchroom

10 DESIGNS SUMMaRy
IMPaCT aND STUDENT FoCUS 

TBD

TBD
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TEN DESIGN 
RECoMMENDaTIoNS

We believe that by restructuring our labor and food 
operations, engaging more students to participate and 
boldly pursuing new revenue streams, we can achieve 
financial balance.

We propose 10 designs to shift us towards a 
sustainable future.

Some design recommendations rely on collaboration 
with partners beyond Student Nutrition for 
implementation success. For example, implementing 
vending machines (number 1) involves support from 
both Student Nutrition and individual schools.

1. vEnDing MAChinEs AnD 
MobiLE CARts

2. CEntRAL wAREhousE & 
LoCAL souRCing

4. CoMMunAL EAting At 
ELEMEntARY

3. REgionAL KitChEn & 
CEntRALizED PREP

5. sPACE REnovAtion

6. sMARt LunCh tEChnoLogY 7. LEARning LAYER 
(ELEMEntARY AnD MiDDLE/
high)

9. DinnER Kits8. CoMMunitY PoRtAL 10. CoMMunitY KitChEn

ChAPtER 4 sECtion A

INDIVIDUAL SCHOOLS

STUDENT NUTRITION

 COMMUNITY & FAMILIES

DISTRICT POLICY

NATIONAL POLICY 

1

2

34

5

8

9
10 7

6

Participation

Food

Labor

New Revenue
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oUR STUDENT vISIoN 

Offer students convenience by adding vending machines and 
mobile carts to every high school and middle school.

oUR FINaNCIal vISIoN 

Increase meal capacity with minimal increase to labor hours.

WHaT THIS CoUlD look lIkE

1 vending machine and 1 Grab-N-Go mobile cart at each middle and high school 
campus.

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)* 

$372,000-$454,000

CoST (aNNUal)** 

$22,000
notes:  
All figures rounded to nearest $000

* 1 mobile cart and tablet + 1 vending machine for every 
Middle/High school that doesn’t currently have one

** Includes software licensing fees;  
excludes maintenance and replacement costs 

$157,000 $610,000 $1 0M

kEy aSSUMPTIoNS

Increase only for middle & high lunch 
participation.

 Assuming 35% demand from mobile carts; 
10% from vending machines based on 
Mission High School Mobile cart evaluation 
and Lincoln High School vending machine 
evaluation.

 Assuming have enough FTEs at middle/
high that mobile carts and vending would 
not add additional headcount at current 
participation levels but may require a shift in 
workflow (note: even with adding 3 additional 
labor hours per school, this concept is still 
profitable).

Assuming mobile cart and vending machine 
meals served to be produced by SFUSD.

0% 10% 20%

20 MPLH

CuRREnt PRoPosED

UP TO 36 MPLH

1–2 Lunch lines
1 vending machine

1 mobile cart 

2–3 Lunch lines 

1. 
vENDING 
MaCHINES & 
MobIlE CaRTS
PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe
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FINaNCIal bENEFITS DETaIl

Long lines contribute to low participation; by adding convenient 
points of sale that are less labor intensive we can increase 
profitable participation. In addition, cafeteria hours restrict our 
ability to serve students throughout the day;  vending machines 
allow us to extend beyond cafeteria hours and reach even more 
students.

FACiLitiEs

Food can be sold outside of 
the cafeteria.

Minimal additional labor 
costs to school janitorial 
services.

laboR

No labor or minimal 
additional labor needs to be 
added.

aDDITIoNal SySTEM bENEFITS

Space to grow: mobile carts and vending 
machines can be used beyond lunch, to serve 
breakfasts, snacks and even dinners.

RISkS

How many mobile carts should be at each 
school?

More points of sale may not actually 
encourage more students to participate.

Increased food variety and quality is also 
needed to make mobile carts and vending 
machines successful.

aDDITIoNal aSSUMPTIoNS 

FooD

Meals sold from mobile carts 
and vending machines are 
SFUSD-produced.

1. vEnDing MAChinEs & MobiLE CARts, ContinuED

whAt wE Know so FAR

GNG Breakfast carts at Mission High 
School increased overall breakfast 
participation by 28% 
(source: Student nutrition Final Report: grab n go 
Breakfast MIssion High School, May 2011)

Healthy vending machines at Lincoln 
High School increased overall lunch 
participation by 17%
(source: Student nutrition Healthy Vending Machine 
evaluation Report : Lincoln High School Spring 2011)

LEARnings FRoM PRototYPing

Students want vending machines 
placed in convenient locations such 
as in the hallways where they walk to 
class and in the courtyard. 

ADDitionAL quotEs

“It’ll help us get to our clubs or activities faster 
and we wouldn’t have to wait for food as long.”

—HIGH SCHOOL STUDENT

“The more food outlets, the less waiting. 
Students would have more time to socialize 
and enjoy their limited lunch time.”  

—HIGH SCHOOL PARENT

“My school always has us running to and from 
classes and a pit stop by a snack bar would 
give us more energy and motivation to keep 
learning throughout the day.”  

—HIGH SCHOOL STUDENT

SURvEy SayS

Do not EAt LunCh

Amongst high school students who do NOT eat school lunch, the top reasons why 
are Taste, Quality and Cost (n=38)

EAt LunCh

Amongst high school students who regularly eat school lunch, the top reasons why 
are availability and convenience (n=39)

From Summer 2013 IDeo Project Lunch Money Survey

“ Quicker options would 
motivate me to eat school 
lunch.”  
—HIGH SCHOOL STUDENT
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oUR STUDENT vISIoN 

Offer local, fresh, diverse food in our middle and high schools.

oUR FINaNCIal vISIoN 

Lower food costs by sourcing directly from local suppliers, 
managing inventory centrally in a warehouse and increasing 
demand for lower-cost SFUSD-produced food. 

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)* 

$0

CoST (aNNUal)** 

$95,000
notes:  
All figures rounded to nearest $000

* Figures are net necessary increases in labor to meet 
increased demand

** no Capex costs assuming; warehouse rental cost 
factored into per meal costs.

*** Salary (including benefits) for 1 full-time employee.

$291,000 $699,000* $593,000*

kEy aSSUMPTIoNS

SFUSD produced per-meal food costs are 
estimated to decrease from $1.00 to $0.82 
based on 10% savings from direct-to-supplier 
sourcing and 10% savings from improved 
inventory management (this figures includes 
a per meal warehouse storage cost). Note 
SFUSD-produced costs include the use of 
commodities, which in turn lowers per meal 
cost.

Local sourcing would cause a shift in daily 
demand from 34% SFUSD-produced food to 
50% SFUSD-produced food (vs. Revolution 
Foods).

Savings at 0% increased participation reflect: 
shift in demand between SFUSD-produced 
and Revolution Food, and cost savings from 
direct-to-supplier sourcing and improved 
inventory management (figures based on 
industry averages and Student Nutrition 
Inventory Management report).

0% 10% 20%

WHaT THIS CoUlD look lIkE

Refrigerated warehouse space rental, 1 full-time employee to coordinate sourcing, 
contracts, and menu planning to maximize commodity use, local sourcing from 3+ San 
Francisco vendors.

15% 10%

Food Costs* Waste*

note: Impacts only middle and high

* Assuming shift in demand to 50% SFUSD, 50% Rev Foods

CuRREnt PRoPosED

Central  
Warehouse

Inventory Spread Across  
20+ School Sites

2. 
CENTRal 
WaREHoUSE & 
loCal SoURCING
PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

rEvolution 
fooDS

SErvE

rE-hEat

uSDa
commoDitiES

SErvESErvE

foStEr
farmS

farmErS

cEntralizED prEp  
in kitchEnS

frESh local 
SuppliErS

warEhouSE

Food
Local, higher-quality 
fresh ingredients.

INvENToRy
Putting inventory in 
one place enables 
centralized manage-
ment—schools get 
exactly what they 
need and there’s less 
waste.

PRodUcTIoN
Renovating a few 
dedicated regional 
kitchens lets us 
efficiently prep high 
quality food at scale.

sERvE
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FINaNCIal bENEFITS DETaIl

A central warehouse enables us to save money by having better 
inventory management (less waste!) and direct-to-supplier 
servicing (more fresh, local food!). The ability to source from 
local suppliers also opens up the possibility of using more of 
our commodities budget. The ultimate offering will be more 
appealing to secondary students and of lower cost to the 
system. Overall, this shift will bring more food variety into our 
menus – which is key for the secondary student experience.

FooD

We are able to achieve lower food costs 
from local direct-to-supplier servicing and a 
dedicated employee to maximize commodity 
use.

aDDITIoNal SySTEM bENEFITS

Flexible assets: Rented warehouse space can 
vary based on production needs and time of 
year; therefore we are only paying for what we 
need.

Fitting menu: Locally-sourced food can better 
reflect the diversity of taste profiles in the 
district.

RISkS

It may not be cheaper to source food directly; 
it may, in fact, add cost to the overall 
model because of the increased complexity 
of procuring from multiple suppliers. 
Improvements to food quality, however, may 
be worth it and finding the right employee 
could help mitigate complexity.

Higher quality ingredients in the SFUSD 
produced meal (beanery) may not result in 
increased participation.

aDDITIoNal aSSUMPTIoNS 

2. CEntRAL wAREhousE & LoCAL souRCing, ContinuED

whAt wE Know so FAR

Adequate refrigerated warehouse 
space is available and reasonable in 
San Francisco. A potential source is 
Growers’ Refrigeration Company, a 
local family-run company.  

Over 50% of parents and students 
identify ‘Variety in food choice’ as 
most influential in their decision to 
participate in school food programs.
(source: Prismatic Food bank study)

PotEntiAL PARtnERs

Local bakeries, produce 
vendors, specialty items such as 
tamales, noodles, etc. even local 
restaurateurs.

“ I wish there was more variety 
and more fresh local produce.”  
—HIGH SCHOOL PARENT
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oUR STaFF vISIoN

We propose centralizing prep for SFUSD-produced food at our 
middle and high schools in well-equipped kitchens. 

oUR FINaNCIal vISIoN

Centralizing prep in well-equipped kitchens will increase overall 
meals per labor hour capacity and open up additional revenue 
streams.

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)* 

$1 3M-$1 6M

CoST (aNNUal)** 

$197,000

notes:  
All figures rounded to nearest $000

* Kitchen renovation costs based on $500k per kitchen 
estimate from oakland Assessment; figures to be 
updated based on SFUSD facilities assessment.

** Salary (including benefits) for 3 full-time kitchen 
manager and annual kitchen maintenance costs (13% of 
Capex; based on industry standards).

$121,000 $515,000 $908,000

kEy aSSUMPTIoNS

Additional revenue streams - renting during 
off hours and catering account for $261,000 
revenue boost at 0% increased participation. 
Assuming $65/hr for kitchen rental based 
on San Francisco standards. Assuming 10% 
of staff will participate in catering per day 
(based on survey data) and 25% profit margin 
from catering purchases (conservative 
estimate based on 35% Revolution Foods 
gross margin).

Figures do not include potential boost from 
adult meals.

0% 10% 20%

WHaT THIS CoUlD look lIkE

Renovating up to 3 existing kitchens, all cooking occurs centrally the morning of and is 
delivered to individual schools where it is served.

Prep + Serve Prep Serve Chef

CuRREnt PRoPosED

1-3 Regional KitchensSchool Sites

3. 
REGIoNal 
kITCHEN & 
CENTRalIZED 
PREP

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

rEvolution 
fooDS

SErvE

rE-hEat

uSDa
commoDitiES

SErvESErvE

foStEr
farmS

farmErS

cEntralizED prEp  
in kitchEnS

frESh local 
SuppliErS

warEhouSE

Food
Local, higher-quality 
fresh ingredients.

INvENToRy
Putting inventory in 
one place enables 
centralized manage-
ment—schools get 
exactly what they 
need and there’s less 
waste.

PRodUcTIoN
Renovating a few 
dedicated regional 
kitchens lets us 
efficiently prep high 
quality food at scale.

sERvE
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FINaNCIal bENEFITS DETaIl

By centralizing prep at a few dedicated regional kitchens, we 
will have better control over production costs through more 
efficient use of labor. By specializing roles and having dedicated 
kitchen space designed for food production, we significantly 
improve our labor’s meal capacity both for prep and serve.

FACiLitiEs

Existing kitchen space and docking space 
can be easily renovated and is adequate to 
produce and move enough meals.

laboR

New specialized Student Nutrition roles. By 
centralizing prep in production kitchens and 
by separating prep and serve we will see an 
increase in meals per labor hour.

aDDITIoNal SySTEM bENEFITS

Regional kitchens will provide additional 
sources of revenue as they can be rented out 
during off hours and summer months. They 
can also be rented out to caterers and food 
entrepreneurs in exchange for a portion of 
profit. 

In the future, Student Nutrition staff could also 
produce catering and adult meal offerings.

Production kitchens also have an educational 
benefit; they can be used by culinary clubs 
and culinary career programs.

Limiting food prep to renovated kitchens 
allows for greater oversight to adherence of 
health code regulations.

RISkS

Regional kitchens may not have enough 
capacity to scale up and handle increased 
demand of SFUSD produced food.

Centralizing production and dividing prep and 
serve may not increase meals per labor hour.

Need a better understanding of how the 
delivery process from kitchens to each school 
will impact overall costs.

aDDITIoNal aSSUMPTIoNS 

3. REgionAL KitChEn & CEntRALizED PREP, ContinuED

whAt wE Know so FAR

As a district, we spend over $200k 
each year in catering—this is a great 
opportunity to support this district 
need in-house. 

San Francisco standards for renting 
out kitchens is $65-125.

ADDitionAL quotEs

“In-house catering for ‘meetings’ could include 
items for class parties. Otherwise it’s pizza 
and cookies.” —Teacher

“ I would absolutely use this 
[catering] as an option for 
staff and student training.”  

  — TEACHER

From Summer 2013 IDeo Project Lunch Money Survey

50%

40%

30%

20%

10%

0%
Once a month Once a week Not interested Once a year

STaFF PaRTICIPaTIoN IN SCHool lUNCH

Only 2% of staff participate in school food programs.  

PoTENTIal FREqUENCy FoR CaTERING

If Student Nutrition offered appetizing catering options, how often would you be 
interested in ordering it? (n=79 SFUSD staff)

Improved adult meals 
through our regional 
kitchens is a robust 
opportunity.

oNly

2%
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oUR STUDENT vISIoN

An elementary cafeteria experience where students discover 
new food, build community and develop routines.

oUR FINaNCIal vISIoN

Reduce food costs and maximize meals per labor hour to try 
and offset increases in labor.

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)**

$722,000-$882,000 
CoST (aNNUal)
Additional labor costs will vary based  
on participation.

notes:  
All figures rounded to nearest $000

*Figures are net necessary increases in labor to meet 
increased demand

** Round tables for 50% of elementary schools (assum-
ing currently have enough for 50%); 1 mobile tablet per 
school for compliance tracking. 

kEy aSSUMPTIoNS

Optimistic scenario: 10% savings from bulk 
food costs; 10% reduction in MPLH from 
cart serving; 1 helper for every 4 tables of 8 
students

Conservative scenario: 0% savings from bulk 
food costs; 20% reduction in MPLH from 
cart serving; 1 helper for every 3 tables of 8 
students

WHaT THIS CoUlD look lIkE

Cafeteria space where students sit in round tables of 8, Student Nutrition staff 
serves food on a cart and there is 1 Adult Lunch Room Helper for every 3-4 tables of 8 
students (pending approval from USDA/CDE).

$1.95 $.23 $.24 $.46 $.35

$1.76 $.23 $.24 $.67 $.33

FooD

FooD

MILK

MILK

DeLIVeRy

DeLIVeRy

LABoR

LABoR

PRoFIt

PRoFIt

$3.23 - sFusD govERnMEnt subsiDY

cURRENT

oPTIMISTIc ScENARIo

$25,000*

($769,000)

$91,000*

($864,000)

$208,000*

($911,000)

0% 10% 20%

OPTIMISTIC

CONSERVATIVE

4. 
CoMMUNal 
EaTING aT 
ElEMENTaRy

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe
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bENEFITS DETaIl

Current operations in Elementary school are financially sound. 
There is room to increase costs before we start to lose money. 
However, communal eating is a costly endeavor and it will 
be necessary to run additional pilots to test our key financial 
assumptions.

FACiLitiEs

Assumption that round tables 
will be able to fit in existing 
space or that schools could 
add additional meal periods.

laboR

Assume the ratio of staff per 
table is adequate; if there 
is an increase, labor costs 
quickly outpace the net 
revenue.

aDDITIoNal SySTEM bENEFITS

Creating healthy eating habits in Elementary 
school around school food will likely have 
effects in Middle and High school. Communal 
eating in Elementary school could ultimately 
drive increased participation in school 
food throughout a student’s tenure with the 
district.

RISkS

Revolution Foods may not be able to deliver 
family-style food at a discount due to 
potential changes in the operating model that 
may not result in a cost saving.

Community-style may not be feasible from 
a compliance point of view and/or may not 
be feasible without the help of extra labor in 
order to meet the requirements of an adult at 
each table.

The benefits of family style dining may not 
be worth the time and cost necessary to 
implement them.

aDDITIoNal aSSUMPTIoNS 
FooD

Approval from the USDA 
and CDE on new Counting & 
Claiming Family Style meal 
pattern.

Assumption per meal cost 
would not increase, but 
would be less than current.

4. CoMMunAL EAting At ELEMEntARY, ContinuED

whAt wE Know so FAR

Over 50% of students surveyed 
believe more adult supervision is 
needed in the cafeteria spaces.
(source: Prismatic food bank study)

LEARnings FRoM PRototYPing

Communal eating creates a calm, 
personal environment that both 
students and staff appreciate.

ADDitionAL quotEs

“When teachers and principals are involved, 
students inherently pay attention—their 
leadership is inspirational, also  sanctions 
lunch as part of learning experience at school.”  

—ELEMENTARY SCHOOL PARENT

“When kids eat together—the same food—it 
levels the playing field in so many ways: 
creates unity of experience; connects to 
equity goals of SFUSD.”  

—ELEMENTARY SCHOOL PARENT

“Feels more family style, less institutional. 
gives everyone accountability for the meal.”  

—TEACHER

“Parents would feel good knowing we are 
eating this way at school, because it’s hard for 
us busy parents to do this each night for our 
family.”  —STUDENT NUTRITION STAFF

“ I like the idea because it  
makes us more responsible.”

     —ELEMENTARY SCHOOL STUDENT

SURvEy SayS

If there could only be one adult to help improve the elementary dining experience, who 
would make the biggest difference? (n=363 elem parents asked, 191 responses)

From Summer 2013 IDeo Project Lunch Money Survey

42%

24%

20%

8%

6%

PRINCIPal

TEaCHERS

SCHool STaFF

PaRENTS

oTHER*
e.g. coach, nutritionist
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oUR vISIoN

Cafeteria spaces in middle and high schools where students 
want to hang out.

oUR FINaNCIal vISIoN

A more appealing cafeteria space will drive participation in 
school meals.

5. 
SPaCE 
RENovaTIoN

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

WHaT THIS CoUlD look lIkE

Middle schools: student-appointed zones such as quiet zone, game zone and lounge area. 
High schools: lounge/food court style space with a variety of seating to choose from.

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)** 

$529,000-$647,000

CoST (aNNUal)*** 

$35,000
notes:  
All figures rounded to nearest $000

* Figures are net necessary increases in labor to meet 
increased demand 
** total renovation budget across all middle and high 
schools.

*** Annual budget for minor updates as well as 0.25 Fte  
of Central office Staff to coordinate.

($35,000) $449,000 $419,000*

kEy aSSUMPTIoNS

Increase in participation split across breakfast 
and lunch for Middle & High

0% 10% 20%

-$588,000
($21K per school)

YEAR 1

$449,000*

YEAR 2

$449,000*

YEAR 3

*Assuming 10% increase in breakfast and lunch participation

break even
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bENEFITS DETaIl

Today’s cafeterias are industrialized and generic spaces.  
In open-campuses they cannot compete with Starbucks’ 
lounges. By creating a space that is inviting and personalized, 
students will spend more time in the cafeteria, participate in 
school meals and help clean-up after themselves.

FACiLitiEs

A more inviting space will drive participation 
in school meals, not just more time spent in 
the cafeteria space.

Students will have access to the cafeteria 
outside of meal hours for homework or club 
activities.

laboR

None

aDDITIoNal SySTEM bENEFITS

Reduction in janitorial fees: the more  
students like a space and want to be in it,  
the more likely they are to care for it.

RISkS

For student-led designs, adult guidance  
is needed. However, we are planning for 
0.25 FTE of a Student Nutrition staff to  
oversee the process. 

aDDITIoNal aSSUMPTIoNS 

FooD

None

5. sPACE REnovAtion, ContinuED

whAt wE Know so FAR

Space is important to students! 
Physical space is a tangible way to 
communicate how much a school 
cares for the students.

PotEntiAL PARtnERs 
 

“ This would make lunch a  
more special time of the day 
where the student has some 
control over his/her day.” 
  

—PARENT

WHERE SHoUlD WE EaT?

What 2 eating spaces do you want most at your school?  
(n=181 Middle and High School Parents)

From Summer 2013 IDeo Project Lunch Money Survey

Lounge

outdoor zone

club groups

Quiet zone

Social hub

Game space

Local restaurant associations for 
furniture donations.

Space renovation is a strong 
candidate for partnering with 
external artists and designers as well 
as crowd-funding campaigns.

ADDitionAL quotEs

“More adult supervision, as well as increased 
janitorial hours would be essential to make 
this work. If those were available, this could 
be a great idea.”  
— STUDENT NUTRITION STAFF

“Students have different social needs and 
offering them a choice of where they would 
like to eat would really enhance their dining 
experience.”  
— PARENT

“This approach gives each child a more 
comfortable surroundings in which to eat. It 
recognizes differences among kids.”  
— PARENT

50%40%30%20%10%0%
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oUR STUDENT vISIoN

An interactive system that gives students a voice in school food. 
A loyalty rewards program would also be built into the system to 
reward students for healthy choices.

oUR FINaNCIal vISIoN

An interactive system that generates data which can be used to 
make the entire system more efficient and tailored and engages 
students to participate.

6. 
SMaRT MEal 
TECHNoloGy

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME)**

$450,000-$650,000
CoST (aNNUal)***

$42,000

notes:  
All figures rounded to nearest $000

* Figures are net necessary increases in labor to meet 
increased demand

** Software builds and modifications to existing tracking 
systems.

*** Salary (including benefits) for 1 data analyst. Annual 
marketing budget and giveaway budget representing 1% 
of net revenue from Middle & High (based on industry 
standard for 1% cash back); Software licensing fees

$102,000 $627,000* $638,000*

kEy aSSUMPTIoNS

Financial boost with 0% increase 
in participation assumes savings of 
~$143,000 from improved demand 
projections (projections based on reducing 
overproduction in middle & high lunch by 4% 
(currently at 7-10% of cost); sources: Student 
Nutrition Overproduction report and 2012-13 
Projected Budget expenditures on food.

Increase in participation split across breakfast 
and lunch for middle & high.

0% 10% 20%

50%
(To 4%)

ovERPRoDUCTIoN

$143,000
SAvING

WHaT THIS CoUlD look lIkE

An online portal where students can input food preference, rate meals, leave 
comments for Student Nutrition staff, review nutritional information and pre-order 
meals; 1 central office staff with a strong software and data analytics background. 
Resources for a marketing campaign and annual giveaways.

* See Key Assumptions for detail
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whAt wE Know so FAR

Many of the students in the district 
are already engaging with rating 
platforms such as Yelp. They also 
care about nutritional content and 
being able to track their eating 
behaviors.

The topics students are most 
interested in sharing and learning 
about are food taste ratings and staff 
interactions.

Students want to see their 
feedback is taken into account 
and implemented, and may want 
anonymity.

PotEntiAL PARtnERs

Silicon Valley based tech companies 
such as Yelp, Twitter and Palantir.

Good candidate for a crowdfunded 
campaign to cover development 
costs.

Local partners for loyalty rewards: SF 
Giants, SF 49ers

ADDitionAL quotEs

“I really appreciate the idea of providing 
opportunities for students to engage with 
data, process, form and share opinions.”  
 —MIDDLE SCHOOL PARENT

“[A Loyalty Rewards card] Provides students 
with basic management and decision skills...
Being rewarded for better decisions really 
makes us feel better.” 
 —HIGH SCHOOL STUDENT

“This helps give adults an idea of what kids 
enjoy and do not.”  
 —MIDDLE SCHOOL STUDENT

“ If the point value for different items varied 
with how healthy they were, I could also 
make more conscious decisions based on 
health, which would mean smart money-
saving, too, with the point accumulation.  
It’s the perfect combination.”

  —HIGH SCHOOL STUDENT

—HIGH SCHOOL STUDENT

From Summer 2013 IDeo Project Lunch Money Survey

SURvEy SayS

What students want to spend points on (Students N=86)

Where students want to spend their points (Students N=86) 

 
Walgreens
Amazon
Trader Joe’s
Safeway
Target
H&M
Forever 21

FINaNCIal bENEFITS DETaIl

Students who feel like their opinions matter are more likely 
to engage and participate in school meals. From a system 
perspective, the more information we can collect on student 
preferences, participation behavior and intention, the more we 
can tailor ordering and menu planning and ultimately minimize 
food waste.  
A loyalty rewards program incentivizes meal participation in 
breakfast and lunch. It is also a way for Student Nutrition to 
direct purchasing behavior towards options that are more 
financially attractive. The program could also create an 
incentive for students with no application on file to register in 
the system. 

(Note: every year it is a challenge to get families to fill out the application for school meals; 
this hinders Student Nutrition from knowing the eligibility status of all students participating in 
school food).

PARtiCiPAtion

Given the opportunity, 
students will actively use the 
online portal, feel engaged 
and participate more often in 
school food.

PlaNNING

Menu planning and ordering 
is flexible enough to respond 
to student preference by 
school and throughout the 
year.

aDDITIoNal SySTEM bENEFITS

Over time, less food waste will be generated 
in the system as we hone in on the specific 
needs of each individual school based on 
student input and behaviors.

With predictive modeling and a ‘smart’ system 
attuned to the shifts in student behavior, 
we’ll be able to better control costs and 
improve the student experiences such as 
special menus during test weeks or athletic 
diet recommendations. This system could 
integrate with the Learning Layer program 
to help students track and learn about their 
health decisions including quantified self data 
tracking.

RISkS

The system relies on on-going student 
participation. How can we ensure it will 
thrive?

Designing the experience to be engaging and 
motivating to students will be key.

How can we ensure all students have 
equitable access?

aDDITIoNal aSSUMPTIoNS 

6. sMARt MEAL tEChnoLogY, ContinuED

aCCESS & EqUITy

All students will have access 
to the system through several 
modes, at school portals, 
websites and via phone.
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oUR STUDENT vISIoN

Integrate food in the cafeteria with learning in the school. 
Students receive a richer experience and Student Nutrition is a 
more integrated part of schools.

 oUR FINaNCIal vISIoN

The more students know about the food being served, the more 
they will participate in school meals.

7. 
lEaRNING layER 
(ElEMENTaRy & 
MIDDlE/HIGH)
PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

NET FINaNCIal IMPaCT oF INCREaSE IN PaRTICIPaTIoN  

CoST (oNE TIME) 

N/A
CoST (aNNUal)** 

$165,000
notes:  
All figures rounded to nearest $000

* Figures are net necessary increases in labor to meet 
increased demand

** Salary (including benefits) for 2 full-time Learning 
Layer coordinators.

($165,000) $360,000* $679,000*
0% 10% 20%

WHaT THIS CoUlD look lIkE

1 full-time coordinator for Elementary school and 1 full-time coordinator to split time 
between Middle and High Schools. The coordinators would coordinate nutrition 
events, social marketing activities, link with nutrition-based curriculum and work with 
existing health staff to integrate cafeteria food with classroom learning.

LEARning LAYER 
stAFF

STUdENT NUTRITIoN

PREk-12 TEAchERS, 
cLASSRooM ANd 

AFTER SchooL 
cURRIcULUM

STUdENT cULINARy 
cLUbSSF chEFS, Food 

PRoGRAMS

TEAchERS, 
cLASSRooM 
cURRIcULUM

NURSES, P.E. 
TEAchERS ANd 
oThER SchooL 

hEALTh PRoGRAMS
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FINaNCIal bENEFITS DETaIl

Students are often unwilling to try unfamiliar foods. The more 
awareness we can bring around nutrition and food, the more 
diverse and nourishing the school lunch experience will be and 
the more kids will be likely to participate.

PARtiCiPAtion

The more kids understand 
nutrition and food the more 
they are likely to participate in 
school meals.

aDDITIoNal SySTEM bENEFITS

The more connected Student Nutrition is 
within the school the better the system will 
run. Staff may be more likely to participate 
themselves in lunch.

RISkS

None.

aDDITIoNal aSSUMPTIoNS 

7. LEARning LAYER (ELEMEntARY & MiDDLE/high), ContinuED

PotEntiAL PARtnERs

School Health Programs, Excel After-
School Program, Education Outside, 
Hospitality, Tourism, and Culinary 
Arts Curriculum & Instruction plus 
many more.

ADDitionAL quotEs
 

“It’s (food-focused curriculum) smart, 
educational, helps form social connections, 
supports what they’re already learning in 
other settings (gardening program, nutrition 
program). Helps ‘brand’ school lunch as a 
communal activity, too.”  

— ELEMENTARY SCHOOL PARENT

“We are lucky to already have some of this  
(food-focused curriculum) at our school 
(Miraloma Elementary) and it’s wonderful.”  

— ELEMENTARY SCHOOL PARENT

“We’re a school – education is the key to 
everything that we provide during the day.”  

— MIDDLE/HIGH SCHOOL PARENT

“Food is community, and it’s an important part 
of my child’s education.”  

— PARENT

“ Our culture is so disconnected from our 
food supply, and our kids are powerless 
when it comes to feeding themselves. By 
creating an active food-centered program 
they can take control over their bodies 
and their health.” 
—HIGH SCHOOL STUDENT

From Summer 2013 IDeo Project Lunch Money Survey

SURvEy SayS

Top 5 Learning activities wanted by Elementary School Parents (n=364)

Why it is important to eat healthy food 

School garden program

Table manners and tasks 

Cooking lessons

Tasting new food/cuisines 

Cooking lessons

School garden program 

Visit to a farm 

Tasting new food/cuisines

Shadowing a chef or restaurant owner

40%

29%

23%

18%

15%

Top 5 Learning activities wanted by Middle/High School Parents (n=181)  
and High School Students (n=86)

41%

19%

18%

15%

13%
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oUR CoMMUNITy vISIoN

Create a platform to enable the greater community to connect 
with school food programs.

oUR FINaNCIal vISIoN

Tap into community resources to supplement those provided by 
the district.

FINaNCIal bENEFITS DETaIl 

There is an untapped market of individuals and organizations 
who are eager to be contribute their time, money and expertise 
to school food. Developing an online platform and membership 
program will make giving easy and direct resources to 
the projects that need them the most. In addition, raising 
awareness for school food amongst parents is likely to increase 
participation.

WHaT WE kNoW So FaR 

Parents and staff would like 
the site to help with: donating 
time to monitor students in the 
cafeteria, teaching food skills 
to students, donating money for 
specific food need, volunteering 
at a school function. 

PotEntiAL PARtnERs 

Indiegogo: mission-based 
crowdfunding platform with offices in 
SF, Local culinary program to match 
culinary students with SFUSD causes. 

quotEs

“Great way to be able to volunteer”  
— EXHIBIT ATTENDEE

“Need to get community connected!”  
— EXHIBIT ATTENDEE

aDDITIoNal SySTEM bENEFITS

Connection with community: 
Providing ways for chefs and food 
professionals to become involved 
can create career opportunities for 
SFUSD students in the culinary arts.
This portal can become a resource for 
SFUSD programs beyond just food.

aDDITIoNal aSSUMPTIoNS

Individuals and organization want 
to contribute and there is an 
equitable way to share donations 
among schools and causes.

RISkS

Equity across schools is key. 
How can we ensure that external 
resources will support ALL schools?

WHaT THIS CoUlD look lIkE

1. An online matching program that connects those who want to help with school food 
projects. For example, it matches a chef who wants to teach a cooking class with a 
culinary club looking for guests speakers. 

2. A membership program that allows anyone to become a “member of school food”. 
Student Nutrition, in partnership with local food enterprises (e.g., Whole Foods, 
Slanted Door) offers members benefits at different donation levels - such as discounts 
at participating retailers and a year supply of SFUSD produced dinner kits.

TIME EXPERTISE MoNEy

PoTENTIal SavINGS FRoM

•	 Space Renovation cost

•	 Staff training costs (Chef volunteers)

PoTENTIal FUNDING FRoM

•	 Donations

•	 Sponsors

•	 Fundraising events

8. 
CoMMUNITy 
PoRTal

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe
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oUR STUDENT/CoMMUNITy vISIoN 

Provide families with healthy, convenient choices for dinner. 

oUR FINaNCIal vISIoN 
Extend Student Nutrition’s offerings beyond school meals and 
tap into new sources of revenue.

9. 
DINNER kITS

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe

NET FINaNCIal IMPaCT 

CoST (oNE TIME)* 

$83,000 

CoST (aNNUal)** 

$0
notes:  
All figures rounded to nearest $000

•	Coordinator	for	first	year	to	help	launch	program.

** Assume minimal ongoing costs for Student nutrition, 
it acts as a retailer.

kEy aSSUMPTIoNS

Optimistic scenario based on 25% profit 
margin (based on industry standards for 
retailer margins and SFUSD’s current gross 
margin for Revolution Foods = 35%) 

Conservative scenario : 10% profit margin 

2,300 staff and students participating daily 
(based on survey data); $10 dinner kit for a 
family of 4

WHaT THIS CoUlD look lIkE

Dinner kits (initially produced by a third-party vendor) would be sold at schools and 
brought home by students; Student Nutrition would provide access to a market of over 
55,000 families for a percentage of profit.

$418,000-$1M

PotEntiAL REvEnuE  

CURRENT OFFERINGS: school meals

PoTENTIal REvENUE 

NEW OFFERINGS: dinner kits

(Based on assumption 10% paid families and staff participation 
daily, $10 per kit for four people; retailer margins)

$418,000–$1M
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FINaNCIal bENEFITS DETaIl

Student Nutrition’s revenue potential will always be constrained 
under its current business model because its primary source 
of revenue—government subsidies—is fixed. By tapping into 
new sources of revenue Student Nutrition can increase revenue 
potential and deliver even further on its mission of providing 
good food to the SFUSD community.

LEgALitY

There are no legal constraints 
to selling third-party dinner 
kits on school premises.

aDDITIoNal SySTEM bENEFITS

Tapping into untapped potential: Staff and 
families who typically do not participate in 
school meals could become part of the school 
food system through this new offering.

RISkS

Potential legal ramifications need to be 
explored.

aDDITIoNal aSSUMPTIoNS 

9. DinnER Kits, ContinuED

whAt wE Know so FAR

40% of participants would pay $5-$10 
for a dinner kit.
(source: IDeo survey)

PotEntiAL PARtnERs

Revolution Foods, which recently 
launched their new line of retail  
dinner kits. 

ADDitionAL quotEs

“This is a help to families and gives children 
a positive role in helping provide for their 
families.” 
 —ELEMENTARY SCHOOL PARENT

“As a single mom, I don’t have time to cook all 
the time. This would allow me to have quality 
time with my family and save enough.”  
 —MIDDLE SCHOOL PARENT

“What a great idea! I especially like the ready 
to cook idea. It could help make cooking a fun 
family activity. I also think it could be helpful 
to children from food insecure households 
to ensure that they’re getting a good 
dinner as well as lunch. Whether our family 
participated would depend on whether food 
quality was high.”  
 —PARENT

“ It would make life easier and reinforce  
the ties between school and home.  
We participated in Mission High’s CSA 
food program last year with good results.”

 —PARENT

From Summer 2013 Project Lunch Money Survey

SURvEy SayS

How often would you take a dinner kit home? 49% of families are interested in brining 
home a dinner kit once a week or more. (n=545) 
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oUR CoMMUNITy vISIoN 

A flagship kitchen that is the public face of Student Nutrition. 
The community kitchen allows Student Nutrition to connect 
directly with the San Francisco food community.

oUR FINaNCIal vISIoN 

Tap into the San Francisco food community to supplement 
Student Nutrition resources, in particular around menu 
planning, staff training and chef training programs.

“ This is a chance to engage high school 
students in careers related to food  
by managing the catering business... 
A culinary leadership class would run 
this.”  
—SFUSD STAFF

bENEFITS DETaIl 

Generate awareness around school 
food by creating a tangible space 
that connects SFUSD with the 
broader community.

kEy aSSUMPTIoNS 

A partnership agreement can be 
crafted so all parties receive a 
financial benefit from the Community 
Kitchen, in addition to benefits from 
publicity. 

PotEntiAL PARtnERs 

La Cocina, San Francisco Health 
Department (Food Systems)

aDDITIoNal SySTEM bENEFITS 

Financial benefits may include 
revenue from community classes and 
space rental.

quotEs

“ The opportunity to teach love and care for 
food at a young age + connecting awesome 
community voice = awesome!”    
— EXHIBIT ATTENDEE

“ I’m excited about the local partnerships to 
help support this idea.”   
— EXHIBIT ATTENDEE

WHaT THIS CoUlD look lIkE

A community kitchen (off-campus) that Student Nutrition, in partnership with the 
city of San Francisco and other mission-based food enterprises such as La Cocina, 
develops and runs. The community kitchen has multiple roles: it acts as an incubator 
for local low-income food entrepreneurs (similar to the La Cocina model), it is a 
center for school food menu planning and meal development, and is a center for food 
learning where students, staff and community members can take classes.

DIvERSITy oF 
FooD

CoMMUNITy SPaCE & 
voCaTIoNal TRaINING

MoRE oPPoRTUNITIES 
FoR PRIvaTE-PUblIC 

CollaboRaTIoNS

10. 
CoMMUNITy 
kITCHEN

PolICy DEPENDENCIES

USDA
CDe
SFUSD
SeIU LoCAL

INFRaSTRUCTURE DEPENDENCIES

teCHnoLogy
FACILItIeS (CAFeteRIA/KItCHen SPACe)

CooKIng eqUIPMent 
DInIng FURnItURe
InteRIoR DeSIgn

laboR DEPENDENCIES IN aDDITIoN To SNS

SCHooL StAFF (PRInCIPALS, teACHeRS, etC)

CUStoDIAL
ItD InFRAStRUCtURe
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FooD FoR 
THoUGHT

Our 10 designs represent substantial shifts in operations. 
There are also opportunities to make more basic changes 
and think creatively about the way we do pricing, funding 
and partnerships. While not the focus of our redesign, 
we do want to introduce some food for thought and 
hopefully inspire additional shifts in thinking.

ChAPtER 4 sECtion b
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CREaTIvE  
PRICING
WHaT IF…

What if we set our meal pricing structure to better align  
with food production costs by grade type (elementary, middle 
and high)? 

Merely raising prices is not the key idea here, rather, it is about 
ensuring that pricing matches food costs and quality.

CREaTIvE 
FUNDING
WHaT IF…

What if every student in the district eats for free? 

Achieving financial sustainability means not only fixing and 
rethinking our internal process, but also looking creatively at 
external sources of funding. 

The system is constrained and private-public initiatives for 
funding can help relieve some of the financial pressure.

$5

TIERED PRICING 

(lunch)

whAt this CouLD LooK LiKE

Just as one meal type does not suit all - so too should our pricing vary by grade type 
(elementary, middle and high) and potentially even by income (sliding scale based on a 
family’s ability to pay).

$4

$3

Middle

elementary

High

bUNDlING

(breakfast 
& lunch)

Bogo: Buy 1 Lunch 
get Breakfast 1/2 off

whAt this CouLD LooK LiKE

We can also look into bundling options to increase overall participation for breakfast, 
lunch, snack and dinner.

l b+

Buy 5 lunches & get 
1 Breakfast free

l b+l l l l

whAt this CouLD LooK LiKE

SFUSD partners with a large corporation so that for every meal served in a corporate 
cafeteria, a child in SFUSD gets a free lunch.

+

internal external

+ $10M

CoRPoRaTE 
MaTCHING

AChiEving FinAnCiAL sustAinAbiLitY

oTHER REvENUE

Crowd-funding
Community portal
one-for-one food delivery
Specialty Carts
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CREaTIvE 
PaRTNERSHIPS
WHaT IF…

What if we start a movement that rallies San Francisco around 
school food? 

Many people in the community are eager to help but the system 
lacks the ability to receive them.

whAt this CouLD LooK LiKE

SFUSD offers a membership and loyalty program to support school food initiatives. 
Students get access to fully-reimbursable meals in school cafeterias. Families receive 
discounts at local food establishments. School staff and teachers get discounts at local 
restaurants for participating in school meals. 

StUDentS

FAMILIeS eDUCAtoRS

grocery stores SFUSD schools

Restaurants

MEMbERSHIP 
& loyalTy 
PRoGRaM

LoCAL FooDIeSLoCAL CHeFS LoCAL FARMeRS

Local farmers pledge a 
certain amount of their 
produce to school food. 
through the tri-partnership, 
they get to sell their 
remaining produce at 
participating grocery stores, 
reaching a wider customer 
base.

Local chefs pledge their 
time to teach in schools, 
cook for fundraising 
and offer internship 
opportunities. In return, 
they gradually build 
awareness around their 
brand.

Local residents who 
shop at participating 
grocery stores and 
eat at participating 
restaurants can pledge 
a percentage of their 
purchase dollars to 
SFUSD. 
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5
IMPlEMENTING THE  
RECoMMENDaTIoNS
The roadmap of how we will begin  
implementing our recommendations.
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Achieving a visionary future begins with concrete steps. It’s 
going to take time, but we’ve identified our strategic starting 
points. Here are the bundled designs in four phases along a 
roadmap. Each bundle builds upon the previous work to move 
us towards a paradigm shift for our meal program.

ChAPtER 5 ovERviEw

ChAPtER 5 highLights

RoADMAP & PiLots
Our phased rollout plan including financial 
projections, three starting pilots and a potential 
future organizational chart for Student Nutrition 
roles.

PAGE 186

A

tYPoLogiEs  
A way to classify Student Nutrition’s 114 schools 
to help us move from a system-wide vision to 
individual school needs.

PAGE 194

b

onE FinAL thought  
Our thanks go out to the many people who made 
this possible.

PAGE 200

c
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STUDENT NUTRITIoN STaFF
Potential new Roles

sChooL Dining oPERAtions CEntRAL oFFiCE oPERAtions

stuDEnt & FAMiLY EngAgEMEnt

Learning Layer Staff

Dinner Kit Coordinator

Local Purchasing / Menu PlanningProduction Staff (Regional Kitchen)

Regional Kitchen Manager

Elementary School Noon Lunch Helper

Pilot Coordinator*

Data Analytics Manager**

notes: 

*    Coordinator to help launch programs (Communal eating, 
Centralized prep & local sourcing, Increasing engagement in 
Middle and High schools.)

**  Analytics manager for Smart Meal & Loyalty Card.
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RoaDMaP  
& PIloTS

Achieving a visionary future begins with concrete steps. It’s 
going to take time, but we’ve identified our strategic starting 
points. We’ve bundled our design concepts into 3 phases along 
a roadmap. Each bundle builds upon the previous work to 
move us towards a paradigm shift for our meal program. Within 
our roadmap are 3 pilots to explore our key assumptions and 
help us get even more detailed with our implementation plan. 

ChAPtER 5 sECtion A
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$29,000

$780,000

$1 5M

$176,000

$965,000

$1 7M

$1 2M

$2 3M

$3 2M

($209,000)

$727,000

$1 5M

Key assumptions

*Participation changes in Phase 1, 2 only applied to 
middle/high participation

*Participation changes in Phase 3 applied to elementary 
and middle/high participation

**Additional labor costs from communal eating factored 
into per meal cost

See design detail for full list of assumptions

(1) 10% increase overall implies 50% overall lunch 
participation & 21% overall breakfast participation (in 
per meal figures this is ~ 50 more lunches & 50 more 
breakfasts per day at every school)

(2) 20% increase overall implies 60% overall lunch 
participation & 31% overall breakfast participation (in 
per meal figures this is ~100 more lunches & 100 more 
breakfasts per day at every school)

other notes

Figures Do not include costs associated with staff 
training 

All figures include a 32% reduction of paid revenue to 
account for charges

Lunch periods will change if necessary to accommodate 
increases in participation (e.g., staggered lunch 
periods)

Kitchen storage space and ovens are adequate to 
accommodate increased food orders

PHaSE IIIPHaSE IIPHaSE INoW

ANNUAL COST    $280,000

$370,000 - $450,000 

$300,000

$1.8M - $2.3M 

$35,000**

$1.4M - $1.6M ONE TIME COST 
   

ConSeRVAtIVe

0% PARTICIPATION

    

10% PARTICIPATION*

   

20% PARTICIPATION*
   

Paradigm  
Shifts

Increase  
access

build  
Capacity

Ramp Up

PHaSE IIIPHaSE IIPHaSE I

•	Begin planning, programming & fundraising
•	Identify person to begin securing resources
•	Develop and implement strategies to secure 

the resources need to support the work
•	Identify schools to market with Rev Foods

•	Conduct surveys and focus groups to 
construct details for take home dinner

•	Identify staffing needs and roles 
•	Develop plan and evaluation standards

•	Begin upgrading at sites in critical need

•	Develop for elementary school families

•	Select schools for testing
•	Update facilities: Sinks, Round tables

•	Introduce SFUSD Membership Program

•	Marketing & Planning

•	Upgrade kitchens & cafeterias

•	Subscription Program, Marketing

•	Define what needs to be assessed
•	Hire consultant to complete assessment
•	Review findings to determine cost implications
•	Modify plans accordingly

•	Begin forming partnerships with local 
incubator programs and chefs

•	Purchase and Implement

•	Hire coordinator and develop program

•	Decide how many kitchens 
and which sites to build

•	Selected sites •	Develop clear roles for staff

dEvELoPMENT PLAN

SURvEy

FAcILITIES ASSESSMENT

bUILd: SMART LUNch

bUILd: coMMUNITy PoRTAL

INcUbAToR PARTNERShIPS

MobILE cARTS & vENdING

LEARNING LAyERS: 1-ES, 1-MS&hS

STAFFING

REGIoNAL kITchEN(S) RETRoFIT IMPLEMENT REGIoNAL kITchEN(S)

cATERING dINNER kITS

UPGRAdES

IMPLEMENT IN MIddLE & hIGh

SPAcE RENovATIoN

coMMUNAL EATING

PILoT INITIAL PRojEcTS

coMMUNITy kITchEN

IMPLEMENT coMMUNAL EATING

NoW

•	Initiate partnerships
•	Find warehouse space and  

retrofit for SFUSD needs

LocAL SoURcING & WAREhoUSE

PILOT

thE MAstER RoADMAP FinAnCiALs bunDLED bY PhAsE — nEt FinAnCiAL iMPACt oF inCREAsE in PARtiCiPAtion oF bREAKFAst AnD LunCh 
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PiLots

Before launching our recommendations at scale it is important 
to use pilots to test our pivotal financial assumptions and help 
us get even more detailed about our recommendations. In the 
following pages we’ve outlined 3 key pilots to start with.

oPERAtionAL PiLot

PILOT 1
CENTRal 
WaREHoUSE, 
loCal  
SoURCING, 
CENTRalIZED 
PREP

WHaT Do WE WaNT To lEaRN?

WHaT WIll WE Do? 

SUCCESS METRICS?

Cost savings 
Better diversity and quality of SFUSD-produced food 
Increased demand for SFUSD produced food 
MPLH increases

Part 1: Local sourcing 
Hire a supply coordinator with 
intimate knowledge of school food 
and the San Francisco food supply. 
Secure 1-2 local suppliers and create 
a menu utilizing only local food and 
commodities. 

Part 2: Centralized existing 
inventory

Source warehouse space with 
services to support and centralize 
inventory and commodities.

Part 3: Select Schools
Choose 4-5 schools in geographic 
proximity, one of which has kitchen 
space sufficient to prep all SFUSD-
produced food for the selected 
schools.

Will we save on food costs through improved 
central inventory?

Are any additional systems needed to track 
inventory?

Will we save on food costs with local 
sourcing?

Will locally-sourced food allow us to offer 
more diverse menu items?

Will we be able to increase our use of 
commodities?

Will more students choose SFUSD produced 
over Revolution Foods?

What MPLH can we achieve with centralized 
prep and separation of prep and serve?

How much do delivery costs change with 
centralized prep?
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PARtiCiPAtion PiLot

PILOT 2
ENGaGING 
MoRE MIDDlE 
& HIGH 
SCHool 
STUDENTS To 
PaRTICIPaTE

WHaT Do WE WaNT To lEaRN?

WHaT WIll WE Do? 

SUCCESS METRICS?

Increased participation 
Less time spent in line

Select 1-2 schools to launch “lite” future experience - mobile cart, vending machine, 
minor space renovation (seating, tables) and beta version of loyalty program. For mobile 
carts, pilot use of La Cocina entrepreneur Grab-n-Go option on a rotational 1x/month 
basis. For loyalty program, use existing software and make minor modifications to track 
participation, offer lower-cost prizes such as school shirts, key chains.

Do more points of sale actually encourage 
more students to participate?

Does space renovation encourage more 
students to participate in breakfast as well as 
lunch?

Does the loyalty program encourage 
participation?

Do we need to increase labor with multiple 
points of sale?

What MPLH can we achieve?

PARtiCiPAtion PiLot

PILOT 3
CoMMUNITy 
STylE IN 
ElEMENTaRy

WHaT Do WE WaNT To lEaRN?

WHaT WIll WE Do? 

SUCCESS METRICS?

Increased eating of fruit & vegetable components 
Increased participation

Share concept with CDE and together begin exploring the potential to bring the idea 
to fruition.

Co-design a pilot with CDE and select 1-2 schools to test lite version of community 
style. Begin by using existing individually-packaged food but offering it in courses to 
students seated at tables. Potential to test during summer school.

What is MPLH for communal-style serving?

What is truly feasible within current 
compliance standards?

What is the optimal experience and is policy 
change advocacy needed?

What is the viable ratio of staff to students?

Are regular volunteers a feasible option 
across schools?

Are the benefits of family-style dining worth 
the time and cost necessary to implement 
them?

Can students who bring lunch from home be 
easily integrated into tables?
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TyPoloGIES Looking across all our schools, we’ve identified three key 
measures that help us understand the current health of our 
meal programs and how they vary at the individual school level. 

Together these measures create five typologies across all our 
schools. Think of this like a Myers-Briggs classification tool. 
Of course, each school will vary in its classification over time. 
The following school lists are based on 2012-2013 data.

ChAPtER 5 sECtion b

194 195



TyPoloGIES
CLASSIFICATION KEY

PARTICIPATION STRENGTH WILLINGNESS TO TRY

The percent of the full student body who have tried 
at least 1 lunch or 1 breakfast last year

This reveals the overall receptiveness of the 
student culture towards school food. It points us 
towards schools most ripe for us to expand into 
new meal occasions (e.g. snacks and dinner).

LABOR-PARTICIPATION BALANCE

Ratio of MPLH vs percentage of students 
participating

This reveals which schools have a healthy balance 
of meals being served relative to the students 
participating.

c
PARAMEtERs - 
ELEMEntARY
F/R participation is less than 
35% and paid participation
is less than 10%.

MiDDLE/high
F/R participation is less than 
35% and paid participation
is less than 6%.

b
PARAMEtERs - 
ELEMEntARY 
F/R participation is 
between 35-49% or paid 
participation
is between 10-19%.

MiDDLE/high 
F/R participation is 
between 35-49% or paid 
participation
is between 6-14%.

a
PARAMEtERs - 
ELEMEntARY 
F/R participation is at 
or above 50% or paid 
participation is at or above 
20%.

MiDDLE/high 
F/R participation is at 
or above 50% or paid 
participation is at or above 
15% (no schools currently 
fit this).

e
PARAMEtERs - 
ELEMEntARY 
Less than 80% of all 
students have tried 1 lunch 
and less than 50% have also 
tried 1 breakfast.

MiDDLE/high
Less than 60% of all 
students have tried 1 lunch 
and less than 40% have 
also tried 1 breakfast.

d
PARAMEtERs - 
ELEMEntARY
80% or more of all students 
have tried 1 lunch or 50% 
or more have also tried 1 
breakfast.

MiDDLE/high 
60% or more of all students 
have tried 1 lunch or 40% 
or more have also tried 1 
breakfast.

g
PARAMEtERs - 
ELEMEntARY
The MPLH is below the 
average of 50 and overall 
student participation is less 
than 30%.

MiDDLE/high
The MPLH is below an 
average of 20 and overall 
student participation is less 
than 25%.

f
PARAMEtERs - 
ELEMEntARY
The MPLH is at or above the 
average of 50 and overall 
student participation is 
greater than 30%.

MiDDLE/ high 
The MPLH is at or above 
an average of 20 or overall 
student participation is 
greater than 25%.

Ratio of F/R vs. paid students participating

This reveals how many students are currently 
participating and where we have opportunities to 
engage new eaters.

DEFinition 
Best in class – high F/R and paid 
participation

whAt it MEAns
Let’s learn from these schools

DEFinition 
High participation from F/R but low paid 
participation

whAt it MEAns
The F/R program is working well and is ripe 
to grow for paid students too

DEFinition 
Low participation amongst both F/R and 
paid students.

whAt it MEAns
We need to understand the challenges 
these schools face.

3 –
HIGH OVERALL 
PARTICIPATIONa

2 – 
STRONG F/R 
PARTICIPATIONb

1 – 
WEAK 
PARTICIPATIONc

DEFinition 
A high percentage of students have tried both 
breakfast and lunch at least once. As a whole, 
the school culture is open to trying school 
food.

whAt it MEAns
Expand to snacks or dinner, these schools have 
a culture that is open to school food.

DEFinition 
Low percentage of students have tried either 
lunch or breakfast. They may not be aware of 
the food programs or have a high preference 
for food from home.

whAt it MEAns
We need to cultivate familiarity with the 
school food programs, starting with improved 
communication.

2 – 
HIGH-TRYINGd

1 – 
LOW-TRYINGe

DEFinition 
The MPLH are at or above average and there is 
good student participation.

whAt it MEAns
We are balanced in the number of meals being 
served given the students participating.

DEFinition 
MPLH is low or we’re not serving as many 
students as we could given our labor force.

whAt it MEAns
We need to understand the labor challenges 
these schools are facing including facilities, 
timing and staff performance.

2 – 
BALANCEDf

1 – 
UNBALANCEDg
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TyPoloGIES
2012-2013 School Classifications

tYPE CLAssiFiCAtion DEFinition RECoMMEnDAtion ELEMEntARY sChooLs MiDDLE AnD high sChooL

A
AMPLIFY 
AND LEARN

Best overall participation (3) 
High-trying (2) 
Balanced labor (2)

High on every measure –
these schools are thriving 
with participants and labor 
is balanced.

Let’s learn from these schools! BRET HARTE 
BRYANT  
DR CHARLES DREW
EL DORADO 
G.W. CARVER 
GARFIELD  
GEORGE MOSCONE 
GORDON LAU 
JEAN PARKER 
JOHN MUIR 
JOHN YEHALL CHIN
MALCOLM X 
ROSA PARKS 
SANCHEZ  
SHERIDAN  
STARR KING 
TENDERLOIN  
VIS VALLEY ES
 

(No Middle or High Schools 
fit this category due to low 
paid participation)

B
RIPE TO 
GROW

Strong F/R participation (2)
High-trying (2) 
Balanced labor (2)

The F/R program is working 
well in these schools but 
few paid students are 
participating.

These schools are ready to 
engage more paid students. 
They are good candidates 
to start implementing our 
student-centered experiences.

BESSIE CARMICHAEL 
CESAR CHAVEZ 
CHINESE ED CENTER
CLEVELAND  
DANIEL WEBSTER 
DR WILLIAM COBB
ER TAYLOR 
FRANK MCCOPPIN 
GLEN PARK 
GUADALUPE  
HILLCRES  
JOSE ORTEGA 
JUNIPERO SERRA 
LAKESHORE  
LEONARD FLYNN 
LONGFELLOW  
MARSHALL  
MISSION ED CTR
MONROE  
PAUL REVERE 
REDDING  
SF COMMUNITY SCHOOL
SPRING VALLEY 
SUTRO  
ULLOA  

BALBOA HS 
EVERETT MIDDLE 
FRANCISCO MIDDLE 
GALILEO HS 
HERBERT HOOVER MIDDLE
JAMES LICK MIDDLE
JOHN O’CONNELL HS
JUNE JORDAN SCH FOR EQUITY
KIPP  
MARINA MIDDLE 
MISSION HS 
RAOUL WALLENBERG HS
SF INTERNATIONAL 
THURGOOD MARSHALL HS
VIS VALLEY MS

TyPoloGIES
2012-2013 School Classifications

tYPE CLAssiFiCAtion DEFinition RECoMMEnDAtion ELEMEntARY sChooLs MiDDLE AnD high sChooL

C
STUDENTS ARE 
READY, WHY 
AREN’T WE?

Strong F/R participation (2) 
High-trying (2)
Unbalanced labor (1)

F/R students are engaged and 
there is positive culture to-
wards school food, however, 
our labor operations are unbal-
anced in comparison.

Focus on understanding the 
challenges staff face at these 
schools including facilities, 
timing and support.

BUENA VISTA MANN K8
HARVEY MILK 
SHERMAN  
SUNNYSIDE  
SUNSET  
YICK WO 

ISA@ENOLA MAXWELL
JAMES DENMAN MIDDLE
METRO ARTS AND TECH

D
SURVIVING 
WHEN THEY 
COULD BE 
THRIVING

Strong F/R participation (2) 
Low-trying (1)
Balanced labor (2)

Labor is well-balanced for the 
F/R students, but few paid stu-
dents are participating and the 
student culture is not highly re-
ceptive towards school food.

We need to better understand 
student’s attitude and percep-
tion towards school food. Per-
haps many students are used 
to bringing food from home? 
We have room to engage more 
paid students.

ALICE FONG YU
ALVARADO  
FRANCIS SCOTT KEY
LAFAYETTE  
ROBERT STEVENSON 

LOWELL HS
ROOSEVELT MIDDLE

E
FACING 
CHALLENGES

Weak participation (1)
Low-trying (1)
Unbalanced labor (1)

These schools have both unbal-
anced labor challenges and the 
students are not engaged with 
the meal programs (either due 
to weak participation or low re-
ceptiveness to school food).

We need to understand the 
challenges these schools face 
- both amongst our labor force 
and the student population.

ALAMO  
ARGONNE  
CIA DEAVILA 
CLAIRE LILIENTHAL A K-2
CLAIRE LILIENTHAL B 3-8
CLARENDON  
COMMODORE SLOAT 
DIANE FEINSTEIN 
FAIRMOUNt  
FEC BESSIE CARMICHAEL
GEORGE PEABODY 
GRATTAN  
JEFFERSON  
LAWTON SCHOOL K8 
MCKINLEY  
MIRALOMA  
MONTESSORI  
NEW TRADITIONS 
ROOFTOP ES K-4
ROOFTOP MS K-8
WEST PORTAL 

ABRAHAM LINCOLN 
HIGH SCHOOL
AP GIANNINI MIDDLE
APTOS MIDDLE 
CIVIC CENTER HS
CREATIVE ARTS 
DOWNTOWN HS 
GATEWAY HIGH SCHOOL
GEORGE WASHINGTON 
HS
HILLTOP  
IDA B WELLS HS
INDEPENDENCE HIGH 
SCHOOL
MARTIN L KING JR
PHILLIP AND SALA BUR-
TON HS
PRESIDIO MIDDLE 
PRINCIPAL CENTER 
SCHOOL OF THE ARTS
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oNE FINal 
THoUGHT

When you have a well-resourced and highly skilled team, it’s 
amazing what can be accomplished in five months!  Through 
the generous and creative support of the Sara and Evan 
Williams Foundation, the innovative design firm IDEO applied 
their human-centered, design-based approach to help 
SFUSD embrace a design centric approach to change.

Everyone involved was motivated by a commitment to the health 
and wellbeing of all public school students in San Francisco.  
The approach throughout our public-private partnership always 
focused squarely on the needs and desires of our students.

Implementing and sustaining the recommendations outlined in 
this book will not be easy, but based on the journey of the last five 
months we are confident it can happen!  Through partnerships 
that engage the whole community we hope to continue to sustain 
innovation and change the dining experience for all our students.

ChAPtER 5 sECtion C
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ADAM SABATINO, SFUSD (STUDENT)

ADELIZE WILSON, SFUSD (STUDENT)

ALANA DAVID, SFUSD (STUDENT)

ALICE CRAVENS, CULINARY ARTS

ALLEN HUANG, SFUSD (STUDENT)

ALLISON SHOULE, SFUSD

AMY ADKINS, ExCEL AFTER-SCHOOL

ANA DE LOS SANTOS, SFUSD (PARENT)

ANGELA ZHOU, SFUSD (PARENT)

ANNESSA BRAYER, IDEO

ANNIE WU, SFUSD (STUDENT)

ARIEL YU, SFUSD (STUDENT)

ASHA MEHTA, COMMUNITY INITIATIVES

AUDREY FUCHS, SFUSD (STUDENT)

AVA BECKER, SFUSD (STUDENT)

AYALA FALCONE, SFUSD (PARENT)

BALLY LEE, SFUSD (STUDENT)

BELLA TORRES, SFUSD (STUDENT)

BETTY CAO, SFUSD (PARENT)

BITOTA MPOLO, SFUSD (STUDENT)

BRENDA GARCIA, SFUSD (PARENT)

BRIAN FOx, SFUSD

BRIDGET MARTIN, SFUSD (STUDENT)

CAITLYN WONG, SFUSD (STUDENT)

CARL FUDGE, IDEO

CARMEN CHAN, SFUSD (STUDENT)

CHRIS PEPPER, SFUSD

COE LETA STAFFORD, IDEO

COLLEEN PAYNE, SFUSD (SEIU LOCAL 1021)

COURTNEY GRAHAM, SFUSD

COURTNEY SONG, IDEO

CRYSTAL CHAN, SFUSD (STUDENT)

DANIEL H  SCHEROTTER, CULINARY ARTS

DENNIS CHEW, SFUSD

DIEGO PENA-SANCHEZ, SFUSD (STUDENT)

DOLORES RECLOSADO, SFUSD

DONNA FUJITA, SFUSD

ED WILKINS, SFUSD

ELANTE BERRY, SFUSD (STUDENT)

ELENA RODRIGUEZ, SFUSD (STUDENT)

EMILY EISENHART, IDEO

EMILY M  MURASE, BOARD OF EDUCATION

ESHANA SINGH, SFUSD (PARENT)

EVAN WILLIAMS, SEWF

FRANCES WONG, SFUSD

THaNk yoU To EvERyoNE WHo CoNTRIbUTED

FRANCISCO MORAGA, SFUSD (STUDENT)

GABBY GUINEA, ExCEL AFTER-SCHOOL

GABE KLEINMAN, IDEO

GABRIELLE GUINEA, ExCEL AFTER-SCHOOL

GAILYN ANDERSON, SFUSD (PARENT)

GENE CELSO, IDEO

GENTLE BLYTHE, SFUSD

GEORGIA WILLIAMS BRATT, PAC

GERRY HARRIS, IDEO

GLORIA MOLT, SFUSD (PARENT)

GRACE SWAN-STREEPY, SFUSD (STUDENT)

GRACIE LEON, SFUSD (STUDENT)

GREISY ALONSO, SFUSD (PARENT)

HYDRA B  MENDOZA, BOARD OF EDUCATION

ISABELLA LIMA, SFUSD (STUDENT)

JACK WU, SFUSD (STUDENT)

JACKIE NORTON, SFUSD (STUDENT)

JAYLEN GARCIA, SFUSD (STUDENT)

JEDUTHUN FEAGIAI, SFUSD (STUDENT)

JENNIE LEE, SFUSD

JENNY CHOY, SFUSD (STUDENT)

JENNY WU, SFUSD (STUDENT)

JESSICA PATZAN, SFUSD

JILL WYNNS, BOARD OF EDUCATION

JOANNA TRAN, SFUSD

JOE GERBER, IDEO

JOSH DAVIDSON, SFUSD (SEIU LOCAL 1021)

JOYCE GU, SFUSD (STUDENT)

JUDSON STEELE, SFUSD 

JUI-MEI CHANG, SFUSD

JULIA GARCIA, SFUSD

JUSTIN LAM, SFUSD (STUDENT)

JUSTINE LUE, SFUSD (STUDENT)

KALIK SOTO-MOBLEY, SFUSD (STUDENT)

KATHY BABCOCK, SFUSD

KATIE RUSSELL, SFUSD (PARENT)

KAUCHANI HEREDIA-BRATT, SFUSD (STUDENT)

KAVON SHAKERI, IDEO

KELLIE CHO, SFUSD (STUDENT)

KIM COATES, SFUSD

KIM WATSON, COMMUNITY INITIATIVES

KIM-SHREE MAUFAS, BOARD OF EDUCATION

KIRSTEN SAENZ TOBEY, REVOLUTION FOODS

KRISTIN GROOS RICHMOND, REVOLUTION FOODS

LENA BROOK, SFUSD (PARENT)
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THaNk yoU To EvERyoNE WHo CoNTRIbUTED

LINDSAY WAI, IDEO

LIZ TORRES, SFUSD (PARENT)

LOLA CLEAVELAND, SFUSD (STUDENT)

MARCO PONCE, SFUSD (STUDENT)

MARGARET WILSON, SFUSD (PARENT)

MARIA ACOSTA, SFUSD

MARIA PRACALE-OCAMPO, SFUSD (PARENT)

MARINA DIAZ FLORES, SFUSD (SEIU LOCAL 1021)

MARIVIC GONZALES, SFUSD

MARK ELKIN, SFUSD

MARK ROMERO, SFUSD (STUDENT)

MARTHAA TORRES, SFUSD

MARTIN KAY, IDEO

MARY JUE, SFUSD

MARYANN RAINEY, SFUSD

MASHARIKA PREJEAN MADDISON, PPS

MATEO PENA-SANCHEZ, SFUSD (STUDENT)

MATT HANEY, BOARD OF EDUCATION

MEETHANA SINGH-GALLANT, SFUSD (STUDENT)

MIA VEDAR, SFUSD (STUDENT)

MICAELA SERRANO, SFUSD (STUDENT)

MICHAEL WILLOUGHBY, SFUSD

MICHAEL WOODARD, SFUSD (STUDENT)

MICHELLE CHOI, SFUSD (STUDENT)

MIGUEL TANTIAGO, SFUSD (STUDENT)

MILAGRO ESCOBAR, SFUSD (STUDENT)

MYONG LEIGH, SFUSD

NANCY BERGLASS, SEWF

NAOMI CHAPMAN, SFUSD

NATHAN WHIPPLE, IDEO

NICK HU, SFUSD (STUDENT)

NICK LU, SFUSD (STUDENT)

NICOLAS ZURCHER, IDEO

NORTON CHOY, SFUSD (STUDENT)

NYxA AqUINO-THOMAS, SFUSD (STUDENT)

ODIANA CIOFALO, SFUSD (STUDENT)

ORLA O’KEEFFE, SFUSD

OWEN CHOY, SFUSD (STUDENT)

PASSION DANIELS, SFUSD (STUDENT)

PATTY SHEIRING, SFUSD

PAULA JONES, DEPARTMENT OF PUBLIC HEALTH

PHOENIx AqUINO THOMAS, SFUSD (STUDENT)

PRUDY KOHLER, COMMUNITY INITIATIVES

RACHEL NORTON, PRESIDENT, BOARD OF EDUCATION

RALPH OROPEZA, SFUSD (STUDENT)

RICHARD A  CARRANZA, SUPERINTENDENT, SFUSD

ROBIN HANSEN, SFUSD (PARENT)

ROCIO SOTO, SFUSD (PARENT)

ROISIN MCLAUGHLIN, SFUSD (STUDENT)

ROSARIA MANNINO, IDEO

ROSIE BALBERAN, SFUSD (STUDENT)

RUTH GRABOWSKI, SFUSD

SAEEDA HAFIZ , SFUSD

SAFIA TUS, SFUSD (STUDENT)

SANDY HUYNH, SFUSD

SANDY SPEICHER, IDEO

SARA WILLIAMS, SEWF

SAUL FALCONE, SFUSD (STUDENT)

SAVANNAH MORAGA, SFUSD (STUDENT)

SEAN YEUNG, ExCEL AFTER-SCHOOL

SHERYL LOWE, SFUSD (PARENT)

STEPHANIE RAGLER, SFUSD (PARENT)

SUSIE WHITE, NExT COURSE

TIM BROWN, IDEO

TABITHA PRACALE-OCAMPO, SFUSD (STUDENT)

TALIA LEDNER, IDEO

TREVOR HIGGINS, SFUSD (STUDENT)

TUNJI ELEGBEDE, SFUSD

TYLER MOLT, SFUSD (STUDENT)

UN UN CHE, SFUSD (PARENT)

VACHAN BOJA, SFUSD

VALERIE DAVISON, SFUSD

VANESSA TRAN, SFUSD (STUDENT)

VIRGINIA VAN ZANDT, SFUSD (STUDENT)

WENDY TRUONG, SFUSD (STUDENT)

YOO KYOUNG NOH, IDEO

YUVONNE JOHNSON-MILLER, SFUSD (SEIU LOCAL 1021) 

YVONNE YIP, SFUSD (STUDENT)

ZETTA REICKER, SFUSD
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