Part 6 – Workflow in the tuckshop and how to promote healthy foods presented by Chris Ogden from the Queensland Association of School Tuckshops
Now we’re going to start talking about how to make these things work in a tuckshop and to touch on things like workflow, the equipment that you’ll need, the work stations idea, a floor plan, your work station tally sheet and then working with ingredients that are similar. We’ve just seen a really good example of that with what was done with the tuckshop testpot recipe and demonstration. So in terms of equipment it’s impossible to make healthy food on site if you don’t have reasonable equipment. That’s something that your P&C or your school or your P&F are going to have to come to terms with. To make really good food on site, you need a couple of really good pieces of equipment. It doesn’t mean you can’t do it but it just makes life a little bit easier. So the sorts of things I’m talking about are a good quality oven, one that can take a few trays of things like pizzas or reheating burger patties or things like that, doing lovely products like the oven fried rice, you need to have a good quality oven to do that. It does make life a lot easier in your tuckshop. What you need to do is think about options for grants or fundraising. Unfortunately the volunteer grants have just closed and hopefully some of you have been able to take advantage of that. If not they are an annual grant from the federal government to keep an eye on but there are other grants that are available, things like Jupiters or the gaming fund grants plus any fundraising that the school wants to do. Now whilst it is an outlay for the P&C initially, you will actually get that back in a short time, probably only a year or two before you’ve completely paid off any of those capital purchases that you make around equipment. 
In terms of the floor plan, this is one that we had at Samford. We didn’t get the opportunity to change it, it’s the way it came but it was a reasonably good floor plan. Just to go through it, we made the snack station where it was because there was a snack storage fridge and a food storage freezer close by. The oven that was purchased to accomplish this menu was placed with the food warmers near the cook station. In this particular canteen we were fortunate to have a refrigerated sandwich station or one that has the refrigerated cabinet down the bottom and then a lid where you can open it and put in grated carrot and chopped up lettuce and those types of items. Not everyone has those sorts of products and they’re not essential but they do make life easier. So we had a fruit and vegetable prep area, where it was mainly because we had a fruit and vegetable sink. It’s not essential to have a fruit and vegetable sink however it makes life easier and also makes food safety easier. So in this canteen there was a handwashing sink, the fruit and vegetable prep sink and the wash up sink with double bowls. So we had three sinks in the tuckshop. So it was quite well resourced although fridge space was certainly at a premium and those of you with cold rooms in your tuckshop are very lucky. I know that new tuckshops these days are being built in that way with a cold room however, not everybody has a new tuckshop. 
So basically that’s the idea around the workstations, we had the cook station, the snack station and the sandwich station. 

That flows through from the menu. We logically divided up the menu into those areas – hot foods, snacks and sandwiches. Then that flowed once more into the tally sheet. So each tally sheet was just for that particular station. This one is for the cook station for Wednesday. So we had on there all the products that were on the menu for Wednesday and then it was broken up into either flexi schools (on line ordering system), meal deals or over the counter for the late coming bags. We made a subtotal for the first break and this was repeated for the second break with a subtotal at the bottom. 
Again, this is the tally sheet for the snacks station. 

This is the tally for the sandwich station.

I’ll flick back to the snacks because this was a great way if parents came in for a short time in the morning you could give them something like that. For example, they could go and do all the yoghurt berry crunches for the whole day. So they could just bite off a couple of your chores, it was very obvious how many needed to be done and they could just get in there and go with it. Obviously because you had oriented those people well to start with, they knew what they were doing and where everything was. So that’s just a little bit about work stations. I hope that you can go back and think about your menu and how you would logically divide that up into work stations along with the lay out of your canteen.

I’m going to talk now about promotion because it’s generally something that tuckshops and canteens don’t do terribly well traditionally. People in the outside world who target our students do it very well. The big fast food joints particularly market very well and they use things like meal deals and promotions. They have the benefit of large marketing budgets too however we have quite a few resources available at school. So it’s great to use people at school and it could be the graphics department at a high school, it could be the office, it could be a parent who has those sorts of skills to do things like posters, to really do quite a campaign and particularly focus on healthy foods. One thing we can do in a tuckshop very easily is to try and make the food look as appetising as possible and a lot of that is done around packaging and just a little bit of attention to detail. 

So I’ve got some photographs now about how you can present your food so that it looks like something a student might buy at one of those fast food places out of school. So this is a Caesar salad and you can see that we’ve got clear packaging there so can you see the colours, but we’ve taken a bit of extra time to make sure that the egg and the croutons are up the top so that it really does look like something you’d want to purchase yourself.

Once again with the noodle salad, the clear packaging, all the various colours there, it looks very appealing. People say to me that packaging is expensive and yes it does add cost, but I’ll go through a costing of something bought in and something made on site and you’ll be able to see that the packaging, whilst it is an extra expense, it can be absorbed in the profit that you’re making. 

A ploughman’s lunch is something that you might do on a special day like an English theme day. It’s a good way in terms of getting some meat, some vegetables and some bread all in one serve. It’s something you could use if you’re trying to jazz up the menu a little bit. Then we’ve put it in a clear package so that the colours are very obvious and it’s appertising.

Once again this is actually a beverage container but we’ve got chicken and then salad in layers so it looks quite pretty when the kids are walking around with it.

This was just a little idea that we had maybe for a snack and it’s just seeds done in soy sauce. You see that we just made little cones out of brown paper, not an expensive thing to do and maybe something that a volunteer might just have half an hour to come into your tuckshop and do for you.

Here we’ve just used a very standard Chinese takeaway container but it still looks very nice. That’s a particularly nice recipe by the way, the sweet potato cous cous also in our Over the Counter recipe book. It looks great here because we’ve got the beautiful dressing over the top of the roast vegies and steamed beans. Really popular with high school girls.

So pasta salad, this is one way of using the sandwich clams. It’s a good thing because you can hold the sandwich clam to eat the pasta salad with a fork plus it looks great. 

In terms of promotion the other thing to think about is at the point of sale. A lot of high schools use a cafeteria style or perhaps cafeteria might be a bit more up market than looking a tuckshops where some of them look like a cattle race! It’s really important to realise that the students are going to be there for some time so we need take advantage of the fact that there’s a captive audience. So we want some really lovely fresh point of sale promotion materials and it could be the product itself, in packaging that you can see in refrigerated cabinets. Or if that’s not possible you could have posters or photographs, something that’s going to show the student what to expect when they buy that product so it does entice them to make the purchase. Fresh food should always be the most prominent on show so we really don’t want to see a canteen where you walk in and see row after row of chips and amber snacks. It would be great if what we see when we walk up to a canteen is all your healthy hot foods, or salads and sandwiches, those sorts of fresh and vibrant colours are what we’d be looking to see. Also remember that it’s good to place your healthy snacks at the cash register for your cafeteria style canteen. You know what it’s like at the supermarket if you’ve even been there with a young child and there’s confectionery at the cash register. You’re stuck there and it’s difficult. Whatever is there will be very obvious so let’s make those healthy foods obvious, rather than the foods that are not as healthy. 
Now in terms of primary schools with bag systems, if you’ve got an online system there’s an opportunity to put beautiful photographs against the foods. If you don’t have an online system then use your menus. Sometimes it’s difficult to put a lot of photos on your menu but you could use the school website or you could use posters as we mentioned before. When you’re doing your menu, even if it’s not possible to put photographs on there, give them really good descriptions. Give them jazzy names like we saw with the swimming club menu and the Golden Valley menu. Describe what’s there and make it sound appealing. You know when you go to a restaurant and something sounds wonderful, you have to have it! Photographs are best but the other thing about photographs is it’s not easy to take a good quality photograph of food. Sometimes it ends up looking quite ordinary. The lighting is really important so if you’ve got someone with those skills, that’s great. Otherwise if you’re a member of QAST it is possible to use some of our photographs. It’s just a matter of sending us an email or giving us a call and we’d be happy to send you some of those photographs that we’ve taken professionally.

So moving on, we’re getting to the end of our presentation today but this is one of the most important things and it will be what keeps you in business and keeps you making money for your P&C and for your school. So being profitable is extremely important for tuckshops. We know that we don’t put profit ahead of healthy food however, it is possible to do both. Some of the things we’ve talked about before but I’ll recap now. With the committee that we talked about earlier, we need to work out what is our financial objective. Not every school wants to make a lot of money from their tuckshop. There are school communities that decide they want to keep prices down and they operate merely as a service for their community. Whereas some of the larger schools, particularly high schools in Brisbane, can be making hundreds of thousands of dollars out of tuckshop and therefore it is their principal fundraiser for the whole school. Nothing is right or wrong, it’s up to the school community and you just need to match up what the school community wants and how you price your menu. 

So once you decide exactly how much profit you do want to make, then you need to develop a pricing policy and work out how to achieve those goals. It’s important to know exactly where your profits are coming from. Your biggest seller may not be your most profitable line. This is the sort of information we need to take into account. So if you’ve got a very profitable line, you might only sell a third of what your biggest seller is but you actually make more money. So we need all the data to make this and that’s around costing out the products you are using and then using your final pricing. 

We need to minimise costs in a tuckshop to be profitable and this is generally why tuckshops are struggling a bit more these days than they were before. We all know that volunteers are few and far between. Some schools are fortunate enough to have a full volunteer roster but I’d have to say in our experience, that’s probably the minority and not the majority. So the upshot of that is we have a lot more paid staff these days. It’s a fact of life and it’s just something that we have to manage. So what we have to do is minimise the hours and I’m not talking about making convenors work for nothing. I just mean that we have to be consistent and careful about the number of hours convenors are being paid for. We need to reduce our cost of goods and that’s something we can do on a regular basis and we need to keep checking. By that I mean don’t just take your regular supplier and believe that he or she is doing the right thing by you. Continually check the prices on invoices to check you’re being charged what they’ve said you should be charged and also check between suppliers. There’s a lot of competition out there and it’s important you realise you’re in the driver’s seat. You don’t just have to cop what you’re being told by your suppliers. So that’s a good way to think about minimising your cost of goods. 
Wastage is another area where I’m sure you’re all very aware. Generally we’ve been very good with wastage because convenors are there knowing they’re trying to make money for a school and so they’re very careful. I do encourage if you’ve got volunteers working that you do feed them lunch and you do give them a cup of tea and a cheery hello and make life fun for them, because they are giving you their time and they should be rewarded. Maybe give them something only that you’re making on site rather than something you might be buying in and therefore it’s costing you more money. 

Now we’re going to do a comparison about profit from food that’s been on site compared with food that’s been bought in. As we can see here we’ve got the chicken macaroni made on site from the Golden Valley tuckshop compared with the frozen pasta meal that’s been bought in. The ingredients for the chicken macaroni are pasta, chicken breast meat, reduced fat cream, green peas, parmesan cheese, garlic and olive oil – all things that you would have in your pantry or fridge at home. However, we look over here at the frozen pasta meal – you can see there’s a lot of extra ingredients, numbers, mineral salts and they’re basically added because food industry have used ingredients that aren’t of high quality and they need to get more flavour and texture and mouth feel into that product. 

If we go over to the pricing, the difference is really quite dramatic. The cost of ingredients on the tuckshop made product is only $0.59 per unit and yes we’ve got packaging on that. You can see that in comparison to the cost of the actual food, yes the packaging is expensive but the total cost still only comes to $0.76 per unit. We can sell that product for $3.50 making a profit of $2.74 per unit or 78% profit on that particular item. If we go over to the frozen pasta meal that we’ve bought in already prepared, we buy that for $2.75, we can still only sell it for $3.50 so we’re making $0.75 profit or 21% profit. So as you can see we would need to sell more - 3½ of the bought in pasta meals to make the same profit as one that we make on site. So I hope you can understand what I was saying before that our biggest selling item may not be our most profitable. These are the sorts of data and costing that we need to do on all of our products so that we’re well aware which are our most profitable. 
Some of the other things that can help in terms of making profit and something I spoke about earlier is to increase the spend of each person. That was around the meal deals or some kind of special to try to get people to spend more instead of just having snacks. So reducing the snack focused menu and making it more meal oriented. I also spoke earlier about eliminating the menu items that compete with your high profit items. That was about some of the pies competing against hot foods made on site and certainly the small packets of crisps and some of your healthier snack items. So we talked quite a lot about that. We minimise the low profit items and regularly check prices from suppliers. Really importantly, don’t make specials about those products that don’t have high profits. When you’re doing your specials or promotions or theme days, make sure that they’re products that are made on site and then you know they’re going to be those high profit lines. 

