Part 2 – How to improve and ‘green up’ your tuckshop menu presented by Chris Ogden from the Queensland Association of School Tuckshops

So what do we aim for in the tuckshop? Firstly, to eliminate red products. We believe that’s it best to keep red occasions for other areas of the school community and just have green and amber in the tuckshop. It’s easier to manage and we feel that fundraising is the best area where you can use your red occasions. The other side of Smart Choices is that it asks that amber does not dominate the menu. So we’ve switched that around to say that green should dominate the menu. 
So how do you start making these changes? Sometimes in a school community it’s hard to make sustainable changes that are best for the community as a whole. We suggest that schools establish some kind of sub-committee or if that’s too difficult, some kind of informal group that reports to the P&C or the P&F or the school that can bring in the thoughts of everyone in the community but also support the tuckshop convenor to make changes. It’s really hard to be an isolated voice in the community to keep making positive changes, you just get worn out. We’re suggesting that you surround yourself with positive people who want to make healthy changes. 
The other thing we say is start with a blank canvas. What we do as tuckshop convenors is we have our menu and we find something that’s going to go really well so we put that on the tuckshop menu and another idea and another idea. What we end up with is a huge menu that is unsustainable because we’ve got all the various ingredients that we need to bring in, any sort of convenience products that might meet with that menu and we’ve got to stock take, we’ve got to make sure everything is there, we’ve got to make all those things, do we have enough staff or volunteers. What we’re saying is, when we want to improve our menu, let’s start from scratch. Let’s not start with the old menu and just add and subtract. That way we can only put on there the things that we know are profitable, we know are healthy and we know we can manufacture in our own kitchen.

Along those same lines we’re saying keep your menu small. It’s much more manageable and it’s much easier to make a smaller menu with less resources. The last point on that slide is eliminate competing items. For example, if we have pies on the menu and then we try some lovely potatoes filled with savoury mince or something like that. If there’s still pies on the menu, you’ll probably find that the child is going to continually just order pies because that’s what they’re used to, they know what to expect and they’re not going to try the healthy option. So our recommendation would be to take the risk and actually drop those pies, at least a couple of days a week (or better all together) and then just have those healthy options so that the students are making the healthy choice. So pies and lovely hot foods cooked on site are just one example. Other examples are around amber snack lines. By that I mean little bags of potato crisps and some of the ice blocks that meet Smart Choices. When those things are on your menu it’s really hard to sell green healthy snacks. So popcorn and potato crisps would be competing items that you need to think about eliminating. Obviously we’d keep the popcorn if we’re trying to have a healthy menu.
So moving on we’re going to do some work with menus that are examples of real menus. 
This menu comes from a medium sized high school in regional Queensland with about 500 students.

That’s what the menu looks like. So there’s a few things I want to point out about this menu. One of them up-front is that it’s not a very attractive looking menu. It’s basically in black and white, everything is there but we really don’t know a lot about the products that are on there. However, the products that you’ll see on the menu are actually quite good and this is a menu that we’d be quite proud to have it if it just looked a little bit different. So I always look at the left hand column up the top – that is where your eye is drawn if you’re looking at anything. When you’re looking at a menu it’s important that these are the healthiest and most profitable items. 
So we’ve got a few good ones here, the chicken chilli strips probably not so, but if we come down a bit further there’s the kebabs, all of which I know to have salad on them. You probably wouldn’t get that from the menu though. The other good part about this menu is that, being a high school, we’ve got kids from about 12 years right up to 18 years. So it gives you the option of a half and a full serve for those healthy items. So that’s also quite a good point. Then we’re going to come down to the cold foods and they’re all salads, sandwiches with salads, all of those things that we’d be happy to have on our menus.

Snacks are also reasonably good but a little bit hard to read on this one unfortunately. There are things like fruit, there’s also the assorted chips there, then we go over to some more amber varieties of snacks like ice cream in a cone, fruit salad with ice cream. All of those would be generally be amber products. We’ve got specials for Fridays, particularly there is a burger, because Friday can be more a treat type day. It’s still a healthy burger and we know this burger has salad on it. Unfortunately there’s nothing written there about the salad so a child or a parent who might want to order off the menu wouldn’t be aware of that. In terms of drinks I’d like to point out (and we’ll say this a lot in today’s presentation) that we like to keep our drinks to water, 100% juice, and milk products (preferably reduced fat milk). The reason we say that is there’s plenty of choice, that will give you about 2/3 green 1/3 amber variation in the drinks. Once you start loading up a menu with lots of amber drinks, even though they do meet Smart Choices, then it becomes an amber dominated section. It’s very easy to do with just plain water, low fat dairy products either flavoured or plain and 100% juice. At QAST we provide a menu health check for members every year or even more often if you like. We assess it and then send out a report which gives you the breakdown of green and amber foods and also some suggestions to improve it if required and we’ve done it for this menu.
So this is the breakdown we came out with. Remember I said this is actually a pretty good menu even though it doesn’t look as great as we’d like. So overall we’ve got about ¾ green and ¼ amber which is about what most of us should be aiming for in a great Smart Choices menu. The cold meals are 100% green which is fantastic. There’s all those lovely hot meals with salads which brings the green amount up and then there’s the drinks. Because they were basically from water, 100% juice and milk we’ve got about 2/3 green and 1/3 amber. You can see we did have a few amber snacks which made it 50-50. The snacks are always going to be a bit tricky and I’ll talk to you about how they can be improved.

So what have we learnt? We’ve spoken about the drinks and you’ll probably get sick of hearing it at this presentation, but that is we need to aim for about 2/3 green, 1/3 amber. It’s easy to do if we restrict our drinks to plain water, 100% juice and reduced fat plain or flavoured milk. So that’s really about limiting the variety of the waters or slushies. I’m not saying you can’t have them as they are amber choices but perhaps having them as a special and not on regularly. 
In terms of the snacks we’ve got to try to avoid a snack dominated menu. What I mean by that is we really want to be encouraging kids to purchase meals rather than snacks because it’s actually very difficult to get green snacks. I’m sure you probably all struggle with that, so we want kids eating proper meals because it’s easier to get the nutrition into them, that’s one reason. The other reason that we want them eating proper meals rather than snacks is that you actually make more money out of kids buying meals. So they come along and they’ve got a bigger spend when they’re buying a meal opposed to a small snack. We’ll show you later on in the presentation how it’s easy to make more profit from meals that are made on site than meals that are bought in. 

To avoid the snack dominated menus, you need to eliminate the variety of savoury, sweet and frozen snacks. Reading between the lines what I’m talking about are the small packets of crisps, the ice blocks, the slushies and probably a lot of the bought in bakery products. I’m not saying you can’t have them, all of those things meet Smart Choices in the amber category, but limit the number of them so that you can still have the ratio of more green to amber snacks. 

In terms of cold meals, I think we’ve all done a great job of putting cold meals up. By virtue of the fact of what they are, they’re usually salads, sandwiches with salad on them and no matter what menus we see at QAST, we usually do a pretty good job with cold meals.
It’s not always the case with hot meals unfortunately. What we’re saying is, instead of having a large variety of amber convenience style products in your hot meal choices, have a few really good selling products that you make on site. Now obviously we’re going to talk about this in the presentation, it does take a little bit more work to make these products which is why we’re saying keep the menu down very small so you’ve only got a few to do. Limit the variety of heat and serve and by that I’m talking about pies, bought in frozen pastas meals and things like that. 

Slide 14
Chris: So what we did at QAST. We were telling people what to do about their menus and we decided that we were going to put it into action. We came across a school that was a rather large suburban primary school with about 830 students. They had a tuckshop that was closed. It closed because it wasn’t profitable and volunteers were a major issue. So we took it on board as a consultancy. We went in there and developed a totally new menu in consultation with the P&C and this is the menu that we came up with. We also actually ran the tuckshop for nearly three terms. We didn’t want to just say this will work, we wanted to go in there and trial it so that we could come to you and say if you do this menu, you will make money. I’m very happy to report that after six months this year, the profit levels are around the $10,000 mark. 

So this was the menu that we came up with. You can see they’re only open two days per week. This is the winter menu for term 3 so it’s exactly what we did a year ago. So on the Wednesday chicken macaroni, oven fried rice and jacket potato were our three main hot meals on the day. The other thing I’d like to point out about this menu is the look of it. Obviously it looks a little bit different to the ones that we saw earlier which were not as enticing. The other thing is that we actually talk about the products. So chicken macaroni isn’t just chicken macaroni, it’s creamy sauce with pasta and chicken made using quality ingredients in the tuckshop. Now that’s something that will make a parent or student actually give it a go. Similarly with the oven fried rice and the jacket potatoes, there are descriptions that talk about what’s in the food, that it’s made on site so that people know there are quality ingredients going in. This mix and match meal deal was put together to try and increase the spend of the students so you could put any hot meal, any drink and any snack for $6. So instead of just buying a snack or just buying a drink, for $6 a child could get a complete meal for the day and that was a very popular way for parents to order. The other thing about Wednesday meals is that they were more hearty meals so that people ordering on a Wednesday were getting those really healthy wholesome meals you might make at home. Fridays we made a bit more of a treat day so even though they’re still lovely healthy products, the burgers, pizzas and wraps are something that we know kids like as treats. So the valley burger basically was just a lovely amber pattie with salad and obviously on a roll, the slice of gold was the pizza either margarita or Hawaiian and we did those in the large slabs cut into eight so we could do a large quantity quite quickly. With the wicked wraps we had a choice of roasted seasonal vegetables; chicken, lettuce and mayo; or chicken Caesar. Once again they were really popular particularly with older students and with staff. That’s another point that you must remember to have something, even on a primary school menu, that staff are going to get interested in and get behind you and support you. Over then we go to the salads and sandwiches and toasties, not a huge range but certainly plenty of choice there.

The snacks were a lot smaller than you’ll probably find on a lot of menus. That’s because there was no large range of small packets of chips and no large range of frozen ice blocks. What we had was the yoghurt berry crunch which was yoghurt, raspberry coulis and basically rolled oats toasted on top, the custard cup was a low fat custard, the cheese and biscuits was low fat cheese, popcorn was actually the largest smelling snack because there was no competing element through crisps. The lucky dip was the homebake. They were bakery products that were made from the Over the Counter recipe book that QAST has. I hope all of you have received your copy which was sent out a few years ago. If those copies aren’t in tuckshops today it’s possible to purchase a copy through the QAST website. There not extremely expensive. Members also recipe new recipe cards with each magazine so it’s an ongoing resource that keeps giving you ideas about what to do. All of the recipes that I talk about it in this particular menu are from that recipe book. The pineapple hula hoop was just rings of tinned pineapple that were frozen. I know it sounds very simple but it was very popular and very profitable. Apple slinkies, it still surprises me that they’re so popular but once again we did lots and lots every day. In the frozen snacks all we had was a low fat frozen yoghurt, a low fat ice cream and a frozen fruit juice. We did do a special winter warmer called apple crumble and the way we did that was we put pie apple in a little tub, then low fat custard and then the crumble mix that we baked in the oven on top. That was so popular that it’s now made its way onto the regular snack menu. All of those things are very profitable, not a lot of work and they will be green snacks. So if we go over to the drinks, basically it’s exactly what we said before we’ve got water, 100% juice and low fat milk. We’ve got a couple of variants in the low fat milk so we had the flavoured milk which was reduced fat milk, we also had a cup of plain reduced fat milk and a milo milk made on reduced fat milk. So when we get to the analysis you’ll see the drinks really stacked up. 

If we have a look at the analysis here, overall there is only 38 items compared to 51 and 62 on the other menus. So it’s a lot smaller. As I said we did well with the drinks and we got that up to 80% green but as long as you’re getting 2/3 green there you’re doing ok. Snacks were nearly 70% green so we did very well there. Cold meals once again we usually do well but in this case we actually had 100% green hot meals. This is because everything was made on site and we had either vegetables or salad in with every convenience product that we might have used to make a meal. So overall it’s a really good result at 84% green. 
