Performance improvement study/ overspend
          During this rotation at Aramark, overspend was a concern in some schools as they are managing around 17 schools in the district. Some of the schools have overspend problems because they have a new lead there, and others have the overspend problem because the lead in a particular school is too lazy to redo his/ her calculations to adjust the spend rate. 
The general manager, walked me through the school spend rates and how some of them are trying to fix their numbers throughout the weeks and how others still have the same problem  
Overspend could be due to: 

1. Overproduction of Meals
Sometimes staff prepare more food than needed because of uncertain student attendance, late orders, or wanting to avoid running out, sometimes is due to the lack of communication with the school to have exact count of students or to be acknowledged if they have early dismissal or activity out of the school. These extra portions end up as waste  which means wasted food costs, labor, and supplies.
2. Inefficient Ordering Practices
Ordering without precise forecasting or not adjusting for inventory on hand can lead to overstocking or spoilage.
3. Lack of Portion Control
Without consistent serving sizes, students may receive larger portions than planned.
Even small over-servings add up
4. Untracked Waste and Inventory Loss
Spoilage, improper storage, or inaccurate inventory counts cause hidden losses.
 Example: Frozen vegetables thawing during transport or improper rotation (FIFO not followed).
5. Poor Communication Between Kitchen and Management
          If kitchen leads don’t receive frequent budget feedback (like weekly “allowable spend” reports), they can’t correct issues early, and if they don’t communicate with the school to note the number of absent student each day which may help in some cases
Suggestions:
· Tracking actual vs. projected spending weekly,
· Using production records and student count or absent students
· Conducting regular inventory audits, actual inventory
· Training staff on portion and waste control.
· If the lead still has problems with overspend, the food service manager  will work closely with the lead to train them and help them gain a better understanding to ultimatly help mitigate habits contributing to overspend.  
Problem Example of overspend in a school.  :
Problem: 
They do not have enough money to provide meals for week 5  
Average Daily meals = 1,168
Allowable spend per day $1,466 daily 
Allowable spend per week $7,330    
Week 1-4 Presented a balance of $3,293.71 in remaining spend with 5 remaining days in the month of purchasing.   
NOT Enough in remaining budget.  The overspend will allow for .56 per meal purchase allowance.      
Corrective Action:  
· A change of menu options for the week, that will reduce the cost of the food.  
· Substitute out higher cost items with Commodity based items and NOI capable products that offer a rebate and will reduce food purchase.  
· Work with a lower budget of .56 per meal, use inventory when planning to meet the expectation of $1.26 per meal for all 5 weeks.  
· If you they do nothing they have the potential to overspend by  $6,066.29 for the 5-week period which would mean that they have ordered for an additional 4,814 meals for the month, that calculates to approximately 962 additional meals weekly and 192 meals daily.  
Meals Run Rate ,  Spend Study for 1 Elementary Production School  
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Monthly Meals #of Daily Meals  Average Daily Allowable
Run Rate Service Days Run Rate Meal Spend Spend Variance
30,255 25 1,210 $1.42 $1.26 ($0.16)
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5 - wk review Week 1 Week 1 Total

Day Part Breakfast  Lunch

Meals 3122 2739 5861
Reimbursement $9,178.68 $13,284.15 $22,462.83
Allowable Spend .39% $3,579.69 $ 5,180.82 $ 8,760.50
Actual Spend $ 9,033.92

CPM $ 1.54
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5 - wk review Week 2 Week 2 Total

Day Part Breakfast  Lunch

Meals 3171 2821 5992
Reimbursement $9,322.74 $13,681.85 $23,004.59
Allowable Spend .39% $3,635.87 $ 5,335.92 $ 8,971.79
Actual Spend $ 9,500.00

CPM $ 1.59
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5 - wk review Week 3 Week 3 Total

Day Part Breakfast  Lunch

Meals 3190 2921 6111
Reimbursement $9,378.60 $14,166.85 $23,545.45
Allowable Spend .39% $3,657.65 $ 5,525.07 $ 9,182.73
Actual Spend $ 7,672.10

CPM $ 1.26
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5 - wk review Week 4 Week 4 Total

Day Part Breakfast Lunch

Meals 3245 2995 6240
Reimbursement $ 9,540.30 $ 14,525.75 $ 24,066.05
Allowable Spend .39% $ 3,720.72 $ 5,665.04 $ 9,385.76
Actual Spend $ 7,152.72

CPM $ 115
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5-wk review Week 5 Week 5 Total

Day Part Breakfast Lunch

Meals 3182 2869 6051
Reimbursement $ 9,355.08 $ 13,914.65 $ 23,269.73
Allowable Spend .39% $ 364848 $ 542671 $ 9,075.19
Actual Spend $ 9,360.00

CPM $ 1.55




