 Potential Problem Analysis (What could go wrong?)

	Type of Situation
	Plans and Changes

	Typical Pitfall
	Being Reactive

	Process
	Potential Problem Analysis

	Steps
	1. Predict potential problems

2. List likely causes

3. Agree on preventive 

4. Note contingent Actions    {capitalizing} actions


	
	Objective
	Questions that guide the process
	Questions the client should ask

	Potential Problem Analysis
	To identify what could go wrong if a particular course of action is followed and to come up with ways to prevent those things from happening
	· What could go wrong?  What problems could arise?

· What could make this potential problem happen?  (causes)

· What can we do to keep each likely cause from happening?  (preventive actions)

· What can we do if the problem occurs despite our preventive actions?  (contingent actions)
	· Who did you involve in the Potential Problem Analysis?

· What potential problems were identified?

· What preventive actions are planned?

· What contingent actions are planned?


Decision/Change/Initiative/Project to be implemented:  
“Universal Free” Breakfast Service in the Classroom – All students and staff in the school would be served FREE breakfast in the classroom.  

Queen Palmer Elementary – field test April 11th – May 23rd, 2011
	Predict Potential Problems
1. What could go wrong?
2. What problems could arise?
	List Likely Causes
1. What could cause this potential problem?
	Agree on Preventive Actions
1. What can we do to keep this likely cause from occurring?
	Note Contingent Actions
1. What can we do if the potential problem occurs?

	Reimbursement claim for non-reimbursable meals which could lead to fiscal action from CDE and USDA.

· Meal Accountability


	Students could receive a non-reimbursable meal caused by:

· Lack of training for teachers

· Lack of buy-in from teachers

· Recordkeeping errors

	· Training system for teachers and students

· Accountability system to include audits and follow-up

· Signage posted in classrooms

· Packaging to prevent incomplete meals being served (e.g. sack)
	· Additional training for teachers

· Accountability to include loss of service at the school

	Meal production issues that negatively impact service of both breakfast and lunch programs at the site.

	Very limited cooking and storage capacity at sites (e.g. oven space, ref & frzr space, dry storage, prep area)
	· Purchase new equipment

· Added shelving

· Alternate hot and cold days within the school menu

· Prep during off hours
	· Move production to another kitchen

	Food cost exceeds budget

	Excessive wasted food, “hording” of food in classrooms, not accounting for food produced and delivered

Not using shelf stable foods
	· Pre-cost menu and set target in line with budget

· Accurate records

· Pre-ordering

· Collection of left-overs with accountability (delivered vs served)

· Good communication between classrooms and kitchen

· Training
	· Change menu

· Additional training

· Limit choices
· Negotiate with vendor/manufacture for better prices

· Only offer breakfast to students

	Labor cost exceeds budget

	Added staffing cost does not outweigh additional revenue

· Extra hours and Overtime
· Production, service, cleanup

· Additional cost ($12,000 per employee) of adding benefits to staff as they become “full time.”
	· Additional substitutes

· Volunteers

· Schedule control
· POS data entry from roster system

· Training

· Job share with other schools
	· Promote “volunteerism”

· Use more processed foods that do not require extra labor

· Use school labor/Pera’s

	Student allergies
· Peanut, etc.


	· Human error

· Unknown allergy
	· Peanut-free menus (certified vs. uncertified)

· Manage with current systems

· Training
	· Epi-pen for every classroom

· Work with school nurse

· Print out allergies on rosters

	Issues around transporting food to classrooms

	Bad weather when classrooms are located in adjacent buildings, multiple areas, multiple levels, cart storage for transport carts, hot food getting cold
	· Storage bins

· Insulated blankets

· Use tall bakers racks instead of carts

· Bins with lids

· Large casters

· Ramps
	· Students come to fewer central points of service to receive their breakfast

	Classroom messes, poor sanitation, spills


	Eating areas not sanitized before and after (e.g. student desks), student spills, insects and rodents attracted to area because of hording, spills, etc.
	· Engage custodial staff in process

· Students close milk cartons prior to disposing in trash can
· Pest control program

· Sanitizing wipes provided to each classroom

· Menu planning to avoid “messy” foods being served

· Have students clean mess
	· Serve in cafeteria only

· Purchase carpet cleaners

· Have “kindies” eat in the cafeteria

	Issues around trash

	Pick up from classroom, increased dumpster pickup costs, potential cross contamination with food
	· FNS provide trash 10 gallon bags/receptacles
· Pick up system to separate left-overs and trash runs

· Trash can liners

· Extra trash cans provided to classrooms
	· Training
· FS staff remove trash from hallways

	Issues around “late starts”
	Bad weather
	· Lunch starts 30 minutes after the bell rings on late starts
· Communication – no breakfast on late starts.
	· Serve after 2nd period 
· Serve in alternate location if required

	Issues around “students arriving late or tardy”
	Tardy, bus arriving late
	· Communication

· Serve in alternate location if required (e.g. round table in foyer)
	· Communication

· Serve in alternate location if required

· Serve after 2nd period

	Schedule change conflicts
	Testing, assembly
MAPS testing
	· Communication

· Serve in alternate location if required
	· Communication

· Serve in alternate location if required

	Customer dissatisfaction


	Reduced menu variety throughout the cycle and fewer choices offered daily caused by “breakfast in the classroom”
	· Communication

· Serve in cafeteria
· Revamp menu

· Product testing
	· Customer focus groups


	Lack of buy-in from key stakeholders (principal, teachers, custodians, kitchen, parents, students)
	Vision not communicated well, benefit/cost ratio not understood

BIC takes up too much time/not efficient serving
	· Build passion/get all school staff involved
· Develop toolkit to include

· Statement of Support from Superintendent with Executive Directors

· Research/tie to academic achievement
	· Communication

	Classroom disruption during cleanup
	Hauling trash and leftovers through school, spill cleanup
	· Training

· Alternate routes
	· Training

	Equipment failures
	Larger numbers stress on equipment
	· “Plan B” menu option
	· “Plan B” menu option

· Budget for repair

	A few parents like to sit down with their children at school and eat breakfast.  There is not room for this in the classroom.
	· Limited space for seating

· Safety
	· Communication

· Another eating space for adults (e.g. round table in front foyer)
	· Added communication

	There is no one to supervise students between 8:15-8:30 a.m.
	· Students arrive early to school
	· Find an adult to cover this duty

· Communication to parents of expectations 
	· Added communication

· Safety net of adults to cover this duty 
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