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For this evaluation there are four elements: 

1) Ingredients and Recipes for Scratch 
Cooking: Identifying and procuring new 
ingredients and recipes  

 

2) A Kitchen for Scratch Cooking: Selecting 
and setting up kitchens for raw ingredients 
including raw proteins 

 

3) Cooking from Scratch: Hiring and training 
kitchen teams  

 

4) Feeding the Community: Serving and 
gathering feedback from school 
stakeholders 

Elements of System Change 
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Within each element are four 
interconnections: 

1) Policies:  
Policies are at multiple levels of the system 
that influence the management of school 
meals and need to be complied with, even as 
the systems change.  

 

2) Practices:  
Practices are the necessary tasks that occur 
throughout the system.  

 

3) People:  
People are all the people who play a role in 
the system.  

 

4) Promotion:  
Promotion is the communication and 
marketing that builds awareness, support, 
and enthusiasm for the systems change.  

Interconnections of Systems Change 
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Innovators:   

• Create new, actionable solutions to address dysfunctions in the system.  
• Their role is to introduce innovations.  

Orchestrators:  

• Create new, actionable solutions to address dysfunctions in the system.  
• Their role is to coordinate the work of groups, organizations, and sectors associated with 

innovations. 

Disruptors:  

• Create visibility into system dysfunction and/or raise grievances of individuals or groups 
to the forefront of public awareness.  

• The disrupters to the existing system are the changemakers and through their role of 
making changes they uncover issues and facilitate dialogue toward improving how 
individuals and groups innovate. 

Systems Change Entrepreneurs 
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MY Scratch Cooking Systems Change Strategic Plan 

System Elements 
What do I know and how do I find out more about MY school’s 
ingredients and recipes? 

Things to think about: 
Do I know the school cook and food service director? 
Do I receive the school menus? 
Are meals provided by a food service company? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 What do I know and how do I find out more about MY school’s kitchens? 

Things to think about: 
Are school events held in the school cafeteria? 
Are professionally trained chefs allowed to use the school kitchen? 
Are nutrition educators allowed to use the school kitchen? 
Are principals, teachers or school staff welcomed in the kitchen? 

   
What do I know and how do I find out more about MY school’s cooking? 

Things to think about: 
Is the school food staff treated like essential workers? 
Are cooks allowed to alter recipes for student preference? 
Do the cooks or food service director have professional chef training? 
Do the cooks interact with teachers, parents or students? 
Are there tastings for students to try new scratch cooked recipes? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 What do I know and how do I find out more about how MY school feeds 
the community? 

Things to think about: 
Can I describe the school cafeteria or serving line? 
Do students have access to a salad bar? 
Are school meals free? 
Are parents invited to volunteer and or eat during lunch? 
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System Interconnections (4P’s) 

What are the policies affecting  
MY school food? 

Things to think about: 
Do I know the National School 
Lunch Program (NSLP) standards? 
Does my school have prohibited 
ingredients? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 What are the practices applied in 
MY school food? 

Things to think about: 
How are new items added to the 
menu? 
Are students able to choose which 
items they want? 
 
 

 

 Who are the people involved in 
MY school food? 

Things to think about: 
Who supervises students in the 
cafeteria? 
Who creates the school food 
menu? 

 

 How is school food promoted in 
MY school? 

Things to think about: 
Are monthly school menus 
posted in the school? 
Are menus sent home or 
included in a newsletter? 
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Systems Change Entrepreneurs 

Who are MY Innovators? 

Roles to think about: 
Who are the creative problem solvers? 
Who are the culinary, food production, and 
management experts? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 Who are my MY Orchestrators? 

Roles to think about: 
Who are the school food decision makers? 
Who are the school food partners? 
Who are the school meal champions? 

 Who are my MY Disruptors? 

Roles to think about: 
Who are the community nutrition advocates? 
Who has challenged school food? 
Who are the outspoken advocates? 
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MY Innovative Systems Change Strategy Example   
 
The change I want to see: Enhance the Salad Bar  
 
Challenge: The school has a salad bar but it is not used daily and when used only a few items 
offered. A group of parents have come together to plan enhancing and promoting the salad bar to 
students. 

Steps My Role Partners Resources Actions 
Buy in from 
Foodservice 
director 

Innovator Foodservice 
Director 

USDA Salad Bar 
Fact Sheet 
 

talk with 
foodservice 
director 

Build salad bar 
enthusiasm for 
students 

Orchestrator Cafeteria 
supervisors & 
students 

Items from salad 
bar & tasting 
cups 

Have students and 
cafeteria 
supervisors 
distribute salad 
bar tastings 
during all lunch 
periods 

Buy in from 
principal 

Innovator Principal & 
foodservice 
director 

USDA Salad Bar 
Fact Sheet & 
Salad Bar Menu 

Principal 
announce salad 
bar items each 
day during 
morning 
announcements 

Informing parents Orchestrator Parents Announcement of 
salad bar 
enhancement in 
newsletter 

Write text for 
newsletter 
announcement & 
promotion 

Maintain salad 
bar enthusiasm 
for students 

Orchestrator Cafeteria 
Supervisors & 
Students  

Online schedular 
for parents to 
sign up for salad 
bar tastings & 
serving 

At least one 
student assisting 
at salad bar 
during each lunch 
period 
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MY Innovative Systems Change Strategy 
 
The change I want to see:  
 
Challenge: 
 
 

Steps My Role Partners Resources Actions 
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Tisch Food Center Report

IV. Ingredients and Recipes  
for Scratch Cooking

Overview
The magnitude of the New York City (NYC) Depart-
ment of Education (DOE) Office of Food and Nutrition 
Services (OFNS) was introduced in Chapter II: Scratch 
Cooking Systems Change. Interventions like the Return 
to Scratch Cooking Pilot (RSCP), in complex, layered 
systems of this size, require ingenuity and discerning 
focus on key elements of change. The RSCP introduced 
new menus for school meals, including breakfast, lunch, 
supper, or snack depending on the school. Introducing 
new menus also included introducing new foods, made 
from new recipes with ingredients that needed to be 
ordered and delivered to meet the needs of the RSCP 
schools and potentially the needs of all NYC public 
schools. To help with clarity of this chapter, we will 
define three terms: menu, recipe, and ingredient.
A menu refers to a monthly schedule of the daily 
food items that are served for a particular meal (e.g., 
breakfast, lunch, supper, snack). OFNS finalizes their 
menus months in advance so that the monthly schedule 
is available for their staff, the schools, and the parents of 
NYC public school students. 
A recipe includes the ingredients for preparing the food 
item, steps in preparing and assembling the food item, 
and instructions for serving the food item. All OFNS 
recipes are analyzed through their nutrient database 
and taste-tested with NYC DOE students before being 
included on a menu. 

An ingredient is a component of a recipe. The ingre-
dients used to prepare OFNS recipes go through an 
extensive procurement process before they are approved 
for ordering and including in school meals.

Chili ingredients (mise en place) for advanced recipe 
preparation.

Therefore, introducing a new menu was a layered 
process of creating monthly schedules, selecting and 
testing recipes, and procuring ingredients. Typically, 
procuring new ingredients is a process that takes 18 
to 24 months and involves multiple departments, like 
Menu Management, Supply Chain Management, Opera-
tions, and Food Safety Quality Assurance, within OFNS. 
Brigaid had been serving scratch cooked school meals 

Cooking Outside the Box IV. Ingredients and Recipes for Scratch Cooking

Ingredients & Recipes  

for Scratch Cooking 

Summary of Strategies 

Develop recipes to increase appeal and variety: Use all USDA 
vegetable categories, source locally, and consider cultures of 
students and community. 

Integrate school meals: Common recipes prepared during food and 
nutrition education and served as part school meals. 

Share recipes: Partner with other school districts or school food 
consultants with NSLP and student approved ingredients and 
recipes. 

Expand horizons: Introduce feature items and inhouse baking to 
show range of possible ingredients used in school meals. 
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Tisch Food Center Report

V. A Kitchen for Scratch Cooking

Overview
This chapter addresses the second element of systems 
change, the kitchen, specifically creating a kitchen for 
scratch cooking. When most people think about school 
buildings they think of the classrooms, library, cafeteria, 
gymnasium, and auditorium. Rarely do people think 
about whether the school has a kitchen and even less 
about the kitchen space, storage, and equipment. That 
people think about the school cafeteria, and not the 
kitchen might be because of thinking of spaces that 
students are able to access. However, it could also be 
because the preparation of school meals has become 
thought of as “thermalizing,” (thawing and reheating 
pre-cooked and frozen ‘foods’) and not cooking raw 
ingredients to prepare meals. When you think about 
school meal preparation as cooking raw ingredients like 
eggs, chicken, and beef that are served to students, the 
kitchen facilities for climate controlled storage, sinks for 
washing ingredients and handwashing, fire suppression 
systems, and space for high volume production are very 
important. Identifying kitchens with fire-suppression 
systems, dishwasher compatibility, and walk-in refrigera-
tors and freezers was one of the initial steps for the pilot. 
New York City (NYC) Department of Education 
(DOE) has school buildings built as early as the mid 
1800s that are still in use for public education. Over 
the years the buildings have been updated to comply 
with building code regulations and at one time many 

school kitchens also had dishwashers. However, as the 
foods served became packaged and processed, and the 
plates and flatware became disposable, the dishwashers 
were removed. Likewise, the fire codes for re-heating 
pre-cooked proteins are not the same as cooking raw 
proteins so kitchen upgrades were not always required. 
The Return to Scratch Cooking Pilot (RSCP) meant 
putting the dishwashers back in kitchens, confirming 
working fire suppression systems, walk-in refrig-
erators, and walk-in freezers. Preparing kitchens also 
included plumbing and electrical upgrades to install new 
equipment and organizing the kitchen into work zones.
A small team from OFNS and Chef Dan Giusti from 
Brigaid visited approximately 25 kitchens that were 
initially identified by the Bronx regional director and 
her team of supervisors as meeting the scratch cooking 
requirements. The selection of the kitchens was based 
on kitchen infrastructure that would set the kitchens up 
for success, “first six schools need really good kitchens 
to ‘nail it’ came down to cold storage and sinks.” (Chef 
Giusti) That meant kitchens where the fire suppres-
sion did not need repair; the dishwasher could be easily 
installed; there was cold storage for the increase in 
fresh, raw products including capacity for separate cold 
storage for raw proteins; space to create designated work 
zones for preparing raw produce separate from raw 
proteins; and storage space for the new smallwares that 
would be used for storing raw and prepped products. 
Good kitchens also included a school team (principal, 

Cooking Outside the Box V. A Kitchen for Scratch Cooking

A Kitchen  

for Scratch Cooking 

Summary of Strategies 

Culinary Training: Teaching knife skills to food service staff improves 
the appeal, quality and variety of meals. 

New Equipment: Purchase equipment that facilitates scratch 
cooking and optimizes space. 

Organization: Design storage areas so food can be seen without 
opening boxes and designate prep spaces for raw proteins to 
increase food safety. 

Open Kitchen: Make prep of fresh food visible to students from 
serving line. 
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Tisch Food Center Report

VI. Cooking from Scratch

Overview
The first element of systems change focused on the food, 
the second on the kitchen, and this chapter focuses on 
the work of cooking from scratch. This study defined 
scratch cooking as, “‘Scratch cooked food service’* which 
means food service that prioritizes the preparation of 
meals or snacks on a daily basis at or near the site of 
consumption with ingredients in their most basic form.” 
(NYC Int. No. 1676-2019).  
Scratch cooking was not new to the Office of Food and 
Nutrition Services (OFNS) as some hot vegetables, 
sandwiches, and composed salads on the salad bars are 
made from scratch. However, scratch cooked entrées, 
especially those made with raw proteins, was not how 
OFNS was currently preparing most meals. The Brigaid 
model for re-introducing scratch cooking in schools was 
to hire an executive chef (chef) with culinary expertise 

to train staff on new recipes for implementing the menu. 
The chef became an employee of the school district, not 
Brigaid, but was trained by Brigaid and completed a 
daily log that was reviewed by the Brigaid Regional Chef 
as part of the ongoing mentoring and quality control 
management. When Brigaid partnered with OFNS they 
had implemented their model in one school district with 
six school buildings. OFNS serves over 1300 buildings, 
with 350 buildings in the Bronx. Chef Gisuti shared that 
his original plan after New London, CT was a larger 
school district with maybe ten or so schools up from the 
six in New London. Partnering with the largest school 
district in the country, within two years of starting 
Brigaid, was a great opportunity and new role for Chef 
Giusti. The Return to Scratch Cooking Pilot (RSCP) 
also introduced a new position for Stephen O’Brien 
who became OFNS Director of Strategic Partnerships 
and Policy to guide the planning and implementation 
of the RSCP. Following the Brigaid model also meant a 

Seasoned zucchini ready to cook.

Salad bar with fresh vegetables and composed salad.

Cooking Outside the Box VI. Cooking from Scratch

* The definition for scratch cooking used as a reference in this report is not the 
OFNS definition. As the pilot evolves the OFNS definition is evolving with it.

Cooking  

from Scratch 

Summary of Strategies 

 
Experiment with new flavors: Introduce entrees and vegetables 
cooked with new herbs and spices. 

Increase choice: Provide multiple options for each meal 
component so students can tailor their meals. 

Culinary career development: Chefs in the cafeteria conducting 
tastings and providing professional training elevates the 
preparation of school meals. 
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Tisch Food Center Report

VII. Feeding the Community

Overview
The development of all of the logistical and procedural 
aspects of the Return to Scratch Cooking Pilot (RSCP) 
was just the beginning of delivering high quality meals 
to students. Success of the RSCP could not be achieved 
without buy-in from the community of individuals 
educating, advising, and caring about the students at 
the pilot schools. This community includes princi-
pals, teachers, deans, nurses, school lunch aids, coun-
selors, community based organization representatives, 
and administrative, custodial, and security staff. The 
community also includes the students themselves and 
their parents. Setting up the RSCP for success would 
take a community interested in participating in a pilot, 
meaning that the school community would embrace 
the new school meals, as well as be responsive partners 
through the evolving implementation process.  
The efforts to generate community buy-in were based 
upon the Brigaid model of creating a community where 
the chef within a school is able to interact with the 
community beyond the students. As an innovator, Chef 
Giusti advocated for the further investment in this type 
of community building in order to better support the 
pilot as it proceeded. The perspective held by Chef Giusti 
and Brigaid was that presenting the chef and preparation 
of school meals as a profession introduces culinary arts 
as a career path. Also by talking to and feeding students, 
feeding adults, and ultimately feeding New Yorkers, a 

shift in the culture surrounding food, specifically school 
meals, could begin so that the community exposed to 
scratch cooked meals is more in tune with, and embraces 
the importance of a positive food culture, “because 
nutrition does go along with everything that we teach, 
believe it or not because if we don’t have healthy bodies, 
we’re not doing our job.” (School Staff)
The RSCP leadership team strategy for gaining buy-in 
included formal and informal presentations and conver-
sations with principals, school leadership, and teachers 
then reaching out to students and parents. Stephen 
O’Brien and Chef Giusti first presented the RSCP at a 
Bronx School Superintendents and Principals Profes-
sional Development (PD) meeting, then scheduled 
individual meetings with principals, encouraging 
principals to invite members of their school leadership 
team, teachers, and others the principal wanted to invite. 
These school meetings were held as part of the school 
selection process for identifying the six kitchens from 
the potential 25 kitchens. During the PD and individual 
meetings, Mr. O’Brien explained the student and staff 
benefits of participation, and that RSCP would present 
a new relationship between the cafeteria and the school 
community.  
One principal recalled that, “They were considering 
different campuses and they were wondering if we 
were interested, and then essentially people that got it 
together, agreed, and said yes and were organized would 
be in the running.”(Principal)

Cooking Outside the Box VII. Feeding the Community

Feeding  

the Community 

Summary of Strategies 

Capture consumption: Knowing the items students eat and how 
much of those items they eat informs recipe development and 
facilitates school meal participation. 

Serve homestyle entrees: Entrees that combine proteins, grains 
and vegetables provide students with balanced meals and increase 
vegetable consumption. 

Create an inviting space: Updating the cafeteria lighting, décor 
and flow creates a welcoming and enjoyable dining experience. 

Communicate with school community: Announce daily menu 
options whether using professional marketing materials or 
handwritten.  


