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Action Plan General Guidance

1.   The purpose of the quarterly action plan is for the responsible food advisor to provide advice to the commander having operational control of the dining facility on how the operation is doing in regard to regulatory guidance.  Commanders do not like to be surprised at the end of the fiscal year that their dining facility is overspent and the food advisor never told them or provided a plan of action to correct the problem.    

2.  The action plan should not be written from a one-time inspection of the dining facility.  The inspection should be a combined correlation of Findings from the monthly inspections.   The action plan should also include systemic (reoccurring) Findings over the quarter during normal visits to the dining facility.  

3.  When writing the action plan, address the systemic issues, issues that need assistance from higher headquarters, and required reviews, and provide recommendations to resolve the problems.  The report should be thorough, but concise and to the point; get to the main points and keep it simple.  The commander’s time is limited and the Action Plan should focus on those items that need additional emphasis within the dining facility operation.  

4.  Use the action plan as a management tool.  The dining facility manager should be using the Quarterly Action Plan to improve the dining facility operation.  Always review the last action plan before writing the next one.  Issues written in the last one should have been resolved and should not still be issues; if the issues are ongoing, the action plan should provide details on why the problem was not resolved as well as the plan to resolve the problem.  An example of an Action Plan follows: 
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MEMORANDUM THRU COMMANDER, X Brigade (Brigade Commander)

[bookmark: OLE_LINK1][bookmark: OLE_LINK2]FOR COMMANDER, HHC X Battalion (To Responsible Commander of the DFAC)

SUBJECT:  Quarterly Food Service Action Plan, 2nd Quarter, FY14, X Brigade Dining Facility

1.  References:

    a.  AR 30-22, The Army Food Service Program, dated 14 August 2012.

    b.  DA PAM 30-22, Operating Procedures for the Army Food Program, dated 3 January 2007.  

    c.  TB MED 530, Occupational and Environmental Health Food Service Sanitation, dated 30 October 2002.

    d.  ATTP 4-41, Army Field Feeding and Class I Operations Management, dated 14 October 2010.

    e.  TM 4-11.12, Dining Facility Operations, dated 22 April 2012.

2.  Enclosed is the quarterly food service action plan for X brigade dining facility.  Brigade Food Service conducted monthly evaluations in the dining facility on 9 Jan, 10 Feb and 11 Mar 13.  This action plan consolidates these Findings, presents them in a Green, Amber, Red format, and provides recommended corrective actions where appropriate. 

3.  POC is CW2 Public/MSG Public, Brigade Food Service, XXX-XXXX.




Encl	OFFICER IN CHARGE
as	LTC, QM
	Brigade Executive Officer

CF:
Division Food Service
Installation Food Service
AFSB G-4


Quarterly Action Plan, 2nd Quarter, FY14 

Dining Facility:  X Brigade Dining Facility 
Responsible Commander:  CPT Jones, HHC X Battalion
Food Service Officer:  1LT Gung Ho, HHC XO
Food Operations Sergeant:  SFC Happy

Bottom Line Up Front / Executive Summary
 
Supporting detailed discussion and recommendations follow after the Executive Summary. 
	Green
	Amber
	Red



1.  Administration:  
    a.  The dining facility account needs additional emphasis.  The account was overspent $3,652.81 for the 2nd Quarter.    
    b.  There were no discrepancies in cash accountability and cash turn-ins.    
    c.   Unit S-1 officers are not following procedures for garrison support for field operations.  
    d.  All food service personnel assigned to the brigade are supporting dining facility operations. 
	Green
	Amber
	Red



2.  Subsistence:
    a.  The dining facility inventory level needs additional emphasis.  The dining facility (DFAC) is maintaining an average of 8 Days of Supply (DOS) ($10K) surplus inventory.  The DFAC should not exceed 6 DOS. 
    b.  All operational reviews this quarter were rated satisfactory.   
    c.  Quality issues with items will be discussed at the Food Service Management Board. 
    d.  A number of AFMIS recipe cards and SOPs need to be updated.  
	Green
	Amber
	Red



3.  Sanitation:  
    a. Sanitation overall is satisfactory.
    b. Current practices will be continued and monitored.
	Green
	Amber
	Red


    
4.  Food Safety Controls: 
   a.  The dining facility food risk management program needs additional emphasis.  
   b.  Food Service Personnel are not taking temperatures and utilizing the temperature logs.
	Green
	Amber
	Red



5.  Personnel:  
    Food Service Personnel will be individually recognized for their outstanding performance during the 2nd Quarter at the next brigade recognition ceremony on 21 Apr.  
	Green
	Amber
	Red



6.  Equipment:  
    a.  Need small desktop copier for the dining facility, and booster heater repaired.    
    b.  Unit field kitchen equipment during the 2nd Quarter is satisfactory.    
	Green
	Amber
	Red



7.  Facilities:  	
     a. Carpet on wall behind both serving lines is a sanitation hazard and will be replaced. 
     b. A work request was submitted to DPW for estimate to remove the carpet, and DOL will fund this project.
			
	Green
	Amber
	Red



8.  Resource Management:  	
     a. The Automated Headcount at Point-of-Sale (POS) locations in the DFAC is processing CAC customers slower than anticipated, causing a delay at the DFAC entrance.  
     b. The installation Food Program Management Office (FPMO) will no longer provide consumable items to support Grab-n-Go feeding (to go plates, cups, flatware, etc).    

Discussion and Recommendations

1.  Administration:  (In this area, address Findings and recommendations on headcount procedures, cash turn-ins, account status, and collections for field feeding).  For example: 

    a.  The dining facility account needs additional emphasis.  

(1) Findings: The analysis of the dining facility account revealed that the account was overspent $3,652.81 for the 2nd Quarter.  A recap of the 2nd Quarter and fiscal year-to-date account status is as follows:

Account Period	Status			Deviation Percentage
Jan. 14 Closeout	$   792.00  overspent		2%
Feb. 14 Closeout	$   860.09  underspent		3%
Mar 14 Closeout	$2,000.72  overspent		7%
2nd Qtr. Closeout                   	$3,652.81  overspent
1st Qtr. Closeout	$4,326.52  overspent
FY14 Year-to-date account status	$7,979.33  overspent

Brigade Food Service conducted a validation and analysis on the March 14 accounting period and assisted the Food Operation Sergeant in developing remedial actions to reduce the overspent status.  The DFAC account must be at zero or underspent by the end of the fiscal year.  

(2) Recommendations: Recommended remedial actions include:    

i. Implementation of a pre-cost 21-day menu cycle.   
ii. Reduction in the quantity of convenience type foods, i.e. commercially prepared cakes and pies.  Cakes and pies will now be prepared by the food service personnel. 
iii. Re-emphasize the use of food production and service techniques to minimize food waste and reduce leftovers/discards.   

    b.  There were no discrepancies in cash accountability and cash turn-ins.  An unannounced verification of DD Form 1544 and cash count was conducted on 7 Mar 14.   

    c.  Garrison Support

(1) Findings:  Unit requests for garrison support for field operation procedures were not followed as required by DA PAM 30-22, paragraph. 4-4. Specifically, the unit S-1 officers did not initial several unit requests for support memorandums to confirm that reimbursement of basic allowance for subsistence (BAS) would be initiated for those soldiers that are participating in field training IAW the Brigade Basic Allowance for Subsistence Manager’s Internal Control Program Checklist.  

(2) Recommendation: All unit requests for subsistence support should be routed through their respective S-1 officer prior to being sent to the dining facility.       

    d.  All food service personnel assigned to the brigade are working within the dining facility. 

2.  Subsistence: (In this area, address Findings and recommendations on requisitioning, subsistence item issues, prime vendor issues, inventory, storage, preparation, and accountability).  For example:

    a. The dining facility inventory level needs additional emphasis.  

(1)  Findings: The dining facility is maintaining an average of $10K surplus inventory.  The total dollar value of the monthly inventory should not exceed 6 DOS for the dining facility.  This standard is based on the subsistence prime vendor delivering three times per week and based on the earnings from the previous month.  The inventory levels for the 2nd Quarter were:
  
Month                   Monthly Inventory	Inventory Objective	Surplus Inventory
Jan 14	$26,678.99	$12,224.33     		$14,454.66
Feb 14 	$18,557.01	$10,860.09		$7,696.92
Mar 14			$22,347.97		$13,290.57		$9,057.40

(2) Recommendations: Food Operation Sergeant should take the following actions to reduce the surplus inventory:

i. Date all cans and boxes when received from the subsistence prime vendor.  Check the dates every week to identify which food items are being stored in the dining facility over the 6 DOS standard.  
        	    ii. Use an accountability record to intensively manage the food items that the dining facility routinely stores over 6 days during the month of April.  
                iii. Conduct weekly inventories.  Ensure field residuals are not on the inventories.
                iv. Based on the menu cycle and expected headcount, establish a stockage level for each food item.  When ordering rations, compare the menu requirements and stockage objective with the on-hand inventory and only order the amount needed.    

    b.  The Brigade Food Service Supervisor conducted the following operational reviews during the 2nd Quarter.  All reviews were rated satisfactory.  

	Requisition Procedures (Semiannual)			15 Feb
	Receiving Procedures (Semiannual)			17 Feb
	Physical Security Procedures	(Semiannual)		9 Jan
	High Dollar Subsistence Items (Monthly)		9 Jan, 12 Feb, 20 Mar


    c.  Sirloin Steak

         (1)  Findings:  The Food Operation Sergeant indicated that the current sirloin steak the dining facility receives (TIIN 765-4589) is not a quality product.  The main complaint is that the steak is too thin and is tough even when cooked correctly.  The Brigade Food Service Supervisor has confirmed that the cooks are preparing the steaks IAW the recipe card.  

         (2) Recommendations:  Recommend the Food Operation Sergeant conduct a diner survey the next time the steak is served.  The results of the diner survey should be forwarded to Brigade Food Service.  Brigade Food Service will raise the issue at the next Food Service Management Board.   

    d.  Recipe card and SOP updates

         (1)  Findings:  A number of AFMIS recipe cards and SOPs need to be updated. 

         (2) Recommendations: The Food Operation Sergeant should run a copy of each out of date recipe card/SOP, highlight the ingredient or procedure that needs fixing, and provide them to Brigade Food Service.  Brigade Food Service will coordinate these changes with the Food Program Manager.  

3.  Sanitation:  (In this area, address Findings and recommendations on food handling, facility and equipment sanitation, and personal hygiene and sanitation training).  For example:

    a. The dining facility has instituted an effective detailed kitchen equipment-cleaning schedule. 

    b. Handwashing

        (1) Findings:  Preventive Medicine personnel observed that food service employees are not following proper handwashing techniques.  

        (2) Recommendation:  Every person must vigorously wash their hands and the exposed portions of their arms with soap and warm water for at least 20 seconds followed by a thorough rinsing with clean water at designated handwashing facilities.  Everyone should pay particular attention to the areas underneath the fingernails and between the fingers. 

4.  Food Safety Controls:  (In this area, address Findings and recommendations on time and temperature, cross contamination, and effective sanitizing).  For example:

a. Installation Preventive Medicine conducted comprehensive food service inspections in the dining facility on 24 Jan, 29 Feb, and 22 Mar.  Additionally, the Brigade Food Service Technician conducted a quarterly comprehensive food service inspection on 5 Mar as required by DA PAM 30-22, paragraph 3-8.  All inspections were rated satisfactory. 

    b.  Pots and pans area

         (1) Findings: Dining Facility Attendant (DFA) and cook personnel are not using test strips to check the chemical concentration of the sanitizing water of the three-compartment sink and the sanitizing solution used in the kitchen.  
         (2) Recommendations:  Food Operation Sergeant should purchase the chemical test strips as soon as possible with the dining facility impact credit card.  These test strips are available at Jon Restaurant Supply, item #42.

    c.  Food risk management

         (1) Findings: The dining facility food risk management program needs additional emphasis.              

         (2) Recommendation:  The food risk management program should address time and temperature controls for potentially hazardous foods.  Specifically, the cooks are not taking temperatures and utilizing the temperature logs prescribed in DA PAM 30-22.  The Food Operation Sergeant has scheduled a food risk management training class for all food service personnel on 5 Apr.     

5.  Personnel:  (In this area, address Findings and recommendations on contract employees, supervised on-the-job training (OJT), education, and incentive awards).  For example:

    a.  The following individuals will be recognized for their outstanding performance during the 2nd Quarter at the next brigade recognition ceremony on 21 Apr:

Brigade Cook of the Quarter Winner
PFC Jones 		3rd Battalion		Bde COA

CIP Evaluations (Commendable Score)
SSG Hooper	2nd Battalion		Bde COA
SGT Holms	2nd Battalion		Bde COA
PFC Leaver					2nd Battalion		Bde COA

Dining Facility Attendant Recognition
Ms. Carla Jones (20 years service)		SFI Services		Bde COA

    b.  The dining facility has an effective OJT program.  Food service sustainment training classes scheduled for the 3rd Quarter include:  

	Date		Topic						      Location
	5 April		Risk Management Training			Dining Facility
	10 May	Operating and Licensing on the MBU	Brigade Motor Pool	
	15 June	Nutrition Refresher Training			Dining Facility

6.  Equipment: (In this area, address Findings and recommendations on operator knowledge of equipment in garrison and field, adequacy of the food service equipment-training program by the facilities engineers, calibration, work order equipment log, and maintenance).  For example: 

a. Three compartment sink booster heater

(1) Findings: The booster heater on the three-compartment sink broke on 15 Feb.  When it is functional, the booster heater heats the sanitizing water to 171 degrees or above, which is required for proper sanitizing of pans/utensils.  In the interim, the DFAs have been using chemical sanitizing methods.  A work order was called in, and on 16 Feb, the engineers coded the heater as “H” (must be replaced).  A review of the dining facility equipment maintenance request register indicated that 10 work orders have been called in on this heater in the last 4 months.  

(2) Recommendations: A replacement heater will cost $652.89.  Brigade Food Service has requested a replacement heater through the Food Program Manager.  

b. Desktop copier

(1) Findings: The Food Operation Sergeant has expressed a need to have a small desktop copier for the dining facility.  There is a large amount of paperwork to conduct day-to-day activities in a dining facility.

(2) Recommendation: a copy machine would greatly increase the efficiency of the dining facility.

    c. Brigade Food Service conducted three CIP evaluations of unit field kitchen equipment during the 2nd Quarter.  The evaluation reports with Findings were provided and briefed to the respective Battalion Commanders and unit Food Operations Sergeants.  The results of the CIP evaluations are as follows:

Unit	METL Rating		Evaluation Score
1st Battalion	Trained 		Satisfactory
2nd Battalion	Trained		Commendable
3rd Battalion	Trained		Satisfactory

    d.  Annual and life-cycle equipment replacement schedules are current in AFMIS and will be included in the annual budget.

7.  Facilities:  (In this area, address Findings and recommendations on energy conservation, environmental issues, safety, fire evacuation plans, and grounds).  For example:

     Carpet behind serving lines

          a. Findings:  The carpet on the walls behind both serving lines is a sanitation hazard.  Public Health Command identified the carpet as being a harborage for cockroaches because the carpet is old (separating in places from the wall) and has been saturated with cooking grease over the years.  
     
          b. Recommendation: A work request was submitted to DPW for an estimate to remove the carpet.  The DOL will fund this project.  The Food Program Manager will coordinate with DPW and the Brigade Food Technician for removal dates.  



8.  Resource Management:  (In this area, address Findings and recommendations on contract related issues, external support, and resource shortages).  For example:

a. Automated Headcount 

(1) Findings: The Automated Headcount at Point-of-Sale (POS) locations in the DFAC is processing CAC customers slower than anticipated, which is causing a delay at the DFAC entrance.  

(2) Recommendations: The FPMO is working with SEC-LEE to identify the problem and update the software.  The Food Operations Sergeant should inform customers that the problem is being addressed, and should keep the FPMO informed of any changes occurring at the POS. DFAC headcounters should visually inspect customers’ CACs for obvious damage that could be impacting the readability of the CAC chip.  Headcounters should advise customers with damaged or inoperable CACs to have their CAC checked or replaced.   

b. Grab-n-Go consumables

(1) Findings: The installation Food Program Management Office (FPMO) will no longer 
provide consumable items to support Grab-n-Go feeding (to go plates, cups, flatware, etc).    
     
           (2) Recommendations: Purchase consumable supplies to support Grab-n-Go feeding from GSA on a regular basis using a Government Purchase Card.  Appoint an individual to account for the supplies and to track usage to ensure par-level stocking, and to avoid pilferage and loss.  Include consumable supply purchasing projections in budget submissions.        
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