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There are so many reasons for staff to feel overloaded these 
days. There are the demands of regulatory compliance. 
Administrative tasks are on the rise. And business processes 
and technical systems are growing more complex every year. 
On top of this, many school foodservice operations are facing 
higher labor costs, which often leads to staffing cuts. But there 
may be a constructive way to deal with these challenges. It’s 
called work simplification. 

What Is Work Simplification? 

Work simplification is the organized application of 
common sense to eliminate waste of any kind, such as 
time, energy, space and imagination through simpler or 
better ways of doing work.1

Work simplification means finding ways to work smarter, 
not harder. In this way, you can increase staff efficiency and 
maintain a high-quality operation. When you simplify a work 
process, people perform tasks more efficiently, conserve time 
and energy, reduce labor, and increase productivity.

Simplifying Foodservice 
Although preparation methods have changed a lot in recent 
years, some schools are still using the same production 
approach they did 30 or 40 years ago. But that was when 
schools were making almost everything from scratch. Nowa-
days, many operations rely more on convenience products, 
which do not require the same techniques.

Schools that use more processed foods have not always 
adjusted their labor hours proportionately. So it takes them 
almost the same amount of time to heat spaghetti sauce as it 
did to make spaghetti sauce from scratch. 

There are seven basic steps in the work simplification process:  

1.  List jobs and tasks that would benefit from being simplified.
2.  Prioritize these tasks in order of importance, and their 

potential for productivity gains. Tasks that affect the greatest 
number of people, or that people have to do every day, 
should be at the top of the list. 

3.  Look at the list, and decide on which task to start with. 
4.  List the tasks involved in this specific job. Do a time and 

motion study to be really accurate.
5.  Analyze each step the staff must take to complete the task. 

Review, question and challenge every detail.
6. Eliminate unnecessary steps, combine or add new ones, 

and establish a new approach to the old task.

7.  Train staff in the new method, then implement it  
throughout your operation.

The Role of Organizing
Use motion economy wherever you can in each of the three 
essential phases of work: preparation, execution, and clean up. 
Don’t assume that staff know the easiest, simplest, fastest and 
safest ways to perform a task. Be prepared to provide training 
where necessary. Some efficiency measures might include:

1.  Have staff sort all the ingredients and equipment they need 
for a task, then gather it onto a cart all at one time. 

2.  Set up workstations in order of assembly. 
3.  Consolidate tasks, such as shredding cheese, so they are 

completed at one time for the whole week. 
4.  Have workstations equipped with all the utensils people 

need. Running back and forth to the storeroom is great for 
getting exercise, but it isn’t very efficient. 

5.  Look at your cycle menus and production sheets to find 
ways to simplify them the next time.

Each year, the international consulting firm, Deloitte, surveys 
and interviews over 3,300 global businesses to discover trends 
that are affecting them. In 2014, they found the most important 
issue on people’s minds was “the overwhelmed employee.” In 
2015, Deloitte learned that more than 50 percent of the firms 
surveyed are already trying to do something about this.2

So now it is your turn. Take a serious look at your work 
processes. Where is productivity down? Where is time being 
wasted? Where can you save money and energy? Once you 
know the answers to questions like these, you can begin your 
own work simplification process, and see how your operation, 
your staff, your costs and your bottom line will improve. 
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