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1. The approach we took

As in all local authorities, in Luton, there is an urgent need to support the DfES directive of tasks no longer done by teachers. Already in many Luton schools, the catering services has put into place additional administration staff to collect dinner money. A review of our methods of money collection for streamlined efficiency is required and we need to investigate ways to improve take up of free school meals.

Our key principles for money collection from the onset are:

· School administration has no responsibility for dinner money

· Money is deposited into a central bank account

· Any e-payments for school meals should be part of the overall plan of e-payments for the Borough

· Any payment system must link to existing and future cashless catering systems

From our ‘As is’ map, clearly processes to collect dinner money in Luton need review. We believe that we have made big strides to address new legislation and directives but now is the time to rationalise these and review all processes. By being invited to become an e-pay demonstrator has allowed us to do this. We see this project as the beginning of a comprehensive and searching process to map existing practice and seek effective work patterns for the future in school catering.

The ‘National Agreement on school workforce reform – ‘Raising Standards and Tackling Workload’’ which took effect from September 2003 has clearly become a most influential ruling. This has had to have a marked effect on ways school dinner money is collected. The government, teachers and their unions agreed a series of measures to reduce teacher workload. Task 1 on this list was ‘Collecting Money’. Within a few months, processes had to be deployed in schools to meet the new requirements, forcing the Authority to implement new processes of money collection within an existing framework.

It needs to be remembered that children are at the centre of this money collection process and their welfare and safety is paramount.

Implementation of e-payments for school meals sits very well with our new initiative of Cashless Catering systems in schools. Hopefully, Lealands is the first of a future programme to install cashless systems in Luton schools. However we are able to offer e-payments for school meals in all schools. Lealands was targeted as our first cashless school because the very low take-up of school meals – only 19% of the pupil population.

Our long-term objective is to remove money handling in schools completely. We aim to see the introduction of e-mails to parents with weekly reports about children’s purchases and information relating to the provision of the meals service. 

The most important and ongoing aim for Luton school catering service is to offer the very best quality school meal service to the young citizens of Luton. Initiatives to encourage healthy eating and to help children develop sensible eating patterns can only be helped more by easier methods of payment for parents. The review and mapping processes is ongoing.

Key reasons to have a continued review process for school meals’ payments:

· Reduce time spent by administration staff on collection of monies

· Streamline efficiency for methods of money collection

· Improved cash flow

· Reduced overheads

· Increase in number of children taking up school meals

· More pupils encouraged to stay at school

· Free meal stigma removed

· Reduce teachers workload

· Future development such as school trips etc.

· Parent know the school meal money is all spent for school meals only

· Reduce the risk of fraud

· Remove the need for cash to come in schools

2. The AS IS process (the baseline)

2.1 AS IS process map
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Description of the AS IS process

The Luton demonstrator school Lealands has Cunninghams Impact Cashless Catering. This is an account-based system, which sees parents send money to school with their sons or daughters as cash or cheques. This is credited to the pupils’ accounts and as items are bought, money is debited from the account. Below is a step-by-step description explaining the processes that existed before introduction of e-payments and describes the map above

1. Pupil takes cash and/or cheque to school

2. Cash is put into a Reval Machine. A PIN number identifies the account. Money is credited immediately to the account

3. Cheques are handed to kitchen staff who manually credit the pupil’s account

4. Pupils select their meal in the cafeteria and the cost of the food is debited from their account

5. Kitchen staff empty cash from Reval machine, count and reconcile against back office report

6. Cash and cheques are reconciled

7. Money is taken to school office safe

8. Money collected by security company and taken to LAs cash office

9. Money checked and reconciled

10. Money taken to bank and credited to LA catering account

11. If cheque is found invalid for any reason, cheque is returned to school for action.

3. The TO BE process (e-payments)

3.1 TO BE process map
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Description of the TO BE process

Once fully operational, parents at the Luton demonstrator school – Lealands, have the means to credit money directly into their child’s account

Below is a step-by-step description of this processes and describes the map above

1. Parent receives an email to say account is low

2. Parent logs into ParentPay

3. Parent makes a payment with credit or debit card

4. Payment is validated in real time

5. Money is transferred to LA Catering account

6. Pupils take a school meal and total is debited from their account
Key distinction between the AS IS and TO BE processes

	Distinction
	Benefit
	Value added

	Pupils carry no money for school dinners
	Remove money related bullying

Parent can be sure money is used to buy school meals
	Promotes DfES directives and initiatives:

Every Child Matters

LEA policies to reduce bullying

	Kitchen staff have no responsibility for dinner money
	Reduction in administration tasks

Added security for money
	Replacement kitchen staff easier

Reconciliation and reports now electronic

Central catering service may share data

	Parents can pay with credit or debit card on the Internet - 24/7
	No need to find cash, write cheques, convenience of when to pay, credit option
	Promotes other local authority online services

	No cash/cheque collection needed
	Financial saving
	School office out of dinner money loop

	Money credited directly into Luton Catering bank
	Money arrives within 3 days of transaction
	Additional electronic reports for reconciliation

	Electronic refunds
	Easier, quicker
	Money returned to payer

	
	
	


Implementation timetable
· September 2005
all schools in borough have access e-payment portal

· September 2006
all primary schools cashless with e-payments
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