Embracing the Senior Palate: A Diversity Project
Developing a Methodology to Better Serve a Diverse Senior Palate

Meals-on-Wheels Greater San Diego, Inc.
2254 San Diego Avenue #200
San Diego, CA 92110
P: 619-260-6110
F: 619-260-6373
www.meals-on-wheels.org

FORWARD
To Other Meals On Wheels Organizations

We are grateful to Meals On Wheels Association of America and Walmart for the
“Building the Future Vision” grant we received in August, 2011. Through it, we have the
opportunity to share our experience and methodology for creating diverse healthy menu
options specially formulated for seniors. We hope that you will find this document useful
or, at the very least, food for thought to help address the nutritional wants and needs of
your clients now and into the future.
We welcome your questions about and experiences using, our approach.
Please contact:

Luanne Hinkle
Development Director
Meals-on-Wheels Greater San Diego
2254 San Diego Avenue #200
San Diego, CA 92110
P: 619-278-4005
F: 619-260-6373
lhinkle@meals-on-wheels.org

We are Meals on Wheels, so no senior goes hungry.
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EXECUTIVE SUMMARY
About Meals-on-Wheels Greater San Diego
Meals-on-Wheels Greater San Diego, Inc., is a local 501(c)(3) non-profit founded in
1960 and incorporated in 1970. Our mission is to support the well-being and
independence of seniors. Meals-on-Wheels has been home delivering meals to
homebound seniors in San Diego County for over 52 years. We strive to keep seniors
independent by providing home delivered meals for those who cannot go shopping or
prepare meals for themselves. In many cases, the availability of this service enables
seniors to avoid seeking institutional alternatives. Meals-on-Wheels’ 2,200 volunteers
currently deliver approximately 400,000 meals to 2,300 seniors throughout San Diego
county. Client and volunteer recruitment, meal routes and deliveries are managed
through our four Service Centers, one located in each major area of the County—North
County, East County, South County and Metro. We have 96 routes serving more than
48 communities, including San Diego County’s rural back country.
The average age of our client population is 82 and 47% are 85 and older. Eighty-four
percent are low-to-moderate income and 60% are women. Currently, 79% are
Caucasian. However, we are in the process of conducting greater outreach to Hispanic
and other ethnicities in the San Diego area and expect to be serving a more diverse
population within the next two-three years.
Meals are prepared and individually packaged at our Meal Center, centrally located on
India Street, near downtown San Diego, CA. Meals are then delivered by our service
vans to 19 drop-off sites throughout the County. Volunteers pick up the meals at the
drop off sites and deliver them to clients on our 96 routes throughout the County. Until
recently, our Meal Center prepared only lunches and other cold foods, dinners were
procured to our specifications by a food vendor, delivered frozen and reheated or
delivered to clients frozen based upon their request. As a result of recent grants, Mealson-Wheels Greater San Diego is in process of remodeling our Meal Center to include a
complete commercial kitchen, providing us the capacity to prepare 90% of food for
meals in-house, allowing for more flexibility in meal options, as well as allowing us to
better manage costs.
Meals are guaranteed to be dropped off to the client between 10:45 and 1:30, six days a
week. Sunday's meals are delivered to the client on Saturday, along with Saturday's
meals. We offer delivery of up to two meals a day, including lunch and dinner, and offer
an option for either lunch or dinner, as preferred by the client. Every meal includes a
beverage. All dinners are prepared to be consumed as hot meals. There are four
healthy meal selections: low sodium/low fat, diabetic friendly, easy chew, and healthy
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choice (for those who have no restrictions). Menus include a number of different meal
and beverage offerings assuring that clients have variety and choice. Clients also have
substitution options should they not like a particular meal offering.
Meals-on-Wheels Greater San Diego’s volunteers provide essential contact, as well as
deliver meals. Volunteers and staff are trained to monitor the physical and psychological
well-being of senior clients. Daily visits by volunteers provide a safety net, particularly
for those seniors living alone. While delivering meals, if a client does not respond to the
doorbell, or is in obvious need of help, the volunteer immediately acts to deliver the
appropriate assistance—calling 911 and/or contacting the Service Center for
assistance. Many times, this daily safety check by volunteers has saved a senior’s life
that has fallen, had a stroke, or another emergency.
About the Meals On Wheels Association of America (MOWAA)-Walmart
Foundation Building the Future Vision Grant
The purpose of the Building the Future Vision grant (Vision Grant) was “…to help
MOWAA Member programs expand their nutrition and meal services now and into the
future, as the senior population increases, its ethnic and racial composition changes,
and the demand for services grows and changes as the need and preferences of
seniors evolve.”
Meals-on-Wheels Greater San Diego proposed “Embracing the Senior Palate”—a
project that would address two issues at one time: the need to develop a methodology
that would help us, as an organization, respond more quickly and effectively to the
changing needs and tastes of a rapidly changing client demographics, as well as to
respond to an immediate need by developing a Healthy Latin menu that could be
implemented during the year following the grant timeframe.
The Project
Meals-on-Wheels Greater San Diego has devoted over 52 years to supporting the
independence and well-being of seniors throughout San Diego County. Like any good
service-oriented business, we must have vision and a cohesive plan to anticipate what
our senior population will want, need and deserve going forward.
The need to serve more seniors is, unfortunately, all too easy to define. With more than
131,000 seniors at risk of going hungry in San Diego County, one can only shudder to
think about how the Baby Boomer swell will impact these numbers. With the senior
population being the largest, healthiest and most long-lived aging population to date, the
need to help keep seniors in their homes longer will be a contributing consideration as
well. And, by 2013, for the first time in history, the largest age segment in the population
will be seniors, representing 1 in 5 U.S. residents.
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We can easily define the need. It will be immense. But, what will this largest
demographic want as far as nutritious home-delivered food in the future? The “meat and
potatoes” generation is dwindling. Tomorrow’s seniors will be requiring more diversity in
their meal offerings. Certainly, we provide low sodium, low fat and diabetic-friendly
menus now, but how will we be prepared to handle the emerging requests for organic,
vegetarian, or gluten-free menus? And what about diversity in flavors and ethnic
influences? If food doesn’t appeal to the individualized palate, seniors simply will not
consume it and will not receive the nutrition that is so necessary to maintain health, fight
off disease or recover from major trauma such as surgery1. How we are able to respond
more effectively (and efficiently) to the changing nutrition needs and tastes of an
increasingly diverse senior population is the vision we must embrace.
And yet, new menu options are not simple to create for an organization that already
serves 400,000 meals a year! New menu options must fit into an overall meal
preparation and packaging operation where often staff workloads and space are already
at maximum capacity.
Recipes must be created that follow senior-related food intake guidelines. Nutritional
values must be defined and balanced for all meals served, as many seniors receive all
their meals from Meals-on-Wheels. Since more than one diverse menu option was
anticipated to be needed in the future, we knew we must develop a rapid and effective
process to easily “plug and play” what our market research would demand.
But how would we do this with a skeleton staff and no additional menu development
budget? We knew we’d have to be creative.
Enter Walmart and MOWAA. They were offering a grant for Meals on Wheels
organizations to develop innovative and forward-thinking ideas that would help to
prepare Meals on Wheels programs for the future. BINGO! Certainly the methodology
we were looking to develop and apply in San Diego could help a myriad of Meals on
Wheels throughout the Country. We applied for the “Building the Future Vision” grant
and were awarded $50,000. Additionally, we reached out to one of our food vendors
who pitched in a 10% match and we were off and running.
After doing our homework and market research, we identified the fastest growing senior
demographic in San Diego County as Hispanic and Latino in origin. And yet, our client
demographics did not match. Clearly, San Diego’s first diverse new menu development
option needed to serve this demographic.
With a part-time dietitian and a college internship program already working on current
menu nutritionals and labeling, we knew we would need to pull in partners, not only to
1

Rauscher, Chris MD, Malnutrition Among the Elderly, Canadian Family Physician Vol 39 June 1993
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help us develop our Healthy Latin Cuisine Menu option, but to help us expand into the
community in a culturally competent way. And, we had to work with the limitations set
before us. Not having a commercial kitchen or any stove tops limited the creation of new
recipes to cold lunch entrees. We hired a part-time bi-lingual English/Spanish Outreach
Coordinator to help create more brand awareness among the Hispanic population and
to manage all aspects of creating and capturing the methodology to be shared with
others.
Again, our creative juices flowing, we reached out to Chef Isabel Cruz and Chef Norma
Martinez. Both are renowned San Diego chefs known for Latin fusion food and using
regional spices from Mexico, as well as Central and South America. Both well-known
and talented chefs were delighted to help us create new recipes for our clientele.
Additionally, San Diego Mesa College, home to Nutrition and Culinary Arts Programs,
also joined forces to analyze all the recipes, as well as help create and test the meals.
Working hand in hand, 49 healthy, senior-friendly recipes were created, analyzed,
prepared and tested. Keeping in mind low sodium, low fat and senior calorie
requirements, the following recipes were created:
Salsa Roja Marinated Chicken, Shredded Chicken, Tlalpeno Chicken, Avocado Dressing, Black
Bean Puree, Chicken Tostadas, Cilantro Pesto, Chicken Torta, Chicken Bowl, Cilantro Pesto
Pasta Salad, Cilantro Rice, Chicken Bowl, Chicken Torta, Salsa Tomatillo, Tuna Mix, Tuna
Wrap, Tunacakes, Mexican Slaw, Open Tuna Burger, Black Beans, Tuna Tostada, Tuna with
Chipotle-Corn Salsa, Tuna Cakes and Olive Salsa Fresca, Oven-Roasted Vegetable Salad with
Sofrito Vinaigrette, Jicama, Cucumber and Radish Salad with Lemon Vinaigrette, Spanish
Potato Salad, Blue Cheese and Walnut Salad with Cumin Vinaigrette, Gazpacho, Cumin Panko
Chicken, Flank Steak with Sweet Potatoes, Cherry Tomatoes and Green Onions, Chipotle
Marinated Grilled Rib Eye, Quinoa with Green Olives and Red Onions, Chipotle-Corn Salad,
Chipotle-Corn Salsa Side Dish, Marinade, Balsamic Dressing, Orange-Oregano Dressing,
Guava Sauce, Lemon Vinaigrette, Soy Joy Sauce, Cilantro–Lime Sauce, Red Bell Pepper
Sofrito, Sofrito Vinaigrette, and Cumin Vinaigrette.

The impact the Vision grant had on Meals-on-Wheels Greater San Diego has been
profound. We quickly realized we had to move forward faster than we had originally
planned to make this methodology a reality. Receiving the Vision grant was the impetus
for us to apply to the Gary and Mary West Foundation for a grant to help us build out
our Meal Center with a full commercial kitchen. This would allow us to prepare 90% of
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all our meals in-house and to the healthiest standards for our deserving seniors. We
were awarded $150,000 and broke ground on this renovation on June 12th, 2012.
Although we are looking for approximately $50,000 to complete some of the equipment
needs, by the end of 2012, we expect to be able to start producing the new Healthy
Latin recipes in-house. Also, a grant we received from LPL Financial to cover nutritional
software license seats, a part-time dietitian and overhead, will soon come to an end.
This program, which sponsors University students studying geriatric nutrition, provides
nutrition/dietitian interns a unique opportunity to work with geriatric nutrition in a setting
where seniors are aging in place at home and not either institutionalized or severely ill.
Our next vision on the immediate horizon is to find partners to help us continue
developing additional menu options, while continuing to host our unique universityaccredited internship program. The video we created as a requirement of this grant is
positioned to use as an outreach tool to help us acquire further funding to carry on these
programs. Additionally, this video is available in both English and Spanish.
We are proud of our work here in San Diego County. and the fact that others throughout
the nation have the opportunity to use this methodology to help seniors in their
communities where their new menu options may be healthy Asian food, or vegan, or
diets for specialized health problems, is icing on the cake. The following sections outline
the methodology we used to develop the first of our diversity menus in a very short
period of time.

Important Note: We realize that there is a great deal of discussion about the use of the
terms “Hispanic” vs. “Latino”. Although both are correct, we found that some individuals
consider themselves Hispanic while others speak of themselves as Latinos. For the
purposes of our project and this document, we made the decision to use the word
Hispanic referring to the population at large and the food items, while the menu option is
referred to as Latin to encompass a broad scope of flavors and influences . The
following is a link to an interesting article debating this issue.
http://internmatters.wordpress.com/2010/02/12/which-term-is-appropriate-hispanic-orlatino/. http://topics.blogs.nytimes.com/2009/06/09/hispanic-latino-or-what/ .
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PROJECT DIVERSITY – THE METHODOLOGY

The purpose of this document is to provide a methodology for developing and
implementing new, diverse menu options that may be relevant to Meals on Wheels
agencies nationwide. The overarching goal is to enhance the quality and increase the
variety of menu offerings to meet the current and future needs of an ever-growing,
ethnically diverse and preference-driven senior population.
This model will help you define a needs-based pilot menu development program and
outlines the step by step process needed to create new, diverse menu offerings,
supported by market research and demographics. Additionally, considerations as to
how to promote, raise awareness and build brand recognition are also included.
This project had four distinct Phases. Though each Phase has its own objectives and
tasks, you will note that there is considerable overlap in these activities throughout the
process. The Vision Grant was awarded to develop the project through Phase 3 as well
as put in place the tools to accomplish the promotional aspects of Phase 4.

PHASE 1
RESEARCH &
DISCOVER

PHASE 2
DEFINE

PHASE 3
DEVELOP & ACQUIRE

PHASE 4
DEPLOY PROGRAM, PROMOTE & EVALUATE
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PROJECT ACTIVITIES AND METHODOLOGY
We have organized the following sections by each Phase of the Project. For each
Phase, we describe what activities Meals-on-Wheels Greater San Diego undertook to
create the new methodology and Healthy Latin Cuisine Menu. These pages are
bordered in Red. We follow our description of our activities with the methodology we
created—these pages are bordered in Blue. In this way, you can connect our activities
and lessons learned with the methodology, Phase by Phase.
You will find a copy of just the Methodology (sections with a blue border) in Appendix V.

Embracing the Senior Palate: A Diversity Project and Methodology
Meals-on-Wheels Greater San Diego, Inc. July 2012

7

PHASE 1: RESEARCH & DISCOVERY
A. Brainstorming the Need
In the Research & Discovery phase, one should explore and define what needs for
diverse menu offerings exist in the community by conducting interviews and reviewing
community statistics and demographics.
We first made a list of menu requests we heard clients ask for in the past (Note: we
already have low fat/low sodium, diabetic-friendly and easy to chew menu options).
Some of the options we reviewed were: Organic, Vegetarian, Gluten-Free, Asian Food,
Renal Diets, as well as concept-offerings such as Farm-to-Table and Ocean-to-Table
menus.
The following identifies the process of how we went about validating and defining our
most pressing need.
B. Validating the Need
Our next step was to research our current experience with our clients. We interviewed
our Service Centers and reviewed cancelation reports and clients by ethnicity.
Some facts jumped out while reviewing these figures. Out of the total number of
Hispanic clients who sought our services, many decided not to receive meals or quickly
cancelled their food delivery due to our limited menu options. With this information, our
overriding conjecture was that Hispanic seniors wanted a menu that suited their palate.
Consequently, we reviewed the census figures to determine the overall potential need in
the community.
C. Research by County
We knew that San Diego County’s Hispanic population had been growing dramatically
over the years. However, we needed to determine exactly what level of growth there
had been, as well as to determine how this growth was reflected in the senior
population. San Diego County maintains excellent County-wide demographics down to
the zip code level, making it easy to determine not only what the exact growth in the
Hispanic population had been, but where the largest increases had taken place
geographically. We found, according to the latest U.S. Census, there was a 32%
increase in San Diego County’s Hispanic population from the last census—and that
Hispanics now represent 32% of San Diego County’s total population. There are
thirteen municipalities in San Diego County where the population is more than 35%
Hispanic. Numerically, the Hispanic population grew from 750,965 in 2000 to 991,348 in
2010, and the average number of Hispanics age 65 and over is approximately 11.4% or
more than 113,000 Hispanic seniors.
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D. Compare to Current Seniors Served
We are currently serving 157 seniors who identify themselves as Hispanic, however,
they represent only 7% of the seniors we serve—there is a clear discrepancy as
compared to the overall population.
It became clear to Meals-on-Wheels Greater San Diego that if we were going to serve
the Hispanic community, we needed to create a Healthy Latin Cuisine menu.

E. Determine Brand Awareness and Penetration
As Meals-on-Wheels Greater San Diego researched the need for the Healthy Latin
Cuisine menu, we also found, through conducting interviews in the community and with
our Hispanic-oriented organizations, that many Hispanic seniors were unaware of
Meals-on-Wheels Greater San Diego’s services. We quickly determined there was a
need for us to conduct more community outreach and create greater brand awareness
among San Diego County’s Hispanic population. A factor to also consider was cultural
influences that affect the acceptance of someone helping to care for an elderly person
no longer able to shop or cook for themselves.
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F. Results for Meals-on-Wheels Greater San Diego
The Research and Discovery Phase resulted in the following key findings:






We need to increase the number of Hispanic seniors served
We need to develop a menu of Healthy Latin Cuisine meals to respond to the
tastes of Hispanic seniors
We need to conduct greater outreach in the Hispanic community
We need to create greater brand awareness in the Hispanic community
We need to develop beneficial relationships with the Hispanic community through
connections with various Hispanic organizations, other organizations that serve
Hispanic seniors, as well as the Hispanic business community at large.
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PHASE 1- RESEARCH & DISCOVERY
Overview- Defining the Possible Need











Define why there might be a need for a new menu in your agency. The need might
be due to different factors. Some of the main factors to look for are demographics,
health related (diabetes, cholesterol, high blood pressure, gluten free, etc.) or food
preference (vegan, vegetarian, pescetarian, etc.)
If the need is based on demographics: review census reports and county/city data,
local media coverage, emerging nationwide trends, survey existing clients, local
seniors (non-clients) and local regional planning agencies. There might be local
agencies that specialize in conducting surveys of particular demographic populations
that could assist you with your research. You can also find demographic information
on the Bureau of Labor Statistics website (www.bls.gov/cps).
If the need is based on health/dietary needs: review nationwide and local health
statistics, attend local health information classes, and partner with local
clinics/medical centers. You can find additional information on Department of Health
and Human Services Administration on Aging website (aoa.gov).
If the need is based on food preferences: review local information on food
preference. Be mindful of the number of new clubs/networks/ stores that serve that
particular food preference. Research and attend food preference groups/networks,
health groups, specialty food stores to further define the need. Possible sites for
information gathering are: The Vegetarian Resource Group (vrg.org); Vegan Society
(vegansociety.com), U.S. Department of Agriculture (USDA.gov), and websites such
as vegetariantimes.com, www.oao.gov, veganstorelocator.com,
exploreveg.org/resources, vegetariannutrition.net, and clubveg.org. For gluten
information gluten.net. For additional information on food allergies or special food
sensitivities go to livingwithout.com.
Be aware of any emerging groups within your community that may have food-related
or age-related preferences.
The need(s) you discover may likely be defined immediately, however, conduct
research to better understand, fine-tune and validate the need. Document all
resources used to survey the need. If no need was clearly identified, then chart the
emerging data in order from greatest to least demand.
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Overview- Defining Resources and Personnel Needs (continued)




Once research is complete, identify which resources, including funding, are needed
for this project. Also note if additional staff will be needed. If additional staff and/or
volunteers is needed, hire the staff, or recruit qualified volunteers, as soon as
possible. The new staff will need 2-3 weeks to become familiar with your Meals on
Wheels operations and understand the project. Upon hiring/recruiting, the project
team should meet with a representative of each department (service center, meal
center, etc.) to discuss the project and to start compiling information.
If you are targeting a demographic group, you should be mindful of language and
cultural differences. You may also need to hire a translator. When hiring, especially if
you are reaching out to a demographic group, we recommend someone who has
worked with that population and understands cultural differences. Most certainly a
preference would be someone who is culturally able to reach out and engage the
target demographic as well.

Note: Don’t feel discouraged if your agency cannot hire anyone during this initial phase.
Find local organizations that currently serve the desired population or group, explain
your project, and ask them to volunteer. You will find that many people are willing to
donate their time. If the budget does not allow for a translator and language is a
consideration, then find a group of 2-3 qualified volunteers who are willing to assist with
translation. The key is to have at least two people review the documents to minimize
errors. A university that offers language courses will usually be willing to help. If a
language other than English is involved, a translator should be hired or recruited before
the Define Phase begins as it is important to start outreach at the beginning of the
project.
Overview- Organization


It is essential to create templates to assist with tracking and organizing the
information. Organization will be key for the success of the project. We recommend
you have someone in charge of compiling the data and have a central place where
all data is kept, such as a local share drive on your computer network, so that the
project data and information is readily accessible. Please see Appendix I: Sample
Tracking Sheet



Due to the complexity of this project, it is recommended that you create a way to
organize and track ongoing expenses against the budget, marketing material,
contact information and the like.
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Deliverables in this Phase









Identify 1 new menu-concentrated option to fulfill a need not currently offered, as
identified by findings
Obtain buy-in from your teams : Managers/Staff/Directors/Board
Meet with fellow Staff and Board members to acquire feedback and begin feasibility
study
Select program manager and team for project
Determine if you need additional staff
Create a tentative budget. Find possible partners/grants to assist in funding the
project
Set tentative roles and responsibilities with all members involved in project
Set “big picture” deadlines (i.e. the completion of the project, translation of
documents/marketing material, etc.) The project manager will need to work the
deadlines backwards to ensure that goals will be met and broken down to be worked
on as needed.

Overarching Objective


Identify new menu options to fulfill a need not currently offered as identified by
findings.

Timeframe
4 Weeks
Cost/Staff Requirements


Use existing staff. Select team and project manager. The research should be done
by an existing staff person who is willing to do the research and let the data reveal
the answers. Determine if additional staff is needed.
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PHASE 2: DEFINE
This phase of the project is where one defines the strategy for moving forward based on
the research and conjectures discovered in Phase 1. The goal is to understand the
current starting point as well as the associated variables that may contribute to or
interfere with success in reaching your desired end-result.
A. Interview departments, benchmark where you are today, and define who
needs to be on the Implementation Team going forward
It was clear from the research and discovery phase that we needed to have a bi-lingual
English/Spanish Outreach and Project Coordinator who would both implement the grant
requirements and conduct outreach to the San Diego County Hispanic community. We
also determined there was a need for an English/Spanish Translator translation of all
marketing materials, including our website, into Spanish.
Once the Outreach Coordinator/Project manager was hired, the grant team, which
consisted of the Director of Development, a Development Grant Manager, and oversight
from the President & CEO, finalized the detailed project plan and timeframe (our budget
had been detailed as part of the grant application). We started with the end result we
wanted to achieve and then worked our way back to the beginning to establish an
accurate timeline of tasks and benchmarks.
Weekly team meetings were arranged to review updates, discuss issues and develop
solutions. The Outreach Specialist created document templates to assist with
organization of project, which were updated on a regular basis. See Appendix II:
Sample of Timeline
The Outreach Specialist met with each Meals-on-Wheels Greater San Diego operations
department to fully understand the implications of a new menu development cycle.
These meetings helped establish our current operations baseline, as well as to
familiarize the various departments with the project and allow them to share their ideas
and/or concerns.
Meeting One Concentration: Service Center Managers – Due to the fact that we serve
all of San Diego County, our service areas are divided into four distinct geographic
areas. Each area has a Service Center with a Service Center Manager who is in charge
of client acquisition and retention, volunteers and staff, and meal delivery for that area.
With them, we discussed what possible operational issues or changes might result from
the introduction of a new menu option, as well as where we should be focusing our
outreach efforts.
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Meeting Two Concentration: The second meeting was with our nutrition team. Mealson-Wheels Greater San Diego has a part-time registered dietitian and 2-4 Bachelor’s
level nutrition interns participating in our Meals-on-Wheels University. These students
have the unique opportunity to study geriatric nutrition in an environment where seniors
are in a home-based setting and not institutionalized or severely ill.
Through our interviews, we found that the nutrition team had been working on adding
more traditional food selections to our current menu, as well as undertaking the huge
job of labeling all current lunch components with nutritional values.
Obstacle number one: due to their workload, the nutrition team could not develop new
recipes
The current team could: Analyze the nutritional values via a software program,
Nutritionist Pro, after recipes were created. Once the recipes had been analyzed, they
could suggest modifications to fit the overall menu mix and balance sodium intake, fat
intake, etc. After the recipes were created and tested for taste, recipes could then go
back to the nutrition team to scale up the recipe and print out labels.
Solution: Although, Meals-on-Wheels Greater San Diego currently has a nutrition team,
we concluded that in order for us to design the new Healthy Latin Cuisine, we would
reach out to culinary/nutrition schools. It was important for Meals-on-Wheels Greater
San Diego that this model be easily replicated by other Meals on Wheels agencies that
might not have a nutrition team. Creating community partnerships would address this
concern.
Meeting Three Concentration: The Meal Center team would eventually be preparing
our new Healthy Latin Cuisine. Our Meal Center currently prepares all of the cold
lunches in-house while our hot dinners are premade by Langlois Fancy Frozen Foods,
Inc., to our specifications. We learned that our current vendors could supply all the
ingredients needed when we were ready to prepare the new menus for testing. Due to
the fact that our current kitchen could only handle cold lunch preparation and uses retherme ovens to heat frozen meals, we identified that our first step in developing a
Healthy Latin Cuisine menu should be to develop cold lunch items.
NOTE: The impact receiving the Vision grant has had on Meals-on-Wheels Greater San
Diego has been profound. We quickly realized we had to move forward faster than we
had originally planned to turn this methodology into a reality. Receiving the Vision grant
was the impetus for us to apply to the Gary and Mary West Foundation for a grant to
help us build out our Meal Center into a full commercial kitchen. The new commercial
kitchen will allow us to prepare 90% of all our meals in-house and to the healthiest
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standards for our deserving seniors. We were awarded $150,000 and broke ground on
this renovation on June 12th, 2012. Although we are looking for approximately $50,000
to complete some of the equipment needs, by the end of 2012 we expect to be able to
start in-house production of the new Healthy Hispanic recipes we have developed.
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PHASE 2- DEFINE
Overview
The main purpose of the Define Phase is to understand the current starting point and
compare that with the desired end result. Breaking down each operational department
exposes any challenges that may exist to new menu creation, implementation and
distribution, allowing possible solutions to be explored.










Areas to consider include:
o Internal Creation of the Menu (processes for menu creation, any unforeseen
challenges with menu creation (time constraints, nutritional evaluation, staff)
o Internal Food Preparation Evaluation (equipment needs, food preparation
capabilities, staff and logistics)
o Existing Partner Capabilities (i.e. hospitals, shared kitchens, restaurants,
culinary/nutrition schools, Chefs)
o Vendor willingness and availability (identifying existing and potential vendors)
o Route Capacity (additional resources needed for distribution of meals,
transportation, staff/volunteers, cost)
o Service Center Capabilities (ways of promoting the new menu within service
center, new client intake, number of new clients that can be brought on,
number of additional volunteers/staff required or cost constraints)
o Define any Language/Cultural Challenges and ways of overcoming.
o Outreach Capabilities
It is important to remember that during this phase, you are focusing on gathering
information. There may be large quantities of information which may be hard to
organize, but the goal is to document every finding and to define any potential
problems.
The first step should be to meet with each internal operations team to understand
the feasibility of the goals and discuss potential impacts and issues. Document all
information.
Setting a realistic timeline is key for a successful project. You will find that as you
breakdown the processes, you will better understand what changes need to be
addressed and be able to develop a realistic timeline. Even if no solutions are yet
found, understanding the possible challenges helps create a feasible project plan
and timeline.
Analyze the external operations. Start by looking at your current vendors/partners
and asking if they can continue to support your efforts in this new venture. If so, then
this will simplify the process. If not, you have enough time to find new
partners/vendors.
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Creating Timeline Documentation






It is imperative that the project manager analyze the overarching deadlines and work
back to the beginning to assure goals are met. The project manager should
document ongoing timelines (create excel spreadsheets to keep track of all the
different deadlines, meetings, pending items, identify ongoing issues, etc.)
Initially, the idea is to look at the big picture and determine the big deadlines. Then,
working backwards, breakdown those goals into smaller goals. Ideally, you should
try to breakdown every task by month and then by week. The best advice is to stay
organized and not cut any corners.
If you have a hard deadline to complete the project, make sure you build in extra
time toward the end of the project to accommodate delays and timeline creep.

Initial Steps for Menu Creation/ Nutritional Procedures


Ideally, a dietitian or nutritionist will be part of the menu creation team. A nutritionist/
dietitian working with you from the beginning will be able to provide the necessary
nutrition guidelines. A nutritionist/ dietitian will also simplify the process of pricing
and ordering. If you do not have a nutritionist on staff, then consider volunteers from
the National Association of Nutrition Professionals or the American Dietetic
Association. You can also look into teaming up with a local college or university that
offers Registered Nutritionist/Dietician programs and/or Culinary Arts programs for
assistance.



Nutritional information specifically for seniors is available at the United States
Department of Agriculture (USDA), Dietary Guidelines for Americans (DGA), and
Health and Human Services (DHHS).



You will need nutrition software for the creation of the new menu. Nutrition software
can simplify the nutritional analysis of the menu. It will also help with meal labels.
There are many different resources. Some options to consider are Esha Research,
Nutritionist Pro, Culinary Software Services, NutriBase 10 Pro, or Nutridata. If
subscription costs are too high, look for free alternatives. The USDA website has
many resources (http://www.usda.gov/wps/portal/usda/usdahome).



Create a nutrition spreadsheet. The purpose of this document is to help with tracking
the nutritional analysis of each component of each meal—entrée, side dish, dessert,
or beverage. Assign a code to each component to determine the nutritional points for
that particular item. This way, if you need to switch any particular item on the menu,
you will only switch that point system without having to recalculate the nutritional
analysis for the entire meal, day, week or month.
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We also recommend that you research Federal senior-specific nutrition guidelines to
ensure compliance.



During Phase 2, if appropriate, you can also have any important collateral, such as
brochures and your website, translated. Use a qualified translator as informal
translators may make unintentional mistakes.



We recommend that you have Plan A and Plan B for designing the menu options in
order to have a back-up approach should Plan A not be feasible. (Our original plan
to have in-house menu development was not feasible due to workload restraints and
we had to seek outside assistance.)



All entrees should meet the recommended nutrient guideline range per meal for
seniors. This does not include restricted diets. The current (2012) guidelines are:







550 calories
18 g fat
21 g protein
<800 mg sodium

These are the Federal guidelines for senior nutrition we used, however nutritional
recommendations and guidelines may vary depending upon health issues. Consult
with a registered nutritionist or dietitian to determine what your specific nutrition
guidelines require.

New Menu Implications for the Meal Center/Kitchen Facility


Keep in mind that for the meal center, this new menu will mean a lot more logistics
to sort out. Ordering, inventory, preparation time, cooking time will be impacted, as
well as decisions about finding new vendors vs. using current vendors. The meal
center team might also be involved in the recipe phase, but their job will really start
when the menu implementation process begins.



Perhaps one of the easiest ways to find out about your meal center operations is to
have them write down their current process for all tasks. By doing so, you will create
a clear picture of how to organize production for the new menu. The necessary
resources, such as additional staff or volunteers, equipment, and space will also
become clearer through this process.



Determine what concerns the meal center staff has regarding new menu
implementation.
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Detail the current ordering processes. How often are perishable foods ordered?
Would space/budget be impacted due to the items required for the new menu?



Determine the entire current food preparation and assembly process. How much
time is needed broken down in terms of preparation, cooking/assembly, storing
merchandise, cleaning, etc.? Is the kitchen equipped to prepare the new menu? Will
the new menu require changes to current processes, i.e. can any of the side dishes
be prepared the day before and simply be assembled the day of delivery?



Can your current vendor supply the foods your new menu requires? When was the
last time you shopped for a new vendor? What were the reasons you chose your
current vendor? Are you receiving any rebates or incentives from the vendor? What
were the considerations that were taken into account when you chose this new
vendor?



Do you currently belong to a purchasing group? Joining a purchasing group may be
important for rebates/incentives and special pricing.



If you choose to have your new menu items pre-made, compare vendors/providers.
Are the vendors capable of preparing meals to your exact specifications? Make sure
they provide you food samples to see and taste. Ideally, the food will have a
nutritional content label. Keep an eye on the food as the quality of food may
decrease over time. NOTE: If receiving frozen meals from a vendor, it is advisable to
pull one meal out of the run for each day, heat it, weight it to for production accuracy,
taste it, and see how it looks when cooked. This helps you maintain quality control.



Factors to consider when choosing a pre-made food supplier: Where is the food
prepared? How far is the food preparation location from your center? By the time
that food gets to you, how long has it been frozen? How long will that food stay
frozen before it is delivered? In total, how long will that food stay frozen? How often
will you be receiving orders? A general rule would be to find a supplier who is close
so that the food will not be frozen for extended periods. If possible, have the food
delivered directly from the manufacturer, not a distributor. It will reduce the cost and
period of freezing.

New Menu Implications for Service Centers


One of your first steps may be to reassure your service centers that this new
menu development is going to be a phased process. Most, if not all, of your
service centers are spread thin and may be hesitant to accept the new demands
and new clients this menu will generate.
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How will the new menus be used and or coded within in any existing ordering
systems/software. Are any changes needed to this system to accommodate new
menu offerings?

Recipe Creation
As your team is preparing to gather recipes, determine the following:


How/where will you obtain your recipes? Will the recipes come from your kitchen
chef, local celebrity chef, registered dietician, or will it be a team effort?



How many items will you be producing for this new menu? Use your current menu
as a model.



You will also encounter the fact that there are foods that are generally enjoyed even
though they might not be part of a particular culture or diet. For example, Hispanics
may enjoy eating spaghetti even though it is not a traditional Hispanic food. Or the
main entrée may not be a traditional Hispanic food, but be paired with an ethnic side
dish.



Come to agreement on the amount of sodium intake in each item. At Meals-onWheels Greater San Diego the agreed upon sodium intake in each dish should be
no more than 1/8 tsp. If you are creating the main entrée, but still keeping the side
dishes as is, you need to assure that the total meal will not exceed sodium
standards.

Nutritional Analysis and Subsequent Steps


Once you have some potential recipes, put them through a nutritional software
analysis to determine the values and make any necessary adjustments.



If the recipe has been approved per nutritional parameters, then proceed to prepare
and test the food.



Taste testing the meal can be done in various ways. You may choose to have the
nutrition, meal center, service center and administrative department staff/volunteers
all try the food. Create mini-surveys to gather feedback. You may also form test
groups throughout the community (church groups, senior centers, silver sneakers,
networks) and bring the food to them in order to obtain feedback. There are different
ways of managing food tasting. One suggestion is that you have professionals
schooled in the particular cuisine, as well as consumers, taste the food and provide
feedback. However you decide to approach taste testing, make sure you complete
this step and document your results.
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Once food is tested, the nutrition team will scale the recipe for the number of
expected clients to be served, enabling them to determine the ingredients and
quantities needed. The Dietitian/Nutritionist or Service Manager will be able to scale
the food before ordering.

No Kitchen Facility- Some Possible Solutions


If, due to lack of ability to prepare meals in-house, a meal is to be pre-made, contact
different vendors and ask them to provide sample foods for evaluation and tasting.

Obtaining Recipes:


You might find that the recipes are not as precise as the Dietitian/Nutritionist desires.
Keep in mind that chefs are concerned with the taste, appearance and creativity—
they are not Dietitians/Nutritionists. For example, the Dietitian/Nutritionist might
really want to know the exact quantity of sodium to put in each dish and the chef
might say “add salt and pepper as needed”. If this situation arises, then go to the
Dietitian/Nutritionist and ask for the allowed sodium intake per meal. Then divide that
sodium intake into sections taking into account the entrée, side dishes and desert.



If using local chefs, the project manager should send out remainder emails asking
for the recipes on a specific timetable. She/he should establish the timeline for the
next set of recipes. Remember, these chefs are busy and are often donating their
time to your effort. Try to obtain their personal email, work email, work and cell
phone numbers. You might also ask if it is okay to text them. Texting is often an
efficient way to reach them and you might find that it is the best way to
communicate.

Typically, we found that any school you may be asking to be involved with your project
will request an email be sent with a brief explanation of your project and ways in which
they can help. Be concise. It may be best to write a sentence about your organization,
why there is a need for the new menu, and list what you want from them. If you do not
receive a response within 1-2 weeks, follow up with a phone call.
Outreach:


We cannot stress enough the importance of community outreach. It is an
essential component of understanding the need as it relates to your target
population as well as developing relationships with providers, business groups,
community resources, and potential donors and funders. We recommend you
join different networks, attend health fairs, team up with non-profits and promote
your Meals on Wheels agency as much as you can with this new initiative.
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Deliverables











A moving-forward document that defines any obstacles to implementing a new
demand-driven menu option
o Researched solutions, even if solutions are tentative
o Buy-in from Staff/Board members for solutions
Defined baseline starting point/ operational logistics.
Identified moving-forward partners and prepared contracts and letters of
understanding to solidifying partnerships
Identified solutions and potential costs of obstacles challenges
Delineated additional staff/volunteers and contractors needed as well as any
equipment or facility needs, etc., including associated costs
Created written timelines
Finalized detailed budget – including program costs, operations (overhead and
staff), promotional budgets, equipment and technology, transportations, etc.
Applied for grants and identified partners to help fund the project
Received Board approval and organizational buy-in

Objective
Based on the data acquired through this process, finalized your roadmap, timeline and
budget for the program roll-out.
Timeframe
24 weeks
Cost/Staff Requirements



Analyze current personnel resources (including volunteers) vs. personnel needed
to implement project
Determine cost for project implementation (hiring additional staff, dietician, chef)
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PHASE 3: DEVELOP & ACQUIRE
Our first step in finding community partners was to conduct a regional search of all the
different culinary and dietary/nutrition programs offered in San Diego to help us create
our menu options. We narrowed our focus to universities and colleges that offered both
culinary, nutrition and dietary programs. We wanted the menu to meet both nutrition
guidelines and taste preferences. We sent the project information via email to
administrators of each program and followed up with a personal phone call to see if a
creative partnership could be constructed.
Additionally, we knew this menu had to be very special and creative. The Healthy Latin
Cuisine Menu had to meet very discerning palate preferences. We decided to reach out
to local chefs who were not only familiar with Hispanic cuisine, but also well-known in
San Diego. This strategy was not only to ensure we created the best healthy Latin
Cuisine of the best quality for our seniors, but to further develop a Public Relations (PR)
and Outreach program that told a great story, which local papers and television stations
would want to tout. We were fortunate to partner with the most highly-rated Latin chefs
in San Diego; Chef Norma Martinez and Chef Isabel Cruz. Norma Martinez has
extensive knowledge of traditional Mexican dishes and spices used throughout Latin
America, while Isabel Cruz’s talent is infusing Latin flavors into different ethnic dishes,
creating a distinct Latin fusion menu. We felt these two chefs brought forth the perfect
combination. Norma and Isabel agreed to create the recipes for the new Healthy Lain
Cuisine menu!
During this time, we had also contacted the San Diego Mesa College Nutrition Program.
Mesa College was a perfect fit for this project as their Nutrition and Culinary Arts
programs are robust. Once Meals-on-Wheels Greater San Diego received an initial
interest from Mesa College’s Nutrition Program Director, we scheduled a meeting with
Mesa College’s PR Director, Nutrition Program Director, Culinary Director and the
chefs. The Healthy Latin Cuisine Menu Project was introduced and our current menu
options and guidelines were reviewed as a starting point.
We discussed our Meal Center’s current limitations and build-out and asked the chefs to
focus on cold lunch items for now. The current menu was studied in detail, including the
different main items, the number of times each repeats, and counting the number of
main items, including each type of protein. For example, if chicken was used in 10
different ways, the new menu would also have 10 chicken dishes. Furthermore, the
recipes would be produced in sets. Each chef was asked to focus on specific proteins.
For example, Chef 1 creates all tuna, chicken, and pork recipes, and Chef 2 creates all
beef, vegetarian and sauces. The testing would then be organized by the main protein
in sets of 10-12 main items so it would be easier and more affordable to order the
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necessary ingredients in bulk. Hispanic specialty food items would be purchased at
local specialty stores or through our current distributor, Sysco.
The Mesa College Nutrition Program Director recruited 12 nutrition students, who were
responsible for the menu analysis. All the students donated their time and effort to help.
The students had access to nutritional software called Wiley Plus, where they entered
every ingredient in each recipe and produced the nutritional analysis. The Nutrition
Program Director then reviewed every recipe to assure the nutritional analysis was
correct. Once the recipe was approved, it was forwarded to Meals-on-Wheels Greater
San Diego’s Nutritionist, Katie Clark, RD, for approval and to assure that the recipe met
senior nutrition guidelines before forwarding the recipe to Mesa College Culinary
program for the preparation and taste test phase.
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The Culinary Program Professor and Outreach Specialist decided on which days of
each week would involve recipe testing at the institute. If the recipe was approved, no
further action would be taken. If the recipe was not approved, then the Culinary
Program Professor and students made recommendations and the recipe was sent back
to the chef or nutrition department for changes. As changes were made, the Outreach
Specialist was in charge of assuring all partners were informed of changes, and recipes
were tracked using an excel spreadsheet. Each Chef confirmed that only the measure
ingredients were placed in the dish.
The Chefs, Mesa College team and Meals-on-Wheels Greater San Diego core
management team were all invited to attend tastings. This was the perfect opportunity to
take pictures and video, laying the foundation for our Vision grant video (a requirement
of the grant), which we plan to use for PR, marketing, fundraising and future
sponsorship solicitation. Along with our own Pre-launch PR campaigns, Mesa College
touted this partnership as well, again help with overall awareness of this program
through the community.
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In addition to the work that San Diego Mesa College did, our frozen food vendor also
prepared several different Healthy Latin Cuisine entrees to our specifications. We had
the opportunity, through our relationship with the San Ysidro Community Health
Center’s Senior Center, to conduct a limited survey of these meals.
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Phase 3 – Develop & Acquire
NOTE: Parts of the Develop and Acquire Phase will run concurrently with Define Phase.
Overview
Phase 3 involves the actual implementation of the program for the new menu option,
and begins after budgets are approved and/or funds acquired.
Deliverables








Hire and recruit necessary staff and volunteers. Initially, this may include a part-time
Community Outreach Specialist, a part-time Dietician/Nutritionist and/or a paid or
volunteer chef (4 weeks)
Chef and Dietician/Nutritionist begin to develop new recipes
o Includes costs, nutritional analysis and 6 week rotating menu plan
o Prepare or acquire test meals for sampling
 Internal/staff feedback
 Survey client and senior target market
o Based on plans developed in the Define Phase, order and install any
equipment necessary to complete initial model roll-out
o Design and develop collateral for outreach campaign including brochures,
door hangers, promotional items and advertorials
o Design and develop social media outreach
 Content Strategy
 Ad development
o After Community Outreach Specialist is hired, begin to work within the
community and survey seniors to gather additional information about the
target audience. Start to “tell the story” of the creation of the new menu option
 Research and begin to schedule health fairs, speaking engagements
and memberships that may be pertinent to marketing the new menu
offering
 The Community Outreach Specialist may also act as a client liaison for
the targeted client population
Reach out to the community, networks, health-oriented or food preference groups to
find out more about the need. Conduct surveys to better understand the needs of
your targeted group. By completing this step, you are conducting research, bringing
awareness to the Meals on Wheels cause, and finding future clients, donors, or
volunteers.
Decide whether to partner with a vendor or prepare new food offerings in-house.
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PHASE 4: DEPLOY, PROMOTE AND EVALUATE PROGRAM
Phase 4 of our project is the post-grant Phase we will be implementing after our Meal
Center build-out is complete and has transitioned to preparing most of our meals inhouse. The following, however, are the steps that we have already taken to prepare for
the roll-out of the new Healthy Latin Cuisine Menu, as well as the steps we plan to take
once we start the roll-out.
During the grant timeframe (August, 2011-July, 2012), we created the structure and
materials to market and promote the launch of the Healthy Latin Cuisine menu.
The following describes the critical efforts we undertook to help assure that we have the
tools we needed to reach out to and recruit Hispanic seniors as clients, as well as
assure that our roll-out will be a success. The Meals-on-Wheels Greater San Diego
Community Outreach Specialist focused especially on community inclusion. She
created a simple 7-question survey, in English and Spanish, for non-clients to fill out
with the goal of both collecting information and of further educating the Hispanic
Community about Meals-on-Wheels Greater San Diego’s services.
We realized early on that Meals on Wheels brand is not as well recognized within the
Hispanic community as it is in others. There were misconceptions within the Hispanic
community that Meals-on-Wheels Greater San Diego was a government funded
program. Access to Federally funded programs requires documentation of immigration
and income status. Hispanic seniors who may be illegal immigrants, or are reluctant to
share information with “authorities”, avoid a program if they believe it to be Federally
funded. We knew that we needed to dispel these myths. And we knew that in order to
make the best impact with our limited resources, we needed to reach out to leaders
within the Hispanic community. The Community Outreach Specialist researched
different Hispanic networks within San Diego County that had active membership, were
active in social media, and were entrenched in the County’s Hispanic population.
Meals-on-Wheels Greater San Diego also decided to translate all of our marketing
material, including our service and volunteer brochures, door hangers, web site and the
MOWAA Public Service Announcement (PSA) into Spanish. We contacted a local
Spanish TV news personality who agreed to record the new Spanish voice-over. We
wanted our local Hispanic community to hear the PSA, recognize the voice and possibly
be more receptive to the message and services Meals-on-Wheels Greater San Diego
has to offer.
The translated marketing material was also reviewed to assure that it was culturally
appropriate assuring that it included appropriate cultural references as well as
appropriate pictures. Meals-on-Wheels Greater San Diego determined that if we are
marketing to the Hispanic population, it is necessary to create all marketing material in
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Spanish and English. We found that some individuals were offended if the marketing
material was only in Spanish, unless they had specifically requested Spanish language
marketing materials.
Note: We realize that there is a great deal of discussion about the use of Hispanic vs.
Latino. Although both terms are correct, we found that some individuals consider
themselves Hispanic while others speak of themselves as Latinos. For the purposes of
our project and this document, we made the decision to use the word Hispanic referring
to the population at large, while the menu option is referred to as Latin to encompass a
broad scope of flavors and influences . The following is a link to an interesting article
debating this issue. http://internmatters.wordpress.com/2010/02/12/which-term-isappropriate-hispanic-or-latino/. http://topics.blogs.nytimes.com/2009/06/09/hispaniclatino-or-what/ .
Meals-on-Wheels Greater San Diego also became very involved with other non-profits
who are already serving the San Diego Latino Community. Teaming up with these nonprofits was a win-win as they are already serving our target community. Through these
partnerships, we had a built-in audience. We participated in a number of different health
fairs throughout the county of San Diego. As part of our outreach, we have also
incorporated bilingual door hanger campaigns, where a team of volunteers hang door
hangers with information about Meals-on-Wheels Greater San Diego’s services and
how we can be contacted. Our goal was to touch areas where there is a high
concentration of Hispanic seniors while, at the same time, garnering brand recognition.
We also believe that building these strong connections will help to assure the overall
success and sustainability of the program. Please see Appendix III: Marketing Materials
Social Media
Meals-on-Wheels Greater San Diego is very active in social media and web-based
marketing. Our extensive website has been translated into Spanish for the main pages.
Recently, we also launched a blog focusing on senior related topics such as health,
exercise, diet, and stories about our seniors. We have bloggers from all walks of life—
from high school students to attorneys. The blog includes a section with bilingual
stories. Recently, as a result of one of our blog postings, another San Diego chef
contacted us to create soup menus for our Healthy Latin Cuisine. He writes for a local
popular magazine, Pacific San Diego Magazine, and his article about our Healthy Latin
Cuisine project will be appearing in the August issue.
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Advertorials
Meals-on-Wheels Greater San Diego researched the top Spanish language publications
in San Diego. We noticed that in most of the Hispanic specialty stores there were a few
free newspaper publications. In fact, when we asked prospective clients if they read
these newspapers, they responded with a resounding yes, and agreed that the
information printed was applicable to their lives. Unlike the English language market, we
found that Spanish newspapers are increasing their readership. Needless to say, we
contracted with the top two publications in San Diego, El Latino and La Prensa. Both
focus on the San Diego area and both offer the publication free to its readers. Our
strategy includes publishing six advertorials in each publication for a six month period.
Our first article focuses on highlighting the Vision Grant Project and our project partners.
This article will place an emphasis on food and the love we all have for it. Our next
article will be released once our Meal Center construction is complete and we are ready
to promote our new “Healthy Latin Cuisine Menu.” We will also be using the advertorials
to ask for volunteers and donations. See Appendix III: Marketing Materials—Advertorial
PR Strategy
We will have a Public Relations event in September when our Meal Center construction
is finished. It will be a great opportunity for us to showcase the new kitchen, garner
media attention and create an opportunity to invite all of our Vision Grant Partners. At
this event, we will discuss our Healthy Latin Menu Cuisine Rollout.
Before the rollout, we will launch a full PR campaign with our PR Company,
C3Communication, publish two advertorials, and use our website and social media to
spread the word, including a series of Spanish and English Facebook ads that were
designed specifically to promote this new menu offering. Please see Appendix III:
Facebook Ads
We also had an opportunity to place a series of Spanish language ads on a large digital
billboard located on the third story of a Lexus dealership facing a very heavily traveled
San Diego County freeway.
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Close-up of ad:

Additionally, we have identified several Hispanic-owned businesses, in addition to those
that cater and market to the Hispanic population. We plan on delivering the video we
created explaining the impact of this program (in English and Spanish) to them, along
with an invitation to be an involved sponsor.
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Finally, we recently obtained a commitment from Univision (the top Spanish Television
station in San Diego), to help us deliver meals on an Adopt-a-Route basis, once our
Healthy Latin Cuisine Menu is ready, and to dovetail this with a television spot.
Rolling out the Healthy Latin Cuisine
Our first step in rolling out the Healthy Latin Cuisine Menu will be to conduct a pilot with
a limited group of Hispanic seniors. During Phases 2 and 3 of the project, we developed
relationships with several Hispanic community organizations, including a Community
Health Center that operates a Senior Center where they serve lunch on a daily basis.
The Community Health Center, in particular, has expressed an interest in being a pilot
site.
We will provide lunches at this site for a specified period of time and have the seniors
evaluate the meals. At the end of the pilot, we will revise recipes/meals as needed
before rolling out the new menu to our entire clientele. When we roll out the new menu
to all our clients who opt for this menu option, we will conduct a survey to elicit
feedback. Based on that survey, we will again make changes as needed.
Future menu development and sustainability
The approach we took to this project and the methodology has proven so successful
that we plan to start using it over the next 1-2 years to address other potential needs
within our senior community. Possibilities include a more comprehensive diabetic,
vegetarian or gluten-free menu.
We were thrilled to find such a depth of interest in our project within the Hispanic
Community, at all levels. Not only were other senior providers interested, such as the
Community Health Clinic, but many organizations, such as the San Diego County
Hispanic Chamber of Commerce, were also quite interested. We know that the
relationships that we build and our ability to reach out to the Hispanic community
through our marketing and PR, as well as our Service Centers, are critical to our
success and sustainability.
We at Meals-on-Wheels Greater San Diego, truly Building the Future Vision…so that
NO senior goes hungry.
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PHASE 4: DEPLOY PROGRAM, PROMOTE & EVALUATE
Overview
This is the point at which you begin to roll out your new menu.







Conduct a pilot or test run of the new menu items with a small group of your target
clientele. Include feedback and evaluation in this process.
Based on the feedback, revise recipes/meal preparation as needed.
Re-conduct pilot, or commence full roll-out.
Roll out to routes based on demographics, i.e. if your demographic is concentrated
in a particular area, start with those routes.
Survey your clientele receiving the new menu items once full roll-out is underway.
Revise meals/menus as needed based on feedback.
It is critical that the Program Manager document all phases and “lessons learned” in
the previous phases to further develop the overall model for various menu options.

Sustainability




Build relationships with potential funders and partners throughout the project.
Conduct ongoing research of, and application for, grants.
Use ongoing outreach, marketing and PR to garner continued support for your
efforts.
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Appendix I: Sample Tracking Sheet
Appendix II: Sample Timeline
Appendix II: Marketing Collateral
Advertorial
Facebook Ads
Website and blog
Brochures
Appendix IV: Roles and Responsibilities
Appendix V: New Menu Development Methodology
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APPENDIX I: SAMPLE TRACKING SHEET
Subject:
Date

Attendees

Agenda

Discussion Points

Action Items

Attendees

Agenda

Discussion Points

Action Items

Attendees

Agenda

Discussion Points

Action Items

Subject:
Date

Subject:
Date
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APPENDIX II: SAMPLE TIMELINE
Major Project Milestones
List the project’s major milestones and deliverables and the target dates for delivery.
This list should reflect products and/or services delivered to the end user as well as the
delivery of key project management or other project-related work products.
Milestone/Deliverable

Target Date

Understanding your current operational systems (Nutritional,
Meal center Preparation Facility, Route Logistics)
Defining any challenges/problems and finding a solution.
Defining who to partner with to create the new menu.
Reaching out to different possible partners and obtain
commitment.
Outreach, outreach, Outreach. Define different groups,
networks, non-profits, businesses that will be instrumental to
bringing awareness to MOW.
Reaching out to possible partners to create the menu. Being
creative and “thinking outside the box” as you identify any
issues.
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APPENDIX IV: MARKETING COLLATERAL
Advertorial
Facebook Ads
Website and Blog
Service Brochure
Community Survey
Bilingual Door Hanger
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ADVERTORIALS

¿¿¿Comida latina saludable???
Sí, ¡por supuesto!
Isabel’s Cantina Bold Latin Flavors from the New California Kitchen
(libro de recetas) - Fotografía realizada por Gregor Betolini

Cada uno de ustedes se encuentra leyendo este artículo porque tiene alguna pasión particular por la
comida. Ya sea compartiendo recetas especiales y tips de amistades o chefs famosos, o bien estudiando
activamente las artes culinarias y nutrición, ¡usted se ha enganchado!
Considere todas las formas en la que nos relacionamos con la comida. Viajamos alrededor del mundo
descubriendo influencias culturales y sazones distintas. Nos pasamos horas enteras preparando
exquisitos deleites para nuestro placer y el de otros. Nos reunimos alrededor de la comida, inclusive hay
algunos que somos realmente unos ¡obsesionados con la comida! Es mucho más que el simple sustento.
El acto de reunirnos a “partir el pan” es un arraigo cultural. Dados los medios y acceso a ella, la comida
es parte de la estructura misma de nuestro ser.
Ahora piense en lo que implicaría el no poder salir de su casa a realizar sus propias compras o el no
poder visitar su restaurant favorito. O si a causa de salud, fragilidad, o costo, ¿usted no fuese capaz de
preparar sus propios alimentos? Aparte de ser una circunstancia verdaderamente desastrosa para
nuestros lectores enfocados en la comida, tales limitaciones también eliminarían la socialización, uno de
los aspectos más importantes en el deleite de la comida.
La mayoría de nosotros sabemos que el programa Meals-on-Wheels entrega alimentos a adultos
mayores confinados al hogar. Lo hacen con un abrazo cariñoso y una sonrisa, proporcionando un
contacto social muy necesario, y ahora Meals-on-Wheels Greater San Diego está a punto de mejorar
esta experiencia para muchos adultos mayores. Como resultado de la entrega de la subvención “Vision”
por parte de Walmart y en asociación con Meals On Wheels Association of America, Meals-on-Wheels
Greater San Diego se encuentra actualmente desarrollando un renovado enfoque de servicio a los
adultos mayores. Se harán cargo de la creación de una metodología de desarrollo para nuevos menús
saludables que podrían ser utilizados por organizaciones Meals-on-Wheels de todo el país y que podrán
atender la creciente demanda de variedad en alimentos saludables y opciones para adultos mayores
confinados al hogar.
“Es cierto que actualmente servimos comida saludable. Sin embargo, sé que para cuando yo entre en
edad de ocupar los servicios de Meals-on-Wheels, lo más probable es que yo prefiera alimentos
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orgánicos u opciones libres de gluten”, indica Luanne Hinkle, Directora de Desarrollo de Meals-onWheels Greater San Diego. “Estamos conscientes de que debemos pensar en lo que a los adultos
mayores les gustará comer y lo que su paladar pedirá en un futuro. Los adultos mayores deben disponer
de opciones que sean apetitosas y sabrosas para ellos, además de ser saludables. Sabemos que si a los
adultos mayores no les gusta o no se comen la comida que les entregamos, hemos fallado”. Después de
revisar los datos demográficos de San Diego que indican un crecimiento acelerado de adultos mayores
hispanos, la Cocina Latina Saludable sería la opción de menú más novedosa de San Diego. “Tenemos
menús bajos en grasa y menús bajos en sodio, así como menús diseñados para las necesidades de
personas diabéticas. Ahora estamos desarrollando la Cocina Latina Saludable, el día de mañana podría
ser necesario desarrollar una Cocina Asiática Saludable u opciones estrictamente vegetarianas. La
metodología que desarrollemos hoy nos permitirá responder rápida y eficazmente a la demanda del
futuro”, agregó Hinkle.
¿Cómo empezar a crear los mejores menús de la Cocina Latina Saludable: sabrosos, saludables y
respetuosos de su cultura? Afortunadamente, San Diego dispone de maravillosos recursos para
emprender esta hazaña, incluyendo a dos de los mejores chefs de la Cocina Latina en San Diego: Chef
Norma Martínez El Vitral y Chef Isabel Cruz, dueña de seis restaurantes, incluyendo Dragonfly ,Isabel’s
Cantina y Barrio Star. Chef Martínez es muy reconocida por sus amplios conocimientos de especias y
salsas regionales de México, mientras que Chef Cruz crea fusiones de las comidas Latinas y Asiáticas,
combinadas con aspectos de la comida más saludables de los países de la región asiática del Pacífico.
¿Qué más puede pedir el conocedor de buena comida amante de la comida latina? En medio de sus
muchos compromisos, inclusive durante la apertura de un restaurant nuevo, estas damas
generosamente donaron su tiempo y talento para ayudar. Ambas mujeres verdaderamente honran su
herencia cultural y muestran su cariño por la comunidad de adultos mayores a la que atiende Meals-onWheels. El devolver algo a la comunidad fue una decisión rápida para ambas chefs.
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FACEBOOK ADS
The following is a sample of the Facebook ads we have prepared and funded with the
$2,500 allocated for them in the budget. In total, there are 70 Facebook ads that target
slightly different audiences (i.e. women over 60 who are Hispanic or women over 60
from all ethnicities). These ads will reach thousands of people.
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SPANISH WEBSITE AND BLOG and SPANISH PSA
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In Spanish and English
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BROCHURES: MEALS-ON-WHEELS GREATER SAN DIEGO SERVICE BROCHURE—SPANISH
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COMMUNITY SURVEY

Meals-on-Wheels Greater San Diego, Inc. Thanks you for taking the time to fill out
this survey. This information will help us to better serve our seniors.
1. What is your age? ________
2. Which category applies to you?
I am a senior
D
I
I am Health Care Provider/Caregiver
D
3.

D I am the Child of a Senior Parent
Other__________________
D

What is your race?
D White
D

Asian

D Black, African American

D

Hispanic/Latino

D American Indian

D Other race_______________________

4. If you are a senior, do you live alone?

No
D Yes
D
5. Do you or a family member see using Meals-on-Wheels service in the future? If so, when?
1-3 years
5-7 years
7- 10 years
10+ years
D
D
D
D
6. Would having menu options, such as a “Healthy Latin Cuisine” encourage you to sign up for
the service?

D Yes

D No

D Maybe

Why or why not, ______________________________________________________________.

7. Check the reasons why you would decide against using Meals-on-Wheels service?
(If you are a child or a caregiver, please list reasons why you think Senior would be against?)

D You do not think you would care for food
Admitting the Need to others
D
You feel it might cost too much
D

D Admitting the Need to yourself
You feel your family should help you
D
Other________________________
D

Thank you for your help!
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BILINGUAL DOOR HANGER
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APPENDIX IV: ROLES AND RESPONSIBILITIES

Program/ Project Manager
The Program Manager responsibilities:


Create and execute new program work plans and revises as appropriate to meet
changing needs and requirements



Manage day-to-day operational aspects of the program



Ensure program documents are complete, current, organized, and signed
appropriately



Manage program budget



Hold regular status meetings and supervision with the Hispanic team as well as
providing clinical and administrative supervision to the staff



Keep the Hispanic team well informed of changes within the program and home
office



Identify opportunities for improvement and makes constructive suggestions for
change



Mitigate team conflict and communication problems



Suggests areas for improvement in internal processes along with possible
solutions



Comply with and helps to enforce standard policies and procedures



Build, develop, and grow any program relationships vital to the success of the
program

Hispanic Outreach Specialist (other appropriate language)
Hispanic Outreach Specialist responsibilities:







Collaborate with President & CEO, Director of Development and other
appropriate staff to coordinate strategic plan for Community Outreach within the
San Diego Hispanic community
Analyze and recommend various Community Outreach methods to support the
launch of our new Hispanic menu offering
Conduct research to successfully implement new “Healthy Latin Cuisine” menu
offering
Develop Spanish language collateral marketing materials
Attend health fairs, civic meetings and Hispanic focused special events
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Powerfully educate and raise awareness in highly concentrated San Diego
Hispanic communities that Meals-on-Wheels is poised to meet the needs of the
Hispanic community
Communicate correctly and appropriately with San Diego Hispanics to enhance
the probability of securing potential Hispanic senior clients
Work closely with Meals-on-Wheels nutritionist and Meal Center to understand
healthy make-up of current and future menu offerings



Work with grant writer to compile reports and provide updates of implementing
new menu



Plan and coordinate tasks, as well as to provide short term planning

Marketing Intern
Marketing Intern responsibilities:


Collaborate with other agencies to facilitate information sharing



Manage a caseload of clients, maintain case files with appropriate
documentation for each file



Provide supportive counseling and advocacy for clients.

Administrative Assistant
Administrative Assistant responsibilities:


Oversee all aspects of general office coordination



Maintain office calendar to coordinate work flow and meetings



Maintain confidentiality in all aspects of client, staff and agency information



Answer telephones and transfer to appropriate staff member



Perform general clerical duties to include, but not limited to, copying, faxing,
mailing and filing



Set up and coordinate staff meetings



Collect and maintain inventory of office equipment and supplies



Conduct new client intake and ensure all supporting documents are verified and
on file. Provide information and referral for callers and walk-in clients

Embracing the Senior Palate: A Diversity Project and Methodology
Meals-on-Wheels Greater San Diego, Inc. July 2012

56
Appendices

APPENDIX V: NEW MENU DEVELOPMENT METHODOLOGY
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EMBRACING THE SENIOR PALATE
NEW MENU DEVELOPMENT – THE METHODOLOGY

DEVELOPED BY

MEALS-ON-WHEELS GREATER SAN DIEGO, INC.
Through a grant from
Meals on Wheels Association of America and the Walmart Foundation

July 2012

To Other Meals On Wheels Organizations

We are grateful to Meals On Wheels Association of America and Walmart for the
“Building the Future Vision” grant we received in August, 2011. Through it, we have the
opportunity to share our experience and methodology for creating diverse healthy menu
options specially formulated for seniors. We hope that you will find useful or, at the very
least, food for thought to help address the nutritional wants and needs of your clients
now, and in the future.
We welcome your questions about, and experiences using, our approach.
Please contact:

Luanne Hinkle
Development Director
Meals-on-Wheels Greater San Diego
2254 San Diego Avenue #200
San Diego, CA 92110
P: 619-278-4005
F: 619-260-6373
lhinkle@meals-on-wheels.org

So no senior goes hungry.

The purpose of this document is to provide a methodology for developing and
implementing new, diverse menu options that may be relevant to Meals on Wheels
agencies nationwide. The overarching goal is to enhance the quality and increase the
variety of menu offerings to meet the current and future needs of an ever-growing,
ethnically diverse and preference-driven senior population.
This model will help you define a needs-based pilot menu development program and
outlines the step by step process needed to create new, diverse menu offerings,
supported by market research and demographics. Additionally, considerations as to
how to promote, raise awareness and build brand recognition are included.
This project had four distinct Phases. Though each Phase has its own objectives and
tasks, you will note that there is considerable overlap in these activities as you go
through your process.

PHASE 1
RESEARCH &
DISCOVER

PHASE 2
DEFINE

PHASE 3
DEVELOP & ACQUIRE

PHASE 4
DEPLOY PROGRAM, PROMOTE & EVALUATE
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PHASE 1- RESEARCH & DISCOVERY
Overview- Defining the Possible Need


Define why there might be a need for a new menu in your agency. The need might
be due to different factors. Some of the main factors to look for are demographics,
health related (diabetes, cholesterol, high blood pressure, gluten free, etc.) or food
preference (vegan, vegetarian, pescetarian, etc.)



If the need is based on demographics: review census reports and county/city data,
local media coverage, emerging nationwide trends, survey existing clients, local
seniors (non-clients) and local regional planning agencies. There might be local
agencies that specialize in conducting surveys of particular demographic populations
that could assist you with your research. You can also find demographic information
on the Bureau of Labor Statistics website (www.bls.gov/cps).



If the need is based on health/dietary needs: review nationwide and local health
statistics, attend local health information classes, and partner with local
clinics/medical centers. You can find additional information on Department of Health
and Human Services Administration on Aging website (aoa.gov).



If the need is based on food preferences: review local information on food
preference. Be mindful of the number of new clubs/networks/ stores that serve that
particular food preference. Research and attend food preference groups/networks,
health groups, specialty food stores to further define the need. Possible sites for
information gathering are: The Vegetarian Resource Group (vrg.org); Vegan Society
(vegansociety.com), U.S. Department of Agriculture (USDA.gov), and websites such
as vegetariantimes.com, www.oao.gov, veganstorelocator.com,
exploreveg.org/resources, vegetariannutrition.net, and clubveg.org. For gluten
information gluten.net. For additional information on food allergies or special food
sensitivities go to livingwithout.com.



Be aware of any emerging groups within your community that may have food-related
or age-related preferences.

Embracing the Senor Palate: New Menu Development—The Methodology
Developed by Meals-on-Wheels Greater San Diego, Inc. July 2012 with a grant from MOWAA and the
Walmart Foundation July 2012

1



The need(s) you discover may likely be defined immediately, however, conduct
research to better understand, fine-tune and validate the need. Document all
resources used to survey the need. If no need was clearly identified, then chart the
emerging data in order from greatest to least demand.



Once research is complete, identify which resources, including funding, are needed
for this project. Also note if additional staff will be needed. If additional staff and/or
volunteers is needed, hire the staff, or recruit qualified volunteers, as soon as
possible. The new staff will need 2-3 weeks to become familiar with your Meals on
Wheels operations and understand the project. Upon hiring/recruiting, the project
team should meet with a representative of each department (service center, meal
center, etc.) to discuss the project and to start compiling information.



If you are targeting a demographic group, you should be mindful of language and
cultural differences. You may also need to hire a translator. When hiring, especially if
you are reaching out to a demographic group, we recommend someone who has
worked with that population and understands cultural differences. Most certainly a
preference would be someone who is culturally able to reach out and engage the
target demographic as well.

Note: Don’t feel discouraged if your agency cannot hire anyone during this initial phase.
Find local organizations that currently serve the desired population or group, explain
your project, and ask them to volunteer. You will find that many people are willing to
donate their time. If the budget does not allow for a translator and language is a
consideration, then find a group of 2-3 qualified volunteers who are willing to assist with
translation. The key is to have at least two people review the documents to minimize
errors. A university that offers language courses will usually be willing to help. If a
language other than English is involved, a translator should be hired or recruited before
the Define Phase begins as it is important to start outreach at the beginning of the
project.
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Overview- Organization


It is essential to create templates to assist with tracking and organizing the
information. Organization will be key for the success of the project. We recommend
you have someone in charge of compiling the data and have a central place where
all data is kept, such as a local share drive on your computer network, so that the
project data and information is readily accessible. Please see Appendix I: Sample
Tracking Sheet



Due to the complexity of this project, it is recommended that you create a way to
organize and track ongoing expenses against the budget, marketing material,
contact information and the like.

Deliverables in this Phase


Identify 1 new menu-concentrated option to fulfill a need not currently offered, as
identified by findings



Obtain buy-in from your teams : Managers/Staff/Directors/Board



Meet with fellow Staff and Board members to acquire feedback and begin feasibility
study



Select program manager and team for project



Determine if you need additional staff



Create a tentative budget. Find possible partners/grants to assist in funding the
project



Set tentative roles and responsibilities with all members involved in project



Set “big picture” deadlines (i.e. the completion of the project, translation of
documents/marketing material, etc.) The project manager will need to work the
deadlines backwards to ensure that goals will be met and broken down to be worked
on as needed.
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Overarching Objective


Identify new menu options to fulfill a need not currently offered as identified by
findings.

Timeframe
4 Weeks
Cost/Staff Requirements
Use existing staff. Select team and project manager. The research should be done by
an existing staff person who is willing to do the research and let the data reveal the
answers. Determine if additional staff is needed.

Embracing the Senor Palate: New Menu Development—The Methodology
Developed by Meals-on-Wheels Greater San Diego, Inc. July 2012 with a grant from MOWAA and the
Walmart Foundation July 2012

4

PHASE 2- DEFINE
Overview
The main purpose of the Define Phase is to understand the current starting point and
compare that with the desired end result. Breaking down each operational department
exposes any challenges that may exist to new menu creation, implementation and
distribution, allowing possible solutions to be explored.


Areas to consider include:
o Internal Creation of the Menu (processes for menu creation, any unforeseen
challenges with menu creation (time constraints, nutritional evaluation, staff)
o Internal Food Preparation Evaluation (equipment needs, food preparation
capabilities, staff and logistics)
o Existing Partner Capabilities (i.e. hospitals, shared kitchens, restaurants,
culinary/nutrition schools, Chefs)
o Vendor willingness and availability (identifying existing and potential vendors)
o Route Capacity (additional resources needed for distribution of meals,
transportation, staff/volunteers, cost)
o Service Center Capabilities (ways of promoting the new menu within service
center, new client intake, number of new clients that can be brought on,
number of additional volunteers/staff required or cost constraints)
o Define any Language/Cultural Challenges and ways of overcoming.
o Outreach Capabilities



It is important to remember that during this phase, you are focusing on gathering
information. There may be large quantities of information which may be hard to
organize, but the goal is to document every finding and to define any potential
problems.



The first step should be to meet with each internal operations team to understand
the feasibility of the goals and discuss potential impacts and issues. Document all
information.
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Setting a realistic timeline is key for a successful project. You will find that as you
breakdown the processes, you will better understand what changes need to be
addressed and be able to develop a realistic timeline. Even if no solutions are yet
found, understanding the possible challenges helps create a feasible project plan
and timeline.



Analyze the external operations. Start by looking at your current vendors/partners
and asking if they can continue to support your efforts in this new venture. If so, then
this will simplify the process. If not, you have enough time to find new
partners/vendors.

Creating Timeline Documentation


It is imperative that the project manager analyze the overarching deadlines and work
back to the beginning to assure goals are met. The project manager should
document ongoing timelines (create excel spreadsheets to keep track of all the
different deadlines, meetings, pending items, identify ongoing issues, etc.)



Initially, the idea is to look at the big picture and determine the big deadlines. Then,
working backwards, breakdown those goals into smaller goals. Ideally, you should
try to breakdown every task by month and then by week. The best advice is to stay
organized and not cut any corners.



If you have a hard deadline to complete the project, make sure you build in extra
time toward the end of the project to accommodate delays and timeline creep.

Initial Steps for Menu Creation/ Nutritional Procedures


Ideally, a dietitian or nutritionist will be part of the menu creation team. A nutritionist/
dietitian working with you from the beginning will be able to provide the necessary
nutrition guidelines. A nutritionist/ dietitian will also simplify the process of pricing
and ordering. If you do not have a nutritionist on staff, then consider volunteers from
the National Association of Nutrition Professionals or the American Dietetic
Association. You can also look into teaming up with a local college or university that
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offers Registered Nutritionist/Dietician programs and/or Culinary Arts programs for
assistance.


Nutritional information specifically for seniors is available at the United States
Department of Agriculture (USDA), Dietary Guidelines for Americans (DGA), and
Health and Human Services (DHHS).



You will need nutrition software for the creation of the new menu. Nutrition software
can simplify the nutritional analysis of the menu. It will also help with meal labels.
There are many different resources. Some options to consider are Esha Research,
Nutritionist Pro, Culinary Software Services, NutriBase 10 Pro, or Nutridata. If
subscription costs are too high, look for free alternatives. The USDA website has
many resources (http://www.usda.gov/wps/portal/usda/usdahome).



Create a nutrition spreadsheet. The purpose of this document is to help with tracking
the nutritional analysis of each component of each meal—entrée, side dish, dessert,
or beverage. Assign a code to each component to determine the nutritional points for
that particular item. This way, if you need to switch any particular item on the menu,
you will only switch that point system without having to recalculate the nutritional
analysis for the entire meal, day, week or month.



We also recommend that you research Federal senior-specific nutrition guidelines to
ensure compliance.



During Phase 2, if appropriate, you can also have any important collateral, such as
brochures and your website, translated. Use a qualified translator as informal
translators may make unintentional mistakes.



We recommend that you have Plan A and Plan B for designing the menu options in
order to have a back-up approach should Plan A not be feasible. (Our original plan
to have in-house menu development was not feasible due to workload restraints and
we had to seek outside assistance.)
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All entrees should meet the recommended nutrient guideline range per meal for
seniors. This does not include restricted diets. The current (2012) guidelines are:





550 calories



18 g fat



21 g protein



<800 mg sodium

These are the Federal guidelines for senior nutrition we used, however nutritional
recommendations and guidelines may vary depending upon health issues. Consult
with a registered nutritionist or dietitian to determine what your specific nutrition
guidelines require.

New Menu Implications for the Meal Center/Kitchen Facility


Keep in mind that for the meal center, this new menu will mean a lot more logistics
to sort out. Ordering, inventory, preparation time, cooking time will be impacted, as
well as decisions about finding new vendors vs. using current vendors. The meal
center team might also be involved in the recipe phase, but their job will really start
when the menu implementation process begins.



Perhaps one of the easiest ways to find out about your meal center operations is to
have them write down their current process for all tasks. By doing so, you will create
a clear picture of how to organize production for the new menu. The necessary
resources, such as additional staff or volunteers, equipment, and space will also
become clearer through this process.



Determine what concerns the meal center staff has regarding new menu
implementation.



Detail the current ordering processes. How often are perishable foods ordered?
Would space/budget be impacted due to the items required for the new menu?
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Determine the entire current food preparation and assembly process. How much
time is needed broken down in terms of preparation, cooking/assembly, storing
merchandise, cleaning, etc.? Is the kitchen equipped to prepare the new menu? Will
the new menu require changes to current processes, i.e. can any of the side dishes
be prepared the day before and simply be assembled the day of delivery?



Can your current vendor supply the foods your new menu requires? When was the
last time you shopped for a new vendor? What were the reasons you chose your
current vendor? Are you receiving any rebates or incentives from the vendor? What
were the considerations that were taken into account when you chose this new
vendor?



Do you currently belong to a purchasing group? Joining a purchasing group may be
important for rebates/incentives and special pricing.



If you choose to have your new menu items pre-made, compare vendors/providers.
Are the vendors capable of preparing meals to your exact specifications? Make sure
they provide you food samples to see and taste. Ideally, the food will have a
nutritional content label. Keep an eye on the food as the quality of food may
decrease over time. NOTE: If receiving frozen meals from a vendor, it is advisable to
pull one meal out of the run for each day, heat it, weight it to for production accuracy,
taste it, and see how it looks when cooked. This helps you maintain quality control.



Factors to consider when choosing a pre-made food supplier: Where is the food
prepared? How far is the food preparation location from your center? By the time
that food gets to you, how long has it been frozen? How long will that food stay
frozen before it is delivered? In total, how long will that food stay frozen? How often
will you be receiving orders? A general rule would be to find a supplier who is close
so that the food will not be frozen for extended periods. If possible, have the food
delivered directly from the manufacturer, not a distributor. It will reduce the cost and
period of freezing.
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New Menu Implications for Service Centers


One of your first steps may be to reassure your service centers that this new
menu development is going to be a phased process. Most, if not all, of your
service centers are spread thin and may be hesitant to accept the new demands
and new clients this menu will generate.



How will the new menus be used and or coded within in any existing ordering
systems/software. Are any changes needed to this system to accommodate new
menu offerings?

Recipe Creation
As your team is preparing to gather recipes, determine the following:


How/where will you obtain your recipes? Will the recipes come from your kitchen
chef, local celebrity chef, registered dietician, or will it be a team effort?



How many items will you be producing for this new menu? Use your current menu
as a model.



You will also encounter the fact that there are foods that are generally enjoyed even
though they might not be part of a particular culture or diet. For example, Hispanics
may enjoy eating spaghetti even though it is not a traditional Hispanic food. Or the
main entrée may not be a traditional Hispanic food, but be paired with an ethnic side
dish.



Come to agreement on the amount of sodium intake in each item. At Meals-onWheels Greater San Diego the agreed upon sodium intake in each dish should be
no more than 1/8 tsp. If you are creating the main entrée, but still keeping the side
dishes as is, you need to assure that the total meal will not exceed sodium
standards.
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Nutritional Analysis and Subsequent Steps


Once you have some potential recipes, put them through a nutritional software
analysis to determine the values and make any necessary adjustments.



If the recipe has been approved per nutritional parameters, then proceed to prepare
and test the food.



Taste testing the meal can be done in various ways. You may choose to have the
nutrition, meal center, service center and administrative department staff/volunteers
all try the food. Create mini-surveys to gather feedback. You may also form test
groups throughout the community (church groups, senior centers, silver sneakers,
networks) and bring the food to them in order to obtain feedback. There are different
ways of managing food tasting. One suggestion is that you have professionals
schooled in the particular cuisine, as well as consumers, taste the food and provide
feedback. However you decide to approach taste testing, make sure you complete
this step and document your results.



Once food is tested, the nutrition team will scale the recipe for the number of
expected clients to be served, enabling them to determine the ingredients and
quantities needed. The Dietitian/Nutritionist or Service Manager will be able to scale
the food before ordering.

No Kitchen Facility- Some Possible Solutions


If, due to lack of ability to prepare meals in-house, a meal is to be pre-made, contact
different vendors and ask them to provide sample foods for evaluation and tasting.

Obtaining Recipes:


You might find that the recipes are not as precise as the Dietitian/Nutritionist desires.
Keep in mind that chefs are concerned with the taste, appearance and creativity—
they are not Dietitians/Nutritionists. For example, the Dietitian/Nutritionist might
really want to know the exact quantity of sodium to put in each dish and the chef
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might say “add salt and pepper as needed”. If this situation arises, then go to the
Dietitian/Nutritionist and ask for the allowed sodium intake per meal. Then divide that
sodium intake into sections taking into account the entrée, side dishes and desert.


If using local chefs, the project manager should send out remainder emails asking
for the recipes on a specific timetable. She/he should establish the timeline for the
next set of recipes. Remember, these chefs are busy and are often donating their
time to your effort. Try to obtain their personal email, work email, work and cell
phone numbers. You might also ask if it is okay to text them. Texting is often an
efficient way to reach them and you might find that it is the best way to
communicate.

Typically, we found that any school you may be asking to be involved with your project
will request an email be sent with a brief explanation of your project and ways in which
they can help. Be concise. It may be best to write a sentence about your organization,
why there is a need for the new menu, and list what you want from them. If you do not
receive a response within 1-2 weeks, follow up with a phone call.
Outreach:


We cannot stress enough the importance of community outreach. It is an
essential component of understanding the need as it relates to your target
population as well as developing relationships with providers, business groups,
community resources, and potential donors and funders. We recommend you
join different networks, attend health fairs, team up with non-profits and promote
your Meals on Wheels agency as much as you can with this new initiative.

Deliverables


A moving-forward document that defines any obstacles to implementing a new
demand-driven menu option
o Researched solutions, even if solutions are tentative
o Buy-in from Staff/Board members for solutions
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Defined baseline starting point/ operational logistics.



Identified moving-forward partners and prepared contracts and letters of
understanding to solidifying partnerships



Identified solutions and potential costs of obstacles challenges



Delineated additional staff/volunteers and contractors needed as well as any
equipment or facility needs, etc., including associated costs



Created written timelines



Finalized detailed budget – including program costs, operations (overhead and
staff), promotional budgets, equipment and technology, transportations, etc.



Applied for grants and identified partners to help fund the project



Received Board approval and organizational buy-in

Objective
Based on the data acquired through this process, finalized your roadmap, timeline and
budget for the program roll-out.
Timeframe
24 weeks
Cost/Staff Requirements


Analyze current personnel resources (including volunteers) vs. personnel needed
to implement project



Determine cost for project implementation (hiring additional staff, dietician, chef)
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PHASE 3 – DEVELOP & ACQUIRE
NOTE: Parts of the Develop and Acquire Phase will run concurrently with Define Phase.
Overview
Phase 3 involves the actual implementation of the program for the new menu option,
and begins after budgets are approved and/or funds acquired.
Deliverables


Hire and recruit necessary staff and volunteers. Initially, this may include a part-time
Community Outreach Specialist, a part-time Dietician/Nutritionist and/or a paid or
volunteer chef (4 weeks)



Chef and Dietician/Nutritionist begin to develop new recipes
o Includes costs, nutritional analysis and 6 week rotating menu plan
o Prepare or acquire test meals for sampling


Internal/staff feedback



Survey client and senior target market

o Based on plans developed in the Define Phase, order and install any
equipment necessary to complete initial model roll-out
o Design and develop collateral for outreach campaign including brochures,
door hangers, promotional items and advertorials
o Design and develop social media outreach


Content Strategy



Ad development

o After Community Outreach Specialist is hired, begin to work within the
community and survey seniors to gather additional information about the
target audience. Start to “tell the story” of the creation of the new menu option


Research and begin to schedule health fairs, speaking engagements
and memberships that may be pertinent to marketing the new menu
offering
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The Community Outreach Specialist may also act as a client liaison for
the targeted client population



Reach out to the community, networks, health-oriented or food preference groups to
find out more about the need. Conduct surveys to better understand the needs of
your targeted group. By completing this step, you are conducting research, bringing
awareness to the Meals on Wheels cause, and finding future clients, donors, or
volunteers.



Decide whether to partner with a vendor or prepare new food offerings in-house.
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PHASE 4: DEPLOY PROGRAM, PROMOTE & EVALUATE
Overview
This is the point at which you begin to roll out your new menu.


Conduct a pilot or test run of the new menu items with a small group of your target
clientele. Include feedback and evaluation in this process.



Based on the feedback, revise recipes/meal preparation as needed.



Re-conduct pilot, or commence full roll-out.



Roll out to routes based on demographics, i.e. if your demographic is concentrated
in a particular area, start with those routes.



Survey your clientele receiving the new menu items once full roll-out is underway.
Revise meals/menus as needed based on feedback.



It is critical that the Program Manager document all phases and “lessons learned” in
the previous phases to further develop the overall model for various menu options.

Sustainability


Build relationships with potential funders and partners throughout the project.



Conduct ongoing research of, and application for, grants.

Use ongoing outreach, marketing and PR to garner continued support for your efforts.
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