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The Cooperative Approach







Corporate Plan 2012-15

Ensuring that children and young people from all backgrounds are able to
access high quality, freshly prepared school food using fresh and seasonal
local ingredients is key to the a number of the Council’s Level 1 and 2
Outcome measures - Reducing inequalities: -

Level 1 – “Reduce Child Poverty” and “Reduce the gap in life
expectancy by at least 10% between the lowest fifth of areas 
with the lowest like expectancy and the population as a whole 
by 2020”.

Level 2 – “Decrease the rate of childhood obesity in Year 6 
children by 10% by 2020”.

Young Plymouth – Tackle child poverty, the best start in
life, health inequalities, a good primary education.  



FEEDING AMBITIONS

Supporting the Community



FEEDING AMBITIONS

• History of school meals in Plymouth (post-LGR)
• Non-delegation of budgets
• Job evaluation
• Costs – no control of overheads
• Impact of Food and Nutritional Standards
• Council covered losses 
• As a result no school “ownership”

A brief history of school food in 
Plymouth



FEEDING AMBITIONS

So why did we have to think 
and do things differently?



FEEDING AMBITIONS

• The council consulted with schools in Autumn 
2012

• Heads & Directors Meetings
• Raise awareness – openly
• Some of you will see that money as significant 

others of you will not
• Not the true cost of service provision

Council and school consultation



FEEDING AMBITIONS

• Schools were asked to indicate how they would 
wish to proceed
– Pool budgets
– Trade with the LA
– Make own arrangements

• All schools that replied (76.3%) chose to “pool 
budgets” to allow time to review service models 
and develop a viable and sustainable service

School consultation



FEEDING AMBITIONS

• The council also took a 
medium term view to 
support schools

• Additional transitional 
funding to support schools 
in their decision making 
over a 3-year period

School consultation



FEEDING AMBITIONS

The  moment!

This was it….



FEEDING AMBITIONS

The creation of CATERed



FEEDING AMBITIONS

• School Funding Reform 2013
• Total value of delegated budgets approximately £2m
• Paid for meals approximately £1.8m
• Economies of scale
• Shared risk and reward

Our journey ….. and why



FEEDING AMBITIONS

• Confidence
– 20 New kitchen builds since
– Refurbished kitchen estate 
– Total investment over previous 5-years of circa 

£3.75m
– First LA caterer to achieve Gold Food for Life
– National recognition
– Meal numbers were okay but not great!

What had we already achieved?



FEEDING AMBITIONS

• Support from elected members
• Local / regional procurement
• As a result we considered we had “buy-in” from 

the majority of schools and they were prepared to 
listen to options

• With budgets never having been delegated the 
service held some “control” over next steps

• Openness – we would support them in whatever 
they wished to do

What had we already achieved?



FEEDING AMBITIONS

With all maintained primary and special schools along with 
a number of academies having agreed to pool catering 
budgets for 2013/14 we established our  School Food 
Steering Group to: -
• Manage the changes to school food delivery following 

the national school funding reform, and; 
• Explore potential alternative delivery models to move to 

a viable and sustainable service

School food steering group



FEEDING AMBITIONS



FEEDING AMBITIONS

• Children need to be involved in shaping the offer

• Building on strengths and what schools have said 
via the decision to pool

• Collaborative and cooperative model values

• Vision for a longer term sustainable City-wide 
offer

What did the group say?



FEEDING AMBITIONS

All of this was 7 months before the publication of 
the School Food Plan

Heads ahead of their time!



FEEDING AMBITIONS

• Alternative ways for school meals 
to be provided

• How the catering pooled budgets 
should be managed

• The profit and loss of individual 
school kitchens

• Menu development in line with 
statutory, nutritional standards

What did they agree to look at?



FEEDING AMBITIONS

• Healthy lifestyles and childhood obesity and whole 
school food policies and; crucially,

• Increasing take-up and income
• Staff recognition
• There would be: -

No two-tier workforce
UK Living wage
TU Consultation 

What did they agree to look at?



FEEDING AMBITIONS

• The Terms of Reference 
for the Steering Group and 
original schedule of 
meetings was optimistic

• Anticipated just six 
meetings over 6 months!

• 18 months later…..

Meetings, meetings…



FEEDING AMBITIONS

• This was positive!
• Allowed a very real exploration of 

options
• Schools agreed to “pool” for a 

second year
• Budget position improved in one 

year by circa £200k

Meetings, meetings…



FEEDING AMBITIONS

• The Council did not have the 
expertise in commercial law

• Used an external firm of lawyers 
funded by the Council’s wider 
transformation team

• Struggled to understand what we 
were trying to achieve

Lawyers, lawyers…



FEEDING AMBITIONS

• Why not just follow the standard 
model
– Out-source
– Let schools do it themselves
– Standard LA Trading Model –

charge a per unit cost per meal
• We were clear these wouldn’t work 

for us – it had to be and would be 
different!

Lawyers, lawyers…



FEEDING AMBITIONS

• Understands schools and their 
individual issues

• Demonstrates operational costs in 
line with the commercial sector

• Delivers economies of scale, staff 
management, food procurement, 
estate management

• Through it’s cooperative ethos and 
values school members support each 
other

We created a company that:



The new school food co-operative

Author: Brad Pearce



Cabinet approval

FEEDING AMBITIONS



Companies House

FEEDING AMBITIONS

• CATERed was 
Incorporated on 14 
December 2014

• It would be another 3 
months before we 
went “live”



Governance structure

FEEDING AMBITIONS
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Articles of Association

• Ownership is 49% schools and 51% 
council

• Individual schools are shareholders 
through PSSC

• Only those schools who use CATERed

can be members
• A named representative from each 

school to attend all general meetings 
on schools’ behalf on four occasions 
per year

FEEDING AMBITIONS



Articles of Association

• One member : One Vote
• Chair – members to elect
• Board of Directors (8+2 elected by 

members)
• Two external Independent Directors can 

be co-opted
• The 49% / 51% split allows the Council to 

demonstrate “control” for both TECKAL 
and the Pensions Authority (LGPS)

FEEDING AMBITIONS



Responsibilities & duties of 
directors

• Management of company
• Some decisions will have to be determined by 

voting members at a General Meeting 
– e.g. charitable donation, admittance of new 

members
• Liabilities limited to £1.00
• Use of surplus to be determined at General 

Meetings after recommendations by the Board
• In the event of deficits, these are to be shared 

between all members
FEEDING AMBITIONS





FEEDING AMBITIONS

How joint ownership works in practice



FEEDING AMBITIONS

• Articles of Association
• Transfer Agreement
• Shareholder Agreement

• Most importantly the Supply of 
Catering and Maintenance 
Support Services Agreement 

Documentation



FEEDING AMBITIONS

Supply of services Agreements



FEEDING AMBITIONS

Supply of services Agreements



FEEDING AMBITIONS

• Uncontrolled central 
overheads

• Varied from £700k to 
£380k over the last 3 
years

• Personally wanted to use 
as many Council offers as 
possible for CATERed

Back office services



FEEDING AMBITIONS

• Year-one 2015/16 secured a 
£50k reduction (13%)

• Pending discussions and 
renegotiation for 2016/17

• Current negotiations have 
secured a further reduction in 
costs in excess of 50% for same 
or improved levels of service

Back office services



FEEDING AMBITIONS

National and local recognition



FEEDING AMBITIONS

• Children need to be involved in shaping 
the offer

• Building on strengths

• Collaboration and cooperative model 
values

• Vision for a longer term sustainable City 
wide offer

• It’s a statutory provision for benefit-
based FSM, UIFSM and Paid meals

• Exemption from Food Standards for 
Academies is no longer available

Why and who benefits?



FEEDING AMBITIONS

• Agreed by Headteachers and Chairs 
of Governors

• Signed contracts between each of 
the companies and schools

• Shared budgets, mutual support to 
ensure all pupils across the City have 
access to FSM, UIFSM or affordable 
locally sourced, freshly prepared 
school food

• Surpluses retained by the Board / 
PSSC and not the Council

Why and who benefits?



FEEDING AMBITIONS

 Take-up of UIFSM is around 84% of pupils
 Take-up of meals across all primary aged 

pupils is currently around 63%

 + 37% increase in meals served (2014/15 v. 
2015/16)

 Paid meal take-up (KS2) up 10%

 On average an 5,500 meals per day across 
all settings

 An additional 1 million meals per year

Performance to date
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Fostering the involvement of schools 
in service delivery



Branding – making it fun

FEEDING AMBITIONS



Branding – making it fun

FEEDING AMBITIONS



Branding – making it fun



FEEDING AMBITIONS

• School councils
• School Food Groups
• Feedback forums
• Curriculum days
• Personalised menus
• Children as advocates – their words presented 
to new parents

Pupil (customer) focus



FEEDING AMBITIONS

Individual and customer driven



FEEDING AMBITIONS

• Consolidate the business 
and then look to diversify

• Mindful of academy 
conversions and MAT’s

• Structure of the company at 
set-up

• Maximise Pupil Premium 
and registration for FSM

• Diversification - school 
services which will require 
speculation and resources 
or widening the company 
boundaries to schools 
outside of the city

Looking ahead



FEEDING AMBITIONS

• Holiday Hunger – Ed’s Big Summer 
Food Tour

• Breakfast CLUBed

• After-school CLUBed

• Lunchtime Supervision - SERVed

• Nursery school provision
• Functions within schools and 

commercially
• City-wide Children’s Food Panel

Diversification



FEEDING AMBITIONS

Cooperative and collaborative 
partnerships



ANY QUESTIONS?

THANK YOU FOR YOUR TIME
Brad Pearce
Managing Director
CATERed Limited
T: (01752) 307159
M: 07450 282949
E: brad.pearce@plymouth.gov.uk

www.catered.org.uk


