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Case Study – 1 

Menu Extensions in a Fast Food Operation
Objectives 
As the completions of this case study, students should be able to:

1. Assess a menu in terms of the ingredients required.

2. Develop new menu items with minimal expansion of food inventory.

Case Study Narrative 

Juanita is the owner of a small fast food restaurant, Fast and Fabulous Burgers, in a midsized town. The restaurant has been open for one year, and sales have been moderately good. The menu for the operation is as follows:

Hamburgers 

Cheeseburgers 

Chili (ground beef, beans, tomatoes, tomato-based sauce)
French fries

Garden salads with assorted single-serving dressings

Sodas 

Iced tea

Condiments and toppings for burgers include:

Lettuce 

Tomato mustard 

Mayonnaise 

Sour cream (for chili)

Ketchup 

Bacon 

Relish 

Barbeque sauce 
Part One
Juanita has a customer card on every table and puts a self-addressed card in each drive-through order for one month. The card is 4 by 6 inches and is printed with questions on one side and the address on other side. 
Question 

1. What questions might be appropriate for the customer comment card? Design a small customer comment card for this operation.
Part Two 

After one month, Juanita looks at all the cards and tallies the results. She finds that customers feel the food is excellent and the service is vey good. The most common written comments is that more selection is desired. She ponders this and thinks about her limited storage space. She can add some menu items but would like to avoid adding a lot more food items to the inventory.
Question

1. Add three new menu items to this menu while only adding a total of two new inventory items.
Part Three 

The second most common that Juanita got on the comment card is related to healthier menu items. Patrons stated that they would like some healthier or ower fat and lower calorie items on the menu. Again, Juanita wants to provide customers with the items they desire but does not have the space or desire to add a lot of inventory. 

Questions 

1. How might you define a healthy menu item? Support your definition.

2. Add to new healthy menu items while keeping new inventory items to a minimum.
Case Study – 2

The Case of the Excessively Busy Line Cook
Objectives 
At the completions of this case study, students should be able to:

1. Define several important food service terms and expressions.

2. Describe the importance of sticking with a proven formula for success, whether that is menu, service, training, atmosphere, or another element with-in the food service establishment.

3. Look for creative solutions to seemingly unworkable issues using analytical thought processes. 
Case Study Narrative 
Macy’s Diner & Delicatessen is a restaurant located in Oakville, Ontaria, Canada. The restaurant is situated on Lakeshore boulevard, a busy four-lane street that still has room for more commercial development. In fact, a large super-hardware store is currently being built across the street from the 160-seat restaurant. 
Macy’s was recently sold and is now under new ownership. The couple who bought the restaurant are a husband and wife restaurant team that have owned and successful run restaurants in Mississauga (a neighboring city) for more that twenty-five years. Since purchasing Macy’s, they have remodeled the interior of the restaurant and changed the menu. The new bill of fare offers a variety of comfort foods that have lured Mississauga residents for years.
Since they took the restaurant over, customers have been complimenting the couple on their savory dishes that previously made them famous. Authentic Montreal smoked meat brisket deli sandwiches, homemade soups, fresh salads, daily specials, and a variety of other comfort foods have taken Oakville by storm. The number of staff members had to increase in both front and back of the house meet customer demand. Deliveries have also started to constitute a significant revenue stream. Many of the people working in the small businesses that have recently opened next to the super-hardware store have become loyal customers.

As a result, Monday to Friday during the lunch hours of 12.00 P.M. and 2.00 P.M. the restaurant has a line of at least ten people waiting at the front door for a vacant table. These are the types of problems any food service establishment owner would like to have.
Of more concern is the division is the division of labor among the line cooks. One of the three line cooks at Mac’s is overly busy during the lunch period. A large steamer next to the cook keeps the smoked meat hot. The cook takes the brisket and places it on a large automatic slicer. The slicer cuts the meat paper-thin, and the same cook then places it on rye or uses it for the other dishes. The cook next to him is not as busy, and the third cook has little to do much of the time.
The famous Montreal smoked meat brisket on rye is the most popular menu item. The smoked meat sandwich can represent roughly 50 percent of the lunch orders on a given day. Other dishes also incorporate the smoked meat, such as the club sandwich style dishes, smoked meat pizza, and smoked meat o’top spaghetti. 
There is no room for another slicer in the kitchen, and to put one in the preparation area is not an option. No amount of preparation or prepreparation can improve the situation. To make matters worse, the cooks are beginning to quarrel because of the inequitable workloads during lunch.
Questions

1. What should be done in the short-term to alleviate the growing hostility among the three cooks?
2. To whom should the restaurateur to for help in gathering possible solutions to the lopsided workload situation?

3. What are some possible options for shifting some of the workload from the first cook to the other two cooks?
Case Study – 3

Leadership Expectations at the Benson Hotel

Objectives

At the completion of the case study, students should be able to:

1. Contrast and prioritize conflicting human resource and operational issues in a mid-sized independent operation.

2. Define leadership characteristics and values required to “turnaround” the Benson Hotel.

3. Identify and clarify supervisory responsibility.
Case Study Narrative
The Benson Hotel, a mid-sized independent property required new leadership. Mike Schwartz, Vice-president of Operations, pondered his next move as he reviewed last month’s financial statements. The Benson was an eighty-five-room three-star property with a full-service restaurant, lounge, and banquet and health club facilities. The rapidly changing marketplace and new competition from well-established franchises had made Mike’s job and the Benson’s position more tenuous. Mike decided to commission a consultant’s report on the property. He called up his longtime friend Jim Burke, who had worked for major chains across the country and was now a hospitality consultant.

“Jim, how are you old buddy?” Mike asked.


“I’m doing very well Mike. This consulting work has run me off my feet. What can I do for you?” Jim asked. 

“Well Jim, I need an independent review of the Benson. We’re holding our own but these franchise guys with their management contracts are really getting aggressive,” Mike said.

“Yes, I know what you mean Mike. I have just completed a marketing study for a new building across. These guys have some great programs. You have to try and stay ahead of them,” said Jim.

Mike asked, “Do you think you could visit the property and have some lunch next week? I would like to start with an employee survey and some site work. You’ll be working alongside my general manager, Sean Waters. Sean’s been with us for about two years. Jim, I have some concerns about this guy and I’d like to have a fresh set of eyes look at what’s going on at the Benson. Okay?” Jim hesitated, “Okay Mike. How about next Thursday 10.00a.m.? I’ll meet you in the lobby.”

“Wonderful, Jim. We’ll see you then.” 

Sean Waters had been recruited by Mike as a rising star. Sean’s background led Mike to believe he possessed a true spirit for hospitality, especially in the food service area. Sean had worked his way up in reputable full-service properties and restaurants while completing an undergraduate degree in hospitality. So, what had gone so wrong at the Benson for mike to feel he needed to bring in a consultant to figure it out? Three months later Mike had an interim report on his desk.
Physical Plant Priorities

The following is a review of specific areas of the Benson Hotel that requires attention. 

Sales office: Located just off the lobby, this space is open to the public and is well below the standards for this level of property. The property has worked hard to attract the corporate market. A well – renovated business center shared with a working sales area would enhance this area greatly.

Banquet Servery: Located on the lower level from the main kitchen, this area seems more of a storage area; in fact this could serve as a limited holding area for banquet service. There is no counterspace and no secure shelving to store dishes, glassware or cutlery. Floors and walls are in need of refinishing. Guests have gained access to this area on occasion.

Exterior Garbage Area: The main compactor located in the rear parking lot of the hotel should be enclosed. It is unsightly to guests and can be viewed from the road by surrounding residences. A possible solution would be to pour a concrete slab allowing for drainage and build an enclosure on three sides to ensure access for pick up. 

Access for persons with disability: Presently, the Benson has no access or rooms for guests with disabilities. At least two units should be converted for this purpose. The main reconfigurations are the bathrooms and doorways. On a few occasions guests with disabilities were observed leaving the hotel for other properties in the area that had such facilities. It is a good marketing initiative and may become necessary to maintain the rating of the property. 

Lobby: The lobby chairs and broadloom should be upgraded to reflect the marketplace and reputation of the property.

Back Office Computer: There is presently no stand alone back office computer. The computers on the property are dated and solely devoted to a property management system that is not Windows based. The following functions could be served with a back office computer:

· Inventory analysis
· Database marketing
· Effective and professional word processing
Parking Lot: The rear parking lot is of particular concern; it does not reflect a three – star property.

 Human Resources

The Benson Hotel, like many others before it, had over the years placed people in positions of authority with little or no training to support their efforts. This was true in the following revenue centers.

Dining Room: During high season the dining room enjoys record covers on many nights. However, there was one very stressful situation observed. The staffing was mixed with senior staff followed by poorly trained “warm bodies”. The situation was made worse by the supervisor. Rachel was perceived by the staff as unfair, unapproachable and often playing favorites with her friends and family. Rachel, in all fairness, has had no training and was clearly not the person for the job. She repeatedly showed disrespect for her fellow workers and kitchen staff. Unfairness was clearly displayed in the allotment of high-gratuity-paying work such as banquets and bus tours. Rachel played favorites. She would schedule herself and friends to serve high-gratuity events. If you were not her favorite, you were relegated to breakfast shifts or similar low gratuity work. An example is the new girl, Donna, who Rachel hired this summer. Rachel is already giving preferential shifts to Donna over Isabel, who has been at the Benson for more than five years. Rachel based her decision on Isabel’s poor performance, which Rachel said other employees would agree with. This was not the case when fellow workers were asked. Rachel had also threatened to lay off Isabel in the slow months instead of Donna or Rachel’s daughter Lucy. This was clearly an old management style and unacceptable in any operation. Rachel is also resentful that the kitchen receives 25% of group meal gratuities. In her opinion they do not deserve it. This feeling has permeated among her allies, instilling an “us against them” animosity between the kitchen and service staff.

Kitchen Operation: The kitchen staff is competent, but leadership is seriously lacking in this area. James, the interim kitchen supervisor, has difficulty coping with the restricted responsibilities placed on him and often projects these feelings onto fellow staff. This attitude also has a further negative effect on Rachel and her staff in the dining room. Chef Wilhelm left three months ago and provided little incentive for James to perform his duties as sous-chef. James is somewhat adrift, constantly complaining that he is doing a chef’s job and receiving cook’s pay.

Management controls and reporting such as inventory are inaccurate at best., with related reports poorly presented (see section concerning the back office computer). Production and food handling require improvement from a quality and sanitation point of view. It seems that many foods taken out for preparation or serving then are left out in a hot kitchen to deteriorate or go to waste. Scheduling of kitchen employees does not seem to relate to business peaks and valleys. This has resulted in calling in casual kitchen staff on short notice, resulting in paid-outs over the counter. One such employee is Gerald, the dishwasher, who is Lucy’s boyfriend. Rachel on occasion has taken it upon herself to all Gerald in for dishwashing duty when clearly it is James’s responsibility to make the call. This situation provides an opportunity for Rachel to extend her influence beyond the realm of her authority and has led to increased friction between Rachel and James.

Employee Audit

This part of Jim’s report was a detailed employee audit interviewing employees on issues from the parking lot all the way up to the general manager. It provided Mike with some food for thought. Jim’s opening comments was: “If I had to make only one general statement about the relationship between the employer and employees at this time, I would have to say that it is limping along at a slow, steady pace. Most of the employees appear satisfied with the type of work they are doing and they speak well for the company.” Under the section “Lack of Credibility on the Part of the General Manager,” Mike’s worst fears were confirmed. Jim’s report continued, “As far as remainder of the employees are concerned, they do what they have to and then ignore the general manager. His level of credibility with these employees is zero. One employee was very philosophical about it when she said, “At leads we know what we have to deal with, and we are learning how to deal with him. If they get rid of him we could get someone worse.” Supporting comments from employees included:

· The general manager is always right.

· The morale of the employees varies with the moods of the general manager.

· The general manager intimidates some employees

· The general manager tries to impress the upper management by pitching in to help when they are here, but when they are not here he doesn’t lift a finger.

Jim summed up this section of his report to Mike like this: ‘This is a case of employees working well in spite of the general manager rather than because of him. The main problem with this situation id that a reputable company such as the Benson Hotel cannot support the actions of a general manager with this type of comportment and still maintain a workable relationship with its employees. My opinion at this point this is that something has to change.

Questions

1. One of the guidelines in transformational leadership is to develop a clear and appealing vision. “Before followers will make a commitment to radical change, they need to have a vision of a better future that is attractive enough to justify the costs of changing familiar ways of doing things.” (Yukl 1994) With this in mind, what steps should Mike take immediately to solve the leadership crisis at the Benson Hotel?

2. Do you feel it was necessary for Mike to commission a consultant’s report on the Benson? Why or why not? How would you have approached the situation?

3. Identify and propose solutions for the supervisory challenges in the kitchen and dining areas of the Benson Hotel. 

Case Study – 4

A Fresh Start At The Rainbow Golf Resort

Objectives

At the completion of the case study, students should be able to:

1. Identify operational concerns involving property transition

2. Coordinate departmental employee staffing and training

3. Restructure the organizational chart

Case Study Narrative

The Rainbow Golf Resort had something to celebrate. The 120 – unit golf resort consisting of villas and condominiums had recently been “re-branded” from a franchise to an independent property. The new owner, Ken Okura, was reviewing the present organizational structure of the Rainbow along with the files of key personnel presently running the operation. During the transition period Ken had recruited his own team including a Vice-president of Operations, Director of Sales and Marketing and Director of Food and Beverage to restructure the organization; however, he still had a few key areas to fill in. In the past, each member of the resort’s management team had staked out his or her own turf with little internal communication. As a case in point, Ken often noticed Shirley, the accountant, regularly directing the front desk on policies and procedures. All this happened under the watch of Jeremy, the resort’s Room Division Manager, who didn’t seem to take notice of such actions. Ken thought that this overlap of authority surely must confuse the front desk staff.

The transition period had provided Ken with a window of opportunity to evaluate the line and supervisory staff. Ken had retained Ted Barrow, a human resources consultant; his report’s findings were quite a surprise to Ken. Ted’s report began with the following staff concerns:

· The management does not work together. There is no teamwork, only “flexing” for power. Managers are out to protect their turf. Their attitude pervades the resort.

· There is no apparent overall direction for the resort. If there is, it is not being communicated throughout the organization.

· There is no general manager to controller on site. The feeling is that if these people were around, conflict among the department heads could be avoided.

· There is insufficient training. Employees are thrown into their jobs without being ready to perform them properly. They should have proper preparation before they have to deal with guests.

· Some departments (front desk in particular) are terribly understaffed. This causes service problems as well as high staff turnover.

· The staff morale is low. Employees work in separate departments and get caught in a rut. There is no overall team spirit. Its more like “every man for himself”

· There is little or no awareness of how other departments operate. This knowledge is necessary to help us understand how we impact each other.

· Many people are currently unhappy. The labor pool is small and if they leave it will be tough to replace them. Management should work to keep the staff happy.

· There seems to be a consensus that staff members want to be able to provide food service, but too many constraints are placed on them to be able to do so.

· It is difficult to know who to go to if someone has a problem with his or her manager. There should be someone designated, as the resort manager so that employees have someone to communicate with should the need to arise to do so arise.

Ken assembled his new team to map out strategies to address the operational challenges and employee concerns.

Questions

1. Identify and describe four short-term operational strategies Ken should implement immediately at the Rainbow Golf Resort.

2. What human resources and training initiatives should Ken implement at the Rainbow Golf Resort?

3. Which for of top-down communication would be most suitable for the Rainbow Golf Resort to achieve its objectives?

4. Identify some orientation techniques Ken and his team could implement to introduce the employees to the new ownership of the Rainbow Golf Resort.

5. Using the available information, form a detailed and well argued plan of action for the Rainbow Golf Resort.               

Case Study – 5

Work Morale And Motivation

Objectives

At the completion of the case study, students should be able to:

1. Describe the function of human resource management in a hospitality context

2. Explain the legal aspects of human resource management within the hospitality industry

3. Evaluate employee benefit administration, employee rights and labor relations

Case Study Narrative

A private membership country club in the Midwest faced a serious decline in employee morale and motivation, which resulted in management confrontation within the organization. The employees have been complaining about not receiving any pay rises within the past two years. The organization used the excuse that the company had been struggling financially. The employees are not aware of such serious financial problems and believe that leadership and management style are the root causes. The employees believe that the top management does not appreciate the hard work that everyone contributes to the organization. The employees intend to leave the organization as a consequence of the perceived unfair labor practices. Even though the employee turnover rate is high and is one of the most serious problems in the hospitality industry, this country club is not treating its employees fairly because the organization thinks that hospitality laborers are not highly skilled or educated and can be replaced by anyone at any time. The employees also believe that managers are paid too much in terms of their contributions to the organization’s effectiveness.

The worst business practices is that management asks most of the kitchen staff and restaurant servers to come in one hour early and leave one hour late without any extra hourly compensation. The management is trying to save on labor costs by making its employees work extra hours without pay. The manager told the employees, for example, to come in at 7.00am, but not to clock in until 8.00am; therefore depriving the employees of one additional hour of pay. This practice further convinces the employees that the management is taking advantage of them. Since they are supposedly not highly trained or educated, the management feels that the employees cannot understand how their rights are being violated and they will compromise in order to keep their jobs. The employees are always discussing this problem among themselves but are not willing to share their grievances with the managers.

In the past, the country club had a salary and bonus incentive program that rightly compensated the employees for their work efforts. The organization cancelled most of these, along with other incentive programs, disappointing the employees even more. The result is that employees are not motivated to their personal best in exerting high effort in their work. There is talk among the employees about quitting their jobs because of the disrespect from the management and the unethical practices and lack of pay incentives.

Questions

1. What did the management do wrong in this case?

2. What can the management do to improve the current situation?

3. What can the employees do to better protect their rights?

4. How can the stereotyping of hospitality employees (low skills and education required) be changed?

5. What can be done to reduce the high employee turnover rate in the hospitality industry?

