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Introduction

Reference is repeatedly made in the media to consumer d is­

satis fact ion with the Catering Industry. Consumer awareness 

and exposure to new and varied foods via foreign travel has 

raised expectations in re la t ion  to product quality and value 

fo r  money. This has created a demand for standards to be 

raised and has caused Management to re-exaraine its  strategy 

in re la t ion  to consumer satis fact ion. Loss of customer 

confidence caused by a poor quality product has serious 

consequences fo r  any enterprise. Industry today is finding 

that i t  costs f i v e  times more to create a new customer than 

to provide a system that r e l ia b ly  assures that each customer 

Is sa t is f ied .  LX).

The trend towards contracting out non-core business a c t iv i t ie s  

Is widespread in the U.S.A. and appears to be growing in Europe. 

I t  may be that Ireland as a small open Economy cannot afford 

to ignore this development.

The principal objectives of this dissertation are f i r s t l y ,  to 

examine the concepts o f  Quality and the Catering Product and 

secondly, to analyse the growth In contracting out non-core 

business a c t iv i t i e s  with spec i f ic  reference to Catering.

Finally , the Quality o f  the Catering Services in selected 

organisations w i l l  be evaluated and compared. Organisations 

were selected on the basis that while their core a c t iv i t ie s  

are similar, the Catering is managed "In-house" in one firm 

and by Contract Caterers in the ether. The results of this 

research should y ie ld  valuable information on how Quality is 

managed in the Contract Catering Industry and on the future 

of that Industry as a business option.



The Catering function was selected for the study as i t  Is 

the area on which to date, very l i t t l e  has been written 

about in terms of Quality or Contracting out in an Ir ish  

context*



Chapter I

The Catering Product

1.1. Elements of the Catering: Product:

In defining the Catering Product, many d i f f i c u l t i e s  may 

arise. A Dictionary (2) definition of a Caterer and 

Catering is the ’’ provision o f  food, entertainment e tc ” . 

This is a very broad de f in it ion  and Indicates that many 

diverse elements and a c t iv i t i e s  may be involved.

This de f in i t ion  indicates that food i t s e l f  does not 

to ta l ly  define the product as surroundings, atmosphere, 

service, Image, value fo r  money a l l  contribute. In 

addition, the consumer interacts with the producer and 

his/her perceptions of the product are also a factor .

Kotler (3) defines a product as "anything" that can be 

o ffered to a market fo r  ’’ attention, acquisit ion, use or 

consumption". This defin it ion includes physical objects, 

services, personal it ies ,  places, organisations and Ideas.

He also re fers  to alternative product defin it ions as 

"o f fe r in gs " ,  "value package" or "benefit bundle". He 

emphasises the concept of a customer deriving and seeking 

benefits and value from any product consumed. In addition, 

Kotler (4) indicates that these concepts or benefits and 

value may mean that while competing products of various 

organisations may be physically identical (o f f e r  the same 

core b en e f i t )  one may be more successful than another due 

to some addit ional factor  or perceived value.
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Jones (5) broadly agrees with Kotler and states that to 

an Increasing extent, goods and services are no longer 

demanded separately but are bundled together as part of 

a 'Product Package1.

Chisnall (6) supports the view that looking at a product 

as having more than the physical benefits Inherent in i ts  

use allows for the development o f  added value or "package 

deals". The f i r s t  requirement is to establish what i t  is 

that the customer is buying when he/she enters a Restaurant 

or Catering Operation.

Pood and Beverage

Service

Atmosphere

Image and F a c i l i t i e s  

Value f o r  Money 

Customer Partic ipation

Figure (1) The Catering Product: .

The Catering Product may be considered to consist o f  six 

basic elements.

These elements are a blend of Physical Products and Services. 

Consumers do not perceive the tangible and Intangible 

elements of the to ta l i t y ,  they perceive them as a unified 

whole, i . e .  "The Meal Experience" (7). Renaghan (8) refers 

to th is complex inter-relat ionship between the tangibles of 

Food and Beverage and the intangibles of services and atmos­

phere as the "Presentation Mix" encompassing a l l  o f  the 

elements that are under the operator's control and act

together to make the to ta l  product as perceived by the 

customer.



Although the tangible aspects o f  the Catering Product

(food and beverage) are most apposite to the Pood Processing 

Industry, as an example, considerable resistance has been 

encountered in incorporating concepts and systems to the 

Restaurant area, one of the arguments being that the com­

ponents cannot be separated from the whole. In terms of 

the concept o f  service, quality  is I l l -de f ined  and often 

ignored. This may be due to the close interaction of a 

variety o f  diverse s k i l l s ,  f a c i l i t i e s  and personal inter­

actions .

In the f in a l  analysis, i t  is the customers' perception, 

as stated by Jones (9) o f  the quality o f  the restaurant 

product that is synergistic involving the whole rather 

than the sum o f  Its  constituent parts.

1.2. Food and Beverage - The "Core" of the nMeal Experience"

Graham Campbell Smith (10) l i s t s  43 dif ferent reasons why 

people may choose to eat out. This may help explain why 

there is such a wide var iety  o f  dining out Establishments 

available to the public. The main reasons f o r  dining out 

may be summarised under the following seven basio headings:

Food and Beverage 

Convenience/Circumstances 

Labour (saving)

Variety

Status/Soolability

Culture/Tradition

Impulse

Figure (2) Reasons fo r  Dining out.



The moat Important point in the above l i s t  is that people 

do not eat out f o r  the food aspect alone* Customers may 

eat out, not only to sat is fy  hunger but to sa t is fy  other 

needs, such as social contact, status and curiosity. This 

can be i l lustrated  by the fa c t  that in recent years in the 

areas o f  international p o l i t i c s  and business a f fa i rs ,  the 

media has reported the growing concepts of the "Working 

Lunch" and the "Working Breakfast".

After reading the above, one may begin to believe that food 

is not a very Important part o f  dining out but food is at 

the core of the meal experience ( in  that i t  must be provided 

i f  a dining experience is to take place) - and in addition, 

every diner is an expert in that they know what they l ike  

and expect to be served i t .  The diner has at least ,  partly 

chosen the Restaurant on the basis of the type of food served 

and w i l l  select from the menu, those dishes that most appeal.

A l l  the various sensory Impressions or sensations such as 

aroma, odour, taste ,  texture, appearance, temperature and 

variety complete the gastronomic experience. The successful 

Caterer is the one who ensures that these are a l l  as the 

customer expects them to be*

Defining service in the Catering context:

The most d i f f i c u l t  labour problems o f  the Catering Industry 

may be due to the involvement of contact s ta f f  (Waiters/ 

Waitresses) in serving food and spec if ica l ly  their  role in 

creating desirable soc ia l  interactions. These problems may 

derive from the kind of service that is required in Restaurants 

and the particular kind of work needed to make the oustomer 

f e e l  'a t  home1.



In addition, people who serve food, carry plates and clear 

le f t -ove rs  are not from the point of view of  social hierarchy, 

generally held in high regard in our culture (11). This low 

status may make service performance and management d i f f i c u l t  

and delicate .

I t  may be claimed that there are broadly two conceptual 

approaches to the service o f  the catering product. The f i r s t  

approach is the tradit ional one. This concept evokes Images 

of personal attendance and the performance o f  acts personally 

fo r  another. I t  has connotations o f  obedience and subord­

ination. Although society has changed to a more eglatarian 

approach, the r ig id  performance o f  rules and rituals have 

come to be seen as a standard of excellence in themselves, 

rather than the needs and wants of the customer. This is 

well i l lus tra ted  by Lev it t  (12) as the "paralysing legacy" 

o f  our inherited att itudes. He suggests that the solution 

to improving service performances has been measured as being 

dependant on improvement in the sk i l ls  and attitudes o f  the 

perfomers o f  the service, rather than an indepth analysis 

of the service task i t s e l f .  This he further states obstructs 

us from considering what the concept of service should be in 

this modern age.

The second approach can be summarised as a development of 

L e v i t t ’ s ideas. I t  is the "provision o f  a service", i . e .  a 

Production line approach, that is satisfying of customers 

desires by concentrating on the tasks to be performed, rather 

than the performance o f  the task. This concept has led to 

the development and increased use o f  se lf-service systems

5



of food de l ivery.  Manufacturing Industries rea l ised many 

years ago, that movement o f  men and materials of production 

is costly ;  hence the development of assembly l ine  concepts. 

Se l f -serv ice  is similar to assembly line with the guest moving 

along the l ine  and his/her order being "assembled” by the 

Catering s ta f f .  I t  has been argued by Merricks and Jones (13) 

that this may be, in terms o f  quality control, higher up the 

evolutionary ladder of quality  than "S i lver  service" style 

Restaurants, because the consumer can inspect and select 

from a wide range of food items on visual display. The Cert 

Report (14) also indicates that many Catering Managers f e l t  

that "serv ice"  can be Improved by moving to se l f-serv ice  type 

operations.

A further ' incent ive '  in the move towards "se l f -s e rv ice "  

operations Is the high leve l  o f  wages and salaries as a 

percentage of the to ta l  business overhead, v iz -a -v iz ,  manu­

facturing industries (15). By changing from the more 

tradit ional "table service",  fewer s ta f f  need be employed 

thus increasing the potential f o r  cost savings (16). The 

major problem with the above approaches may be that because 

they are in the main production led, they may ignore the needs 

and wants of certain market segments. I t  may be that " s e l f -  

service" operations regardless of the style, i .e *  Carvery, 

Buffet, Salad Bar, may be unacceptable in some circumstances 

and to certain Market segments. Powers (17) in his work on 

the future of the Catering Industry indicated c lear ly  that 

there w i l l  be a future fo r  "table  service" type operations 

despite the growth o f  Informal se l f-serv ice types.
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Writing on "Service encouitters” Hochschild (18) indicates 

c lear ly ,  the Importance of the worker (waiter ) communicating 

a good fee l ing  about the purchase to the customer. This 

indicates that s oc iab i l i ty  may be a v i ta l  aspect o f  ’’ service” 

and "customer interaction" regardless of whether the service 

is in the sty le  o f  the trad it ional 'Table serv ice '  or the 

more modern 's e l f - s e r v i c e ' .

In addition, the relationship of the Restaurant Waiter/ 

Waitress to soc ia l  subservience is complicated. For example, 

in some operations the purchase of a meal carries with i t ,  

the r igh t  to command a waiter who models his behaviour on a 

Victorian servant - attentive, inv is ib le  and s i len t .  In 

others, there is almost social equality between server and 

customer. In fas t  food chain restaurants, the server is 

almost inv is ib le  as a personality - succumbed in the organis­

ation 's  image. In some 's o c ia l ly  In' restaurants, a reversal 

of soc ia l  roles may be observed, placing the customer beneath 

the server and the customer is treated accordingly. Regard­

less o f  class implications o f  service, i t  may be argued that 

the sk i l ls  required of service personnel go beyond the 

physical a b i l i t y  to carve a Joint or the intel lectual ab i l i ty  

to operate a computerised Cash B i l l in g  Machine. In a l l  

segments o f  the Catering Industry, f6od needs to be served 

at the proper social temperature. There is a need fo r  

attention to be paid to supporting the socia l interactions 

of service as much as the tangible production areas.

7



I t  may be concluded that a major response by the Catering

Industry to the 'problems' o f  Service has been to re-define 

i t  in "production terras" and to switch away from the high 

customer contact o f  the trad it ional service approach and 

to r e ly  instead on se l f -s e rv ic e  concepts o f  food de l ive ry .

This approach, however, Ignores the requirements o f  the 

"Table Service" market and recent research in the U.S.A.(19) 

and Ireland (20) c lear ly  indicates that the "serv ice” element 

o f  the Catering Product, regardless o f  type or sty le,  Is very 

high on the l i s t  o f  cr it ic isms. These complaints would appear 

to raise questions about the a b i l i t y  o f  the I r ish  Catering 

Industry to correct ly  identi fy  customer needs in the service 

area and to provide a sat is factory  product on a regular basis.

1.4. Atmosphere, Image and F a c i l i t i e s .

Atmosphere is one of the intangible elements of the Catering 

Product. I t  may be closely linked to the Image and le ve l  of 

f a c i l i t i e s  o f fe red .  Surveys on why people choose the 

restaurants that they do, consistenly l i s t  atmosphere as an 

Important consideration (21). This has been found to be 

particularly  important in spec ia l i ty  type restaurants but 

less so in the case of " fa s t  food" outlets. The problem 

arises in defin ing what exactly atmosphere is and why i t  may 

vary from place to place and even within the same establishment. 

This may be because so many factors contribute to" atmosphere 

creation and many of these may be received by the customer on 

a sub-conscious level# In addition, Newell (22) states that

8



atmosphere is "ethereal,  evasive and indeterminate” . The 

response o f  the individual to atmosphere is personal and 

the ind iv idual 's  reaction to any combination of atmosphere 

influencing factors can only be determined or controlled 

by rudimentary principles. An example of this is the fact 

that a restaurant should not only be clean (Health Safety) 

but appear clean. The creation o f  atmosphere may be 

considered to consist of seven basic elements.

Decor

Heating and Vent i la t ion

Furnishing

Accoustics

Size and shape of room

Clientele

Service Style
4 .  —  -----—  ■ — - .    ■ -  —  _  m

F igure (3) Elements of Atmosphere Creation.

These elements have both tangible and intangible aspects 

and in ter -re la te  together to fonn what is commonly perceived 

as "atmosphere” . As atmosphere may be d i f f i c u l t  to define, 

each element merits discussion*

Decor:

The problem is essentia l ly  a paradox in that the customer 

needs to f e e l  ' at home1 in th e ir  surroundings without feel ing 

that they are at home* Therefore, Restaurant must be different 

without undermining the customers sense of security. The 

decor should help the customer f e e l  relaxed and sa t is f ied

9



rather than tense and anxious. Aspects of decor that need 

careful consideration are colours, textures, shapes, materials, 

f inishings and contrasts. Lighting in particular, should be 

determined in conjunction with decor. In the same way that 

colours can a f f e c t  moods, l igh t  le v e ls  can also. Bright 

l ight ing  can promote soc iab i l i ty  while dim l ighting can 

Increase senses o f  relaxation. Lighting also a f fects  colour 

and i f  not properly chosen, may have an adverse e f fe c t  on 

the appearance o f  food.

A f ina l  point is , that decor as part of atmosphere is an 

integral part of the Catering Product and must r e f le c t  on 

meal experience o f fered  to the customer. This means that 

In the ”hlgh-spend-per-head, low table turnover market", 

customers w i l l  expect plush luxurious surroundings, whereas 

those demanding a quick cheap meal may accept functional 

rather than decorative decor.

Heating and Ven t i la t ion :

Restaurants are often busy places with much customer and 

s ta f f  movement. This may make i t  d i f f i cu l t  to maintain 

constant temperatures. In addition, the proximity of the 

production area (kitchen) to the diningroom may give r ise  

to cooking smells which may stimulate the appetite or may 

be o f f -putt ing .

10



There are two aspects to heating a diningroom - actual 

temperature and psychological* The decor in terns of the 

le v e l  of illumination and colour scheme can a f fect  the 

customers perception of wamth. In addition, such features 

as air-curtains at entrances, and "mock" f i r e  places can 

create fee l ings  o f  warmth. The most pleasant temperature 

f o r  people s i t t in g  down is 18°C (65°P). As the number of 

people in a room a f fec t  the l e v e l  o f  heat, i t  is important 

to thermostatically control the heat where possible. Also, 

i t  is worth noting that no one l ikes to s i t  in a draught 

near doors or windows. These can be avoided by design 

features such as double doors, screens and double glazing.

I t  is important that the a i r  in the room is circulating and 

moving, to remove unwanted smells and help maintain ambient 

temperatures. This must be done in a controlled way by use 

o f  extractors and fans. I t  is o f  interest to note that there 

is a great deal of debate as to whether the flambe cooking 

o f  food in the room, while i t  may look spectular and act as 

part of the merchandising approach, may also produce o f f -  

putting smells f o r  some, and undo the value of the act in 

the f i r s t  place.

Furnishing:

In a similar manner to MdecorH; the furnishing must re f lec t  

the customers perceived concepts about the meal experience 

being o f fe red .  This has implications for the kind, style 

and f in ish  o f  tables, chairs, sideboards and any other items 

such as nconversation pieces" which form the furnishings o f

11



a room. Furthermore, there are the functional aspects 

which are dependant on the comfort, convenience and length 

o f  time the customer spends in the room. An example is the 

number o f  "covers” (places) that are accommodated in a given 

size room which in turn, influences the customers sense of 

security and intimacy and is  linked to the p ro f i ta b i l i t y  of 

the enterprise.

Accoustics ;

Age group rather than any other socio-economic factor may be 

the deciding fac tor  with regard to levels of acceptable noise. 

Young people tend to be both able and w il l ing  to accept high 

le ve ls .  Noise has three sources, voices, operational and 

"music” . The more people in the room, the more noise there 

is and as a general rule, customers can hardly be requested 

to talk more quiet ly .  Therefore, i t  is the operational and 

music leve ls  that are controlled to give the correct atmosphere.

Eating and serving of food can be noisy, with the c la t te r  of 

crockery and cutlery and movement o f  servers. Jones (23) has 

noted that the customer does not wish to be aware o f  oper­

ational noise. Therefore, insulation becomes very important. 

Carpets and curtains may help to reduce noise as w i l l  

part it ions, glazing and the use o f  sound absorption 

materials on walls and ceil ings.

Music has a direct and strong e f f e c t  on the customers 

mood (24). I t  can be used to speed up the flow of work or 

create a relaxing pleasant atmosphere. I t  may help ro-inforce 

the image of a restaurant by playing the appropriate musio,

i . e .  Rock music in the Hard Rock Cafes.

12



The Important point to note is that music has a strong 

e f f e c t  on people’ s mood and needs careful consideration,

I f  the sought fo r  "atmosphere" is to be created.

Shape and Size of Room:

This element a f fects  the atmosphere o f  a Dining room by 

creating fee l ings  o f  cosy Intimacy or spaciousness. As 

previously discussed, the use o f  colour, l ighting and 

furnishings a f fe c t  peoples' reaction to the Dining area. 

However, unless the Restaurant is purpose built, i t  may be 

necessary to a l te r  the shape of the room In some way to 

help create the desired e f f e c t .  I t  may be necessary to 

lower/raise the ce i l ing  (e i ther  physically, or by appearance 

using in ter ior  design) or i f  the room is long and narrow, 

to "widen" i t  by the use of mirrors. Similarly, balconies 

and raised terraces are sometimes built to create the 

desired e f fe c t .

C l ien te le :

Customers' enjoyment o f  a Restaurant is affected by other 

customers In the room. Increasingly, where Restaurants are 

acquiring such tags as "fashionable", "entertaining","the 

in-place", as can be noted in the fasion and gossip colums 

of the National Newspapers and Magazines, the clientele is 

becoming an Important part o f  the atmosphere creation. I t  

Is a fac tor  over which the Caterer has l i t t l e  control. In 

general terms customers w i l l  fe e l  at home and re-assured i f  

the other customers are of similar age, clothing style and 

behave in a similar manner. The only control the Caterer 

has is through pricing pol ic ies  and outright refusal.

13



Service S ty les ;

I t  can be argued that there are two basic food service types. 

They are "Se l f  Service” and nTable Service". However, there 

are many d i f fe ren t  styles. L i l l io rap  and Cousins (25) 

identi fy  twenty s ix .  They are a l l  concerned with establishing 

contact between the customer and the product. Service type 

and style has implications fo r  such diverse aspeots as the 

appearance and furnishings of the restaurant, the type and 

style of cutlery, crockery and table settings and equally 

important the appearance, s k i l l  leve l  and manner of the s ta f f .  

In addition, there must be "congruancy", i . e .  one would not 

normally expect to find linen table cloths and solid s i lve r  

settings in a transport Cafe. The e f fect  that service type 

and style has on atmosphere can be linked to customers 

expectations. As Davidow and Uttal (26) have noted, service 

expectations are highly personal and various socio-economic 

groupings are l ik e ly  to give d if ferent p r io r i t ie s  to certain 

needs and to se lect  a Restaurant on that basis.

In summary, atmosphere, image and f a c i l i t i e s  may be said to 

embrace decor, heating and venti lat ion, furnishing, accoustics 

size and shape o f  room, c l iente le  and service sty le. The 

customer does not view these individually but rather as a 

to ta l i t y .  In addition, the response of the individual is 

personal and subjective.

The importance o f  atmosphere In a commercial enterprise can 

be gleaned from such business success as O'Dwyer's Bar and 

Restaurant (Mount Street)  which has partly, as a result o f  

a major refurbishment program, increased business and won 

major awards f o r  food excellence, the most important o f  which 

may be the Bord Pa i l te  Award o f  Pub of the Year.



1•5• Value fo r  Moneyi

The concept o f  value fo r  money relates to the total 'Meal 

Experience' provided by the Caterer# Regardless, o f  

Socio-Economic grouping, a customer has certain expect­

ations fo r  dining in any given Restaurant environment. 

He/she may attach d i f fe ren t  weightings to each element o f  

the catering product. For some market segments, this may 

mean large portion sizes and prices that are at the low 

end o f  the general dining out scale while fo r  others, such 

elements as service style and Image may be more important.

I t  may be as Mars and Nicod (27) have observed, that the 

true measure of value f o r  money is serendipitious, that 

is the customer receives a better  package o f  benefits 

than he/she might normally expect.

1.6. Customer Part ic ipation:

Going out fo r  a meal has often been compared to attending 

a Play at a Theatre. One Is attending at a Performance.

In addition, one can only express degrees of satisfaction/ 

d issatis faction a f te r  the Performance is over. This may 

help indicate why Food Guides and the Dining out columns 

of National and loca l  newspapers have become so important. 

The public may be looking f o r  "clues" as to the l ik e ly  

outcome of  attending at a given Establishment. However, 

the major difference between a Restaurant and a Theatre 

may be the fact that, in a Dining Room, the guest is  part 

o f  the actual performance. His/her comments or actions 

can a f fec t  the to ta l  produce offering.
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This has implications fo r  the marketing and operational 

strategies of the business. In terms of Marketing, 

certain expectations may have been created that operational 

performance does not meet. In addition, there is the 

concept of "customisation" whereby the customer may, fo r  

example, seek a meal at variance with the menu o f fe r ing .  

This may make standardised quality control d i f f i c u l t  to 

achieve•

Nailor (28) in stating that the customer is part o f  the 

Catering Produot points out that this can produce an 

element o f  incontro lab il i ty  and ambiguity o f  authority 

in Customer/staff relationships.

The customer in patronising a Restaurant is participating 

in a social interaction. The regular customers may be 

said to constitute a family or club. The foundation of 

this respect fo r  the customer is, however, based on 

f inancia l transactions. There is daily, greater suspension 

o f  b e l i e f  when entering Restaurants than can eve? be found 

in a science f i c t i o n  novel. The customer would l ike  to 

be l ieve he Is welcome fo r  his personal qualit ies. However, 

i f  the b i l l  is not paid, he/she is no longer welcome. The 

customer knows this even though he may l ike  to believe 

otherwise. The exchange o f  cash subjects the customer to 

a complex array o f  psychological and social messages. 

Furthermore, there is a need to recognise the psychological 

pressures which re la te  to interpersonal relationships 

between, fo r  example, Chef/Vaiter, Chef/Manager and Client/ 

Manager. Directly related to these psychological pressures
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is tha element of time* Time is a v i ta l  element o f  

product quality as food quality  can deteriorate rapidly 

i f  not served within a r e la t iv e ly  short time period.

Comparing the Catering * Product* with other Industry/Products.

There is considerable debate, not only in the Catering 

Industry, but in many d i f fe ren t  Industries, such as Motor 

Car Manufacturing and Retail Outlets as to what constitutes 

a Service Industry.

Buffa (29) considers that a Service Industry has a special 

characteristic aris ing from the 'non-intentorial» nature 

o f  the output. Therefore, they are fu l l y  exposed to variable 

demand, tend to have labour intensive operations and require 

operational location contiguous with their  location. Wild (30) 

distinguishes four basic operating systems on the basis of 

'the purpose i t  serves f o r  the customer'. They ares

(1) Manufacture Involves a change in the form of the goods.

(2) Transport involves a change in the place u t i l i t y  of 

goods or people.

(3) Supply involves a change in the possession u t i l i t y  

o f  goods.

(4) Service involves a change in the state u t i l i t y  of 

goods or people.

The Catering Industry Impinges on several o f  these areas.

Sasser Olsen and Wyckoff (31) contend that a l l  products 

are a combination of goods and services. They attempt a 

d istinction based on evaluation o f  "the re la t ive  Importance 

of the goods and service content of a purchase determining 

what percentage of the purchase price is the factory cost 

of the fa c i l i t a t in g  goods in our bundle11. Their abridged 

findings are i l lustrated in Figure 3. (See overleaf)



Goods Servloes

(Figure 4). A Comparison o f  Various goods and 

services packages *

One may be inclined to question the basis of the findings, 

e .g .  trad it ional restaurants exert more time, e f fo r t  and 

money on goods transformations (form transformations) that 

Fast Food outlets where much of the form transformation is 

completed prior  to purchase(of 'raw m ater ia ls ' ) .  Fitzsimons 

and Sullivan (32) focus on the distinctive characteristics 

o f  service Operations which they present, as follows:
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Consumer a participant in the Service process 

Production and Consumption occur simultaneously 

Time Perishable capacity

Site selection dictated by Consuner location - 

Economics o f  Scale l im ited  - Control of 

decentralised operations necessary.

Labour intensiveness 

In tan g ib i l i ty

D i f f i cu l t y  in measuring output

Chase and Aquilano (33) consider service operations to 

involve 1 high contact1 and ' low contact1 systems with 

implications fo r  f a c i l i t y  location, layout, product design, 

process design, scheduling, production planning, worker 

s k i l l s ,  quality control, time standards, wage payment, 

capacity planning and forecasting. Such a distinction may 

allow consideration o f  some aspects of service as ♦low contact 

and hence open to 'Manufacturing1 and 'Production line* 

approaches and others as ' hlfth contact* and therefore less 

open to such approaches. Nailor (34) remunerates 17 oharacter 

is t lc s  which can be iden t i f ied  with a Service Industry. He 

adds that while not in themselves unique, their combination 

in the Service Industry is .  They include such items as:

The satis fact ion of not only basic requirements (food and 

drink) but also complex psychological ones ( identity , status, 

security ) ;  Immediacy o f  customers' needs; the customer is 

part o f  the product and this introduces an element of 

uncontrolabil ity and ambiguity of authority in Customer/

Sta f f  relationships; irregular* workflow; unsociable hours. 

Many aspects are not d ireo t ly  comparable with manufacturing 

situations.



Zeithaml ot al (35) in a major survey o f  Servioe Industries 

consider "serv ice” to have four distinot characterist ics.

(1 )  In tangib i l i ty  o f  Service:  Service is a performance, 

not an object.

(2) Inseparability o f :  simultaneous production and 

consumption fo r  most services.

(3) Heterogeneity: v a r ia b i l i t y  In Service Performance.

(4) Perishabil ity :  Services cannot be saved.

The Catering Industry embraces a l l  o f these areas. The fact 

that "service” cannot be stored (e .g .  an unsold seat in a 

restaurant) unlike a tangible manufactured item and the fact 

that service cannot be experienced until i t  is consumed, are 

the two outstanding features which may distinguish a service 

industry from a manufacturing one to some degree.

Lovelock (36) considers the c lass i f icat ion  o f  service 

operations using a framework of f iv e  variables 

What is the nature of the Service Act?

Relationships with customers

Amount o f  customisation and Judgment in Service delivery. 

The nature o f  demand fo r  the service re la t ive  to supply. 

Method of Service de l ivery .

While no firm conclusions are reached, Lovelock considers 

catering to be focused on people, in a discreet manner, with 

no foraal relationships required. He sees l i t t l e  room for  

customer control over the product. While this may certainly 

be true in a fast  food restaurant (and Lovelook notes th is )  

i t  can be argued that in the upper range o f  restaurant that



a customer has a great deal more freedom o f  expression, 

that those executing the service also have a high l e v e l  

o f d iscretion. Yet Lovelock states that "good restaurant" 

customer-contact-personnel have less Judgment discret ion 

than for example, a tax i driver or a plumber.

Romm (37) considers the Catering Industry to make unique 

demands on both customers and s ta f f ,  because, the customer 

In patronising a Restaurant Is satisfying, not only a 

physical hunger but a hunger fo r  messages o f  belonging 

that may not be available elsewhere In society.

There Is a high e la s t i c i t y  o f  demand for the catering 

product as f a r  as economic conditions and purchasing power 

are concerned. For example, a restaurant meal is not yet 

considered a l i f e  necessity and the law of substitution 

plays an important ro le .

The case o f  duplicating services allows competitors to copy 

a service fa s te r  than they would a manufacturing product 

because there are few barriers to market entry. This has 

Implications fo r  marketing d if ferent iat ion and product 

development.

There is r i g i d i t y  o f  capacity that is unique to a l l  Service 

Industries. This applies especia lly  to restaurants. 

Capacity is r i g id  and i t  is unable to adjust su f f ic ien t ly  

quickly to equate supply with demand. As a result ,  in the 

Industry as a whole, a series o f  under-util isation or 

scarcity o f  capacity ex ists .
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Hygiene and oleanlinesa are important in a l l  Industries, 

particularly  at customer contact le ve l .  However, in the 

Catering Industry, hygiene is Important not only as part 

o f  the Image, but at every step o f  the production and 

service, in order to avoid food contamination. For example, 

in Motor Car manufacture assembly, line operatives may not 

necessarily require a high l e v e l  o f  personal cleanliness 

but fo r  kitchen/restaurant personnel, this is  essentia l .

I t  can be seen, therefore, that there is a wide var iety  of 

views on what constitutes a Service Industry, and what 

differences may ex is t  between the various Industries In the 

tradit ional service section. There is, however, a growing 

view that most industries are to some extent involved in the 

provision o f  some type o f  "serv ices” to customers, e.g. Car 

Manufacturers, Household Appliance Companies, Cosmetic 

Companies. The dif ference in service offered may be one of 

degree rather than concept.

A l l  s e l l  both tangible (physical item) goods and intangibles, 

such as Service (e .g .  ' a f t e r  Sales Serv ice ' ) .  Each individual 

industry has a particular set o f  problems which, while they may 

not be unique in themselves, when associated with Its product, 

are. With Motor Manufacturers, i t  may be the comparably high 

price of in i t ia l  product to the customer, the huge capital 

investments in R. Je D. and unforeseeable Government l e g i s ­

la t ion  which may e f f e o t  the design, manufacture and spec i f i ­

cations o f  the product at very short notice. In Catering, 

the fa c t  that the customers* perceptions fora part o f  his/her 

judgment o f  the meal experience and because the Catering 

Product may be satis fy ing, not only physical hunger but also 

psychological needs, may make the Industry somewhat unique.



1.8. IUMKW AND CONCLUSIONSt

The Catering Produot consists of the tangible components 

o f  Pood and Beverage and the intangibles, such as service, 

atmosphere, image, value-for-raoney and customer participation. 

In addition, there are operational factors o f  perishabil ity, 

’ performance va r ia t ion 1, r ig id  capacity and the inseparab­

i l i t y  o f  the o ften simultaneous production and consumption 

process.

Consumption o f  the product is  affected by many influences, 

which may as Chlsnall (36) states, be " ra t iona lw and easily 

understood or " i r ra t ion a l "  and open to wider interpretation. 

However, in the f in a l  analysis, i t  is the customer's 

subjective perception of the quality o f  the to ta l product 

or "package deal"  that is synergistic, involving the whole, 

rather than the sum of i t s  constituent parts.

A comparison of the Catering Product with other Industry 

products indicates that Manufacturing and Service Industries 

are not always mutually exclusive, but are in many cases, 

closely in ter-re lated .  The uniqueness of the Catering 

Product may derive from the combination o f  characteristics 

rather than any individual aspect o f  the characteristic 

themselves. This combination may require special recog­

nit ion o f  the psychological pressures o f  inter-personal 

relationships between s ta f f ,  management and the customer, 

which may have a considerable bearing on the customer's 

perception o f  the product. Two c r i t io a l  factors  related 

to this are the time element as product quality  oan deter­

iorate rapidly, i f  performance does not occur within a 

r e la t iv e ly  short time period and finance, as the foundation 

o f  customer respeot is based on financial transactions.
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CHAPTER 2 

QUALITY

2.1. Quality  and the Catering Product.

The attention o f  most researchers and practitioners has 

focussed on the food production aspects o f  the Catering 

Industry as th is  is the area most readily identi f iab le  

and easiest to control. As has been established in 

Chapter I ,  the product does not consist o f  tangible 

elements only, therefore, the provision of a quality 

system must encompass more than the specif ic  c r i te r ia  

o f  food production. Gummesson (39) argues that the same 

attention must be given to the design of the service 

element of a product as is currently given to the 

production elements.

Quality is based on the consumer’ s perception of the 

tota l meal experience. Customers perceptions are very 

d i f f i c u l t  to measure/satisfy and attempts to deal with 

these, have In the past, been based in the behavioural, 

rather than natural sciences. I t  is important, however, 

to note that technical controls may be applied over 

service a ttr ibutes , Just as behavioural evaluation can 

be applied to food and drink.

Nightingale (40) argues that customers have their own 

set o f  "consumer quality standards" derived from previous 

dining experiences and that Catering Management is based 

on reconcil ing consumer quality standards with the 

Organisation's objectives. By balancing the two 

perspectives, a service system that sa t is f ies  customers
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may be b u i l t .  This also has implications fo r  the " l e v e l "  

of quality  o f fe red .  Caterers no longer need to provide 

the "best" but the best that the consumer's money can buy.

Kaspar (41) agrees with the concept o f  quality having 

d i f fe ren t  l e v e ls  and being subjective in nature. He also 

notes that certain quality requirements may change over 

time and that a Hotel or Catering organisation must be 

prepared to adapt to new standards i f  i t  is to remain 

successful. Kaspar's basic argument is that Quality is 

market led.

Snyder (42) emphasises the to ta l  sat is fact ion of the 

consumer with both the tangible and intangible aspects.

One aspect o f  customer satis fact ion is that the customer 

expects the food to be safe and "whosesome” . The customer 

judges th is  on such quality attributes as cleanliness o f  

Restaurant and surroundings, personnel and his/her sensory 

perception of the food. Snyder defines quality assurance 

as 100% r e l i a b i l i t y  in meeting customer satisfaction as a 

function o f  employees receiving adequate training in respect 

o f  his/her duties, and Management providing a system of 

planning, organising, directing and controll ing, that 

gradually eliminates operational errors and problems.

However, this de f in it ion  appears inadequate as i t  Is 

impossible to attain 100% r e l i a b i l i t y  for  a variety o f  

reasons. He also states that most quality control l iterature 

indicates that Q0% of a l l  quality control problems are 

normally caused by inappropriate Management systems and not 

by employees.



This view is also supported by Doming (43) who claims that 

94% o f  quality  fa i lu res  have a common cause, the system, 

i . e .  Management. In assessing consumer satis fact ion in 

restaurants, the following three c r i te r ia  merit consider­

ation:

1. A v a i l a b i l i t y : The restaurant must be open at the

right times and in the right location. To this may

be added, the ’’ r igh t ” menu and the a b i l i t y  to have 

a l l  food items available when required.

2. Grade: Consumers compare every experience or

potential experience. They evaluate situations and 

create expectations with regard to the ’’ grade” of 

experience they wish to experience.

3. Conformity: As well  as expectations of the leve l  or

grade o f  product they w i l l  receive, consumers expect 

conformity. I f  f o r  some reason, the experience does 

not meet these expectations, the operation w i l l  be 

graded down, or i f  the experience exceeds expect­

ations, then i t  w i l l  be graded up.

I t  may therefore,  be argued that successful quality 

Management is concerned with identify ing the grade o f  

quality  required, ensuring that the operation conforms 

with this grade, and operating the restaurant at a time 

and place that makes i t  available to the consumer. Merrick 

and Jones (44) consider that Catering Quality Management is 

divided into two parts: ’’Quality Assurance” which they view

as pre-operational and designed to prevent poor performance
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and "Quality Control” as operational and applied to the 

various elements o f  the Catering Product. This may be too 

mechanistic a view and may ignore the wider concepts and 

Implications o f  the t o t a l i t y  of quality in a service based 

industry.

Juran (45) defines Quality Control as the regulatory process 

through which we evaluate actual quality perfoimance; 

compare i t  with standards (goals) and act on the dif ference. 

Quality and quality  control are therefore, concerned with 

the quality  l e v e l  as established in product designs and Is 

un i fom lty  of quality  standards. Juran (46) also labels 

the Management o f  quality  as the "Quality Trio logy" with 

three in ter-re la ted  elements o f  Planning, Control and 

Improvement.

I t  is therefore, of the essence, that quality should be 

planned for ,  at a l l  stages o f  the "Catering Chain",* i . e .  

the to ta l  food production and service delivery system and 

not l e f t  to the customer to be quality control examiner.

Figure (5) The "Catering Chain"
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One o f  the f i r s t  attempts to review a Catering System was 

the Platt and Eddy Report (47). This report dealt with 152 

hospitals in England and Wales. I ts  main conclusions were 

that the best food and service with the greatest attention 

to patients' needs were given in small hospitals, i . e .  those 

with fewer than 60 beds. The larger the hospital, the lower 

the e f f i c ien cy  o f  administration and quality of food served.

The response to th is  report was fo r  researchers to seek a 

new approach and new solutions f o r  tradit ional Catering 

problems. In conjunction with this the University of Leeds 

Engineers began to develop the techniques o f  Cook-Freeze.

This led d i r e c t ly  to the introduction o f  the Cook-Freeze 

system at the Women’ s Hospital in Leeds, England. The system 

was successful and was la te r  extended to the school meal 

service in Leeds and la te r  again, the University o f  Leeds.

The system is now in widespread use throughout the Industry 

and has led to further developments such as cook-chill .

Figure (5) indicates the varied Catering Systems now in 

general use. I t  is not an exhaustive l i s t .

Catering System Process

Traditional Cook ........................

Cook-Freeze Cook.. . .Freeze (-180) Recon­
s t i t u t e .  . .Serve

Cook-Chill Cook.. ...Chill (to 3 C) Recon­
s t i t u t e .  . .Serve

Convenience Purchase - Store Recon-
* s t i tu te . . .Serve

Vending Purchase - Store Vend

Figure (6) Catering Systems Process Chart.
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2.2. The Problem of  "immediacy*

Catering has a problem o f  ’’ immediacy", i . e .  the compara­

t i v e l y  short time period between completion o f  a f ina l ised  

food item and i t s  actual consumption. This often makes i t  

impractical to re jec t  a f inished food item prior  to 

serv ice.  An example w i l l  i l lu s tra te :

The kitchen supervisor is o f fered  a "well done'1 steak by 

kitchen s ta f f  to be served immediately in the restaurant 

that contains more than the agreed standard amount o f  fa t  

and sinew. He/she must immediately consider the following 

options.

(1) Serve the steak and hope the customer does not notice. 

This is very foolhardy as while the customer may not 

complain, he/she almost always notices. Result:

a disappointed customer.

(2) Via the Waiter, o f f e r  to cook an additional piece o f  

meat. This may sa t is fy  the customer but adds to 

production costs. Result: Higher product costs and 

the poss ib i l i t y  of a disappointed customer.

(3 )  Reject i t .  Customer asked either to wait a further 

15/20 minutes fo r  a new steak or is offered an a l t e r ­

native that is quicker to prepare ( i . e .  a salad). 

Result: a very disappointed oustomer and increased 

product costs involved in o f fe r ing  an alternative.

I t  can be seen from the above example the d i f f i c u l t y  of 

devising a quality system that takes account o f  a l l  stages 

o f  production and does not re ly  on the customer to be the 

quality  contro ller.

29



2.3. Technical Interpretations o f  Quality:

Technologists r e fe r  to quality  as an index or measurement 

obtained by grading or c lass i fy ing  in accordance with 

e xp l ic i t  pre-determined specif ications. These spec i f ic ­

ations are la id  down by recognised bodies, such as the 

Dept, of Agriculture, Trade Associations, Statutory Bodies 

and in many cases, by a Firm's own Quality Department.

Quality from a s c ien t i f i c  viewpoint can be defined as an 

orderly c lass i f ica t ion  o f  a Product's ohemical, physical 

and micro-biological characterist ics. Flavour, texture, 

appearance, consistency, p a la tab i l i ty , nu tr it i t iona l value, 

tox id i ty ,  safety, ease o f  handling, convenience, storage, 

s h e l f - l i f e  and packaging are essential elements, that must 

be evaluated, establishing a product's quality. However, 

th is  l i s t  is not exhaustive. Juran (48) states that there 

are two dominant factors in the evaluation o f  quality.

(1 )  The actual chemical or physical measurements of the 

product.

(2) Acceptance of the product by consumers based on whether 

i t  f u l f i l s  the ir  needs and wants with complete satis­

fact ion, I . e .  i ts  f i tness  fo r  use.

Harris (49) defines quality as having three distinct features.

(1 )  Degree o f  P res t ige } The product must o f f e r  a leve l  o f  

quality  commensurate with the price charged.

(2 )  Fitness fo r  Purpose: The Product must meet customers' 

expectations.

(3 )  Customer Sat is fact ion : The ultimate measure of 

Quality is the l e v e l  of customer sat is fact ion .
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The Brit ish  Standards Institute  (1972) give the following 

d e f in i t ion s :

Quality ; The t o ta l i t y  of features or oharaoteristios o f  

a Product that Impinge on i ts  a b i l i t y  to sa t is fy  a given need.

Quality Control; A system f o r  programming and co-ordinating 

the e f fo r t s  o f  various groups within an organisation to 

maintain and Improve quality on an economic leve l  which 

allows fo r  customer satis fact ion.

Quality Assurance: A l l  a c t i v i t i e s  and functions concerned

with the attainment of Quality.

The above defin it ions indicate that Quality is primarly 

concerned with satis fy ing consumers given needs. I t  Is an 

Integral part of any product with major Implications for 

i ts  marketing.

Quality assurance may be regarded as a philosophic as well 

as a pract ica l approach to guaranteeing the attainment and 

maintenance o f  that quality leve l  to sat is fy  the given 

needs o f  the customer.

Quality Control is the mechanism(s) and contro l (s )  used 

to d e l iv e r  the required quality and is a subset and 

integral part o f  Quality assurance.

2.4. Food Quality :

While food alone does not define the meal experience, 

nonetheless, i t  may be argued (Chapter H) that i t  is the 

'’core" character ist ic  o f  dining out as food must be served 

i f  a meal experience is  to take place.
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There are many factors responsible fo r  poor quality food.

Most o f  these can be traced to fau lty  handling, poor 

sanitation, malfunctioning equipment, incorreot preparation 

and even carelessness, brought about by lack o f  training, 

motivation and control.

A Catering establishment, regardless o f  s ize is a complex 

manufacturing centre. Prom the time the food is  delivered 

until  i t  is served, a m u lt ip l ic i ty  of steps and handling 

operations are involved. The kitchen preparation areas 

can be compared to a highly organised food processing 

plant. According to Thorner and Manning (50), the following 

are prime factors responsible fo r  s ignif icant food quality 

changes.

Spoilage due to microbiological biochemical and j  

physical or chemical factors.

Adverse or incompatible water conditions.

Poor sanitation and in e f fec t ive  warehousing ( i . e . storage) 

Improper and incorrect pre-cooking, cooking and post­

cooking methods.

Incorrect temperatures.

Incorrect timing.

Wrong formulations, stemming from incorrect weight of 

food or i t s  components.

Poor machine maintenance programme 

Presence o f  vermin and pesticides.

Poor packaging.
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Any o f  these factors, e i ther  singly or in combination, 

w i l l  contribute to poor quality  food and e f f e c t  changes 

that w i l l  be evident in the flavour, texture, appearance 

and consistency.

2.5. Consumers interpretation o f  Quality:

The average consumer associates quality with personal 

preferences, i . e .  something is liked, disl iked, excellent 

or poor. Scales (L ikert ,  Ke l lys )  are available which 

can grade these degrees o f  l ikes  and d is l ikes .  However, 

a l l  o f  these descriptions are both subjective and 

abstract and do not produce concrete evidence about the 

degree o f  quality from the viewpoint o f  actual grade. 

Many factors influence the c l i e n t ’ s decision, e .g .  

l o c a l i t y  ( a v a i l a b i l i t y ) ,  habits, advertising, sales 

promotion, price and peer pressure. Mars and Nicod (51) 

when discussing the qua l ity  o f  service (a component part 

o f  the "product” ) define quality as re ferr ing  to the 

to ta l  actions and physical features beyond a minimum. 

They define quality in this Instance as a customer 

receiv ing more than he/she might normally expect.

They perceive quality  In service as being serendipitious 

and linked to the customers ’ expectations’ .

In addition to these fac tors ,  positive sensory stimul­

ation plays an Important ro le  in establishing quality 

perception. These include an appealing flavour, mouth 

f e e l  and texture, an a t t rac t ive  colour and appearance 

( ’ eye appeal’ ),  general pa la tab i l i ty ,  product consistency
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and increasingly, in our health conscious world, the 

nutrit ional value of the food. Additional factors 

that determine customer quality  preferences are the 

ambiance or the ’ character' o f  the restaurant, the 

type and e f f ic ien cy  o f  the service, the var iety  o f  

f a c i l i t i e s  and the cleanliness. These contribute to 

'mood appeal' and have a strong e f fe c t  on the consumers 

f in a l  determination o f  qua lity .  As stated in Chapter I, 

("The Catering Product"), the c l ien t  perceives the 

catering product, with i t s  tangible and intangible 

elements as a unified whole. I t  is the customer's 

perception o f  the ir  presentation that forms his/her 

judgment as to their  qua lity .  This perception may be 

influenced by previous experience of the product and 

the le v e l  of conformity o f  the current experience.

Therefore, i t  can be said that quality is a measurement 

of the degree to which the product meets the expect­

ations of the customers.

2.6. Quality Costs:

The concept o f  Quality costs is in essence, a way o f  

presenting a l l  the costs re la t ing  to quality ,  wherever 

incurred, in one single set o f  f igures, thus enabling 

them to be placed In the overa l l  f inancial context.

I t  creates a new cost-centre, the cost o f  quality - 

into which is put the disparate elements that have 

gone to producing the qua l ity  o f  the product.

34



I t  is v i t a l  that, s t ra teg ica l ly ,  qua lity  leve ls  have been 

created that match consumers expectations and needs. I f  

this is  accepted, then the key requirement?for Management,

Is to achieve this le v e l  o f  qua l ity  at the lowest possible 

cost .

Since the 1950s, the necessity fo r  quali fy ing quality costs, 

i . e .  ’’ the quality  cost concept11 has developed (52). The 

American Society fo r  quality control published two useful 

guides in 1967 and 1977 (53) which brought together the 

quantif ication o f  quality costs and how these costs could 

be reduced. Since ly81, the Br it ish  Standards Institute 

have published a detailed guide to quality  coats which 

include such elements as depreciation o f  Quality Equipment 

and proportions o f  other services used by a Quality 

Department (54). In Ireland, the National Standards 

Authority o f  Ireland (N.S.A.I )  has been set up to promote 

the use o f  standards by Ir ish  firms. In the area o f  costs, 

draft  papers and standards have been prepared that to date, 

are broadly s imilar  to the Br it ish  model.

I t  is evident that, while many broad s im ilar it ies  are 

apparent, a common standard does not, to date, exist  

worldwide in the preparation of qua l i ty  costs (55) or 

in the wider area o f  quality systems* In 1988, the 

European Committee f o r  standardisation (CEN) launched 

the ISO 90 00 and EN 2y,000 series o f  Quality Marks with 

a view to creating standardised qua l i ty  systems applic­

able worldwide. (See Appendix I  - A Guide to the Quality 

Standard Maze). These Quality Marks applied or ig ina l ly
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only to manufacturing Industries. However, in January 1990, 

the N .S .A .I  (National Standards Authority o f  Ireland) 

published a new guide to Quality Management in Service 

Industr ies .

This new series o f  Quality Marks is based on the ex ist ing  

ISO 9000 series with the addition of a service element.

A complete cost o f  quality  should include items from four 

broad categories (as recommended by the various standard 

author it ies ) .

Category I  - Prevention:

Costs incurred in any a c t i v i t y  to reduce or eliminate 

de fect ive  products, including Planning and Design - trying 

to ensure the product is " r i g h t11 f i r s t  time. Main elements 

include:

Product evaluation Review 

Quality Planning 

Supplier evaluation 

Quality Training.

Category I I  - Appraisal:

Costs incurred in any a c t i v i t y  aimed at conformity o f  the 

product to the relevant qua l ity  standards - trying to ensure 

that the product is " r igh t "  everytime. Main elements Include: 

Acceptance test ing

Inspection at a l l  stages of production/ 

service/sorting.

Quality Audits.
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Category - Internal Fa i lu re :

Coats incurred due to fa i lu re  o f  the Product to confora 

to the necessary quality standards - the cost o f  not doing 

i t  r ight the f i r s t  and every time.

The main elements include:

Scrap

Re-work and repair (not always possible f o r  the 

" intang i b l e ” elements)

Re-test 

Re-inspect 

Time

"Material” review board meetings.

Category IV - External F a i lu re :

Costs incurred due to fa i lu re  o f  the product to meet the 

relevant quality  standards a f t e r  consumer consumption - 

the cost o f  f a i l i n g  to discover that we didn't do i t  

r ight the f i r s t  and every time afterwards. The main 

elements include:

Customer complaints 

Product l i a b i l i t y  

Cost o f  replacement 

Loss o f  Image 

Future Sales Loss

Not a l l  customers w i l l  complain when a defective product 

is sampled. This adds to the problems o f  trying to

quantify the true costs o f  external fa i lure.
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In an analysis o f  the above categories:

The question arises as to whether the to ta l  costs of 

prevention and appraisal are greater or lesser than those 

o f  Internal and external fa i lu re  (d i f f i c u l t  though external 

fa i lu re  costs may be to quantify )

A var iety  o f  views need to be considered.

Snyder (56) has written that industry today is finding 

that i t  costs f i v e  times more to create a new customer 

than to provide a system that re l iab ly  assures that each 

customer is sa t is f ied .

I t  may be stated that in the absence o f  Prevention or 

Appraisal costs, to ta l  fa i lu re  costs are l ik e ly  to be higher. 

I f  appraisal is  introduced (sorting ’’good” from "bad"), then 

external fa i lu res  are l ik e ly  to reduce. However, internal 

fa i lu re  costs w i l l  also increase.

When prevention is introduced, the situation improves 

further. Juran et al (57) states that prevention is one o f  

the most s ign i f ican t  factors in reducing tota l Quality costs. 

The inter-re lat ionsh ip  among the cost categories can lead 

( in  theory) to an optimum point, which is indicated by "A1* 

in Figure 7.
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Product ion

In f in ity

Cost
per

Unit
of

A

(Opt imum)Total
Failure

100#
Reliable

(Perfect ion )

Figure (7) Quality Cost Relationships*

The sum to ta l  o f  Prevention and appraisal costs r ises 

from o to in f in i t y  as perfect ion is achieved. Total 

fa i lu re  costs drop from in f in i t y  to zero when 100# 

r e l i a b i l i t y  (perfect ion ) is achieved. An optimum point 

may be d i f f i c u l t  to achieve in practice due to changing 

costs elements, and the d i f f i c u l t y  of quantifying external 

fa i lu re  costs. I t  may be more useful to consider instead, 

cost parameters, i . e .  an optimum cost zone. This would 

allow costs to be assessed over a possible range. In any 

given time period, results that f e l l  outside o f  this range 

would merit further indepth study and analysis.

Quality costs can vary, depending on whether or not a program 

has been introduced to reduce these coats. Many consultants 

would expect an organiaation that has not undertaken a 

quality  Improvement programme to have a quality cost f igure 

o f  20# or more o f  Sales (58). The lowest U.S.A. quality cost 

per cent reported is  2.5# using aales as the base (59).

Croaby (60) declarea that by introducing a Quality Control 

programme, ao much money, time and e f fo r t  ia saved (r^ot to 

mention ’ Image' and increaaed conaumer satisfaction) that 

liquality ia free* .



I t  is argued that the greater the attention paid to product 

quality  ia production, the fewer the demands on the service 

operation to correct (at leas t  the tangible aspects) 

subsequent problems (61)« This reduces fa i lu re  costs and 

contributes to an overa l l  cost reduction.

Quality Cost Bases:

In order to quantify costs, i t  is Important to consider the 

cost basis. Quality costs are reported e ither  weekly, monthly 

or  quarterly (62). The cost is measured against some business 

a c t iv i t y  or base. The bases used are normally related to 

labour costs, sales or units produced (63). Care must be 

exercised so that in selecting the base that trends are not 

d istorted (64). Direct labour costs and units produced can 

be influenced by changing technology, overtime or sudden 

la y -o f f s .  Sales as a base can be affected by price increases/ 

decreases, or seasonal e f fe c ts  i f  production is  constant. As 

production tends to fluctuate with actual business demands 

in catering, this may make sales the preferred base. I f  the 

to ta l  quality costs are made up o f  different product l ines  

(menu items), i t  is possible to denote a quality cost f o r  

each product l ine  and re la te  this cost to the product's 

sales. High cost products can therefore, be singled out 

fo r  further consideration.
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Product L i a b i l i t y ;

In reoant years, Business organisations have become more 

aware o f  product l i a b i l i t y  due to substantial awards made 

in Court and the consequent increase in Insurance premiums (65). 

These trends would appear to be on the increase and there is 

an increasingly wider interpretation being made by the Courts 

as to the extent o f  product l i a b i l i t y .  In addition, the 

Catering organisations have to f u l f i l l  lega l requirements 

with regard to employment, Licensing Laws (intoxicating 

l iquer ) ,  and Hotel law (where applicable).

The start o f  the growth in consumerism can be traced back to 

the early 1960s when John F itzgera ld  Kennedy,the then 

President o f  the U.S.A., outlined the concept that the 

general public had, and were en t i t led ,  to certain r igh ts .

These are the r ight to safety; the right to information; 

the right to choice; the right to be heard; the right to 

redress; (to date Ireland has no inexpensive lega l system); 

the right to Education (not Just Academic Education); and 

the right to a healthy environment.

In Ireland, le g is la t ion  has been enacted which seeks to 

protect the health o f  the consumer and to prevent fraud.

The most Important o f  these are :-

(1 )  Food Hygiene Regulations 1950 - 71, which are based on

the Health Act 1947. The loca l  Health Boards are

responsible f o r  implementing laws in re lation to storage,

preparation and service o f  food and they undertake this

respons ib i l i ty  through Environmental Health Officers

(Health Inspectors) who v i s i t  and Inspect premises in

the ir  areas. The major areas are as follows;



(a )  "Fitness f o r  human consumption" - Food and beverages 

must be bought from approved sources as the Caterer

is responsible in law, f o r  any food/materials found on 

his/her premises. This also includes the su itab i l i ty  

o f  de l ivery  trucks used to convey materials and the 

protection o f  food therein.

(b ) The structure and f a c i l i t i e s  of the Building. This 

is concerned with, l igh t ing ,  venti la t ion , in ter ior  

surfaces, drainage and water supply, etc.

(c )  Operational Hygiene - This concerns the work practices 

o f  s ta f f  including the wearing o f  clean protective 

clothing, maintaining equipment in a clean and hygenic 

manner and abstaining from unnecessary handling o f  food.

I f  a s ta f f  member is a probable source of Infection, they 

are forbidden from engaging in food production or service.

The onus is, at a l l  times, on the caterer to ensure that 

these laws are being complied with. I t  should also be 

noted that apart from large Court f ines fo r  the breach 

o f  these regulations and the ensuing bad public ity,

Health Inspectors are empowered to close down a business 

that does not comply with the above laws. I t  may be 

expensive to rigorously adhere to these regulations, but 

fa i lu re  to do so may mean to ta l  business fa i lure .
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(2 ) Consumers* Information Act 1978.

This la concerned with increasing the l e v e l  of accuracy 

required in the g iv ing o f  Information about a produot.

I t  is broadly s im ilar  to the British Trade Descriptions 

Act of 1968, except that the Court may order the f ine  

to be paid in compensation. This Act led to the sett ing  

up o f  a Director o f  Consumer Affa irs  who investigates 

complaints and may prosecute. Fines can be as high as 

£10,000 and two years in Ja i l .

This Act does not to date, cover catering sp ec i f ic a l ly .  

I t  has been argued that people are more concerned with 

the perceived qua l i ty  o f  the Catering Product rather 

than exact weights and measures. However, the soope 

o f  this Act could eas i ly  be increased to include 

Catering with widescale implications fo r  menu design 

( information) menu item composition and advertising.

(3) Weights and Measures Act 1976 j

This Act applies to Intoxicating liquer but not to 

Catering Products. I t  lays down exact amounts for  

the sale o f  intoxicating l iquer with the, to date, the 

notable exception o f  wine. Wine may be sold by the 

"glass, but the exact amount or sixe o f  glass Is not 

yet c lear ly  defined. In a similar manner to the 

Consumer Information Act 1978, this Aot may, in future, 

be extended to cover menu items.
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Sale of Qooda and Supply o f  Service Aot 1980•

This Act amends the 1983 "Sale o f  Goods Act" and increases 

protection for  the buyer. I t  c learly  r e s t r ic ts  the old 

legal adage "Caveat Empetor ( l e t  the buyer beware). I t  

covers such areas as contract, remuneration, c l a s s i f i c ­

ation o f  goods, passing o f  r isk to purchaser and terms o f  

contract, i . e .  warranties and conditions o f  sales. The 

goods and services must be o f  "Merchantable Quality" and 

must be " f i t  f o r  the purpose" f o r  which they are bought. 

This Act defines the "layman" as requiring special pro­

tect ion (66). Guarantees may be offered by the S e l le r  but 

they must not infr inge on the rights given under these Acts

While these Acts do not mention Catering sp ec i f i c a l ly ,  they 

do indicate that a l l  goods and services o f fe red  fo r  sale 

have an implied condition as to f i tness  and quality  fo r  

consumption.

Recent Court judgments seem to indicate that the scope o f  

this law is wide and favourable to the consumer.

In addition to these Aots, there are regulations with 

regard to food la b e l l in g ,  advertising, presentation o f  food 

and packaging o f  goods. None of these regulations specify 

Catering but as indicated ear l ie r ,  the Courts are increas­

ingly giving a wider interpretation to the scope o f  these 

Acts and increasing the protection to the consuner.

I t  may, therefore, be argued that the costs and future 

potential costs attached to "Product l i a b i l i t y "  ( i . e .  

external fa i lu r e  cost o f  the product f a i l in g  to meet the 

appropriate qua l ity  standards after  consumption) must be 

a major faotor  in ensuring that they are prevented from 

oocuring in the f i r s t  place.



From the foregoing discussion o f Quality costs in

answer to the question posed as to whether toal pre­

vention and appraisal costs are l ik e ly  to be greater 

or lesser than to ta l  fa i lu re  costs, i t  may be concluded 

that the costs o f  Prevention and Appraisal are lesser 

than those o f  internal and external fa i lu re .

2.7. Strategic  Planning and Quality Costs:

The essentia l key to quality  Improvement is Management 

commitment. Without Senior Management’ s whole-hearted 

and persistent adherence to quality standards, a l l  the 

"quality drives" in the world must f a i l .  One o f  the 

best ways to gain Senior Management's attention may be 

with costs. I f  the costs o f  "low" quality can be 

calculated and exposed quality  can be related to the 

normal f inanc ia l  ethos o f  the organisation.

Strategic quality  planning should become an integral 

part of S trateg ic  Planning. The main advantage of 

this is that Quality Planning becomes continuous and 

permeates through a l l  departments o f  the organisation.

The overa l l  s trateg io  plan w i l l  evolve mainly from 

examination o f ,  past performance, present market position, 

competitions and the changes taking place in environment.
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A quality  strategy is one o f  the principal reasons whioh 

has given Proctor and Gamble market leadership in coneumer 

products (67). The P ro f i t  Impact o f  Market Strategies 

(P .I .M.S) indicate that i t  does not pay to promote a poor 

quality product (68). I t  results in a lower return on 

investment. Chisnall (69) Indicates that the planning and 

establishing of performance controls for  customer service 

is a v i t a l  element In Sales success. The setting o f  c lear 

quality objectives should aim towards increasing strengths 

and reducing weaknesses.

The Pareto principle (70) may be a useful concept to show 

where the greatest savings may be made. The principle was 

named a f te r  the I ta l ian  Economist, Vilfredo Pareto (1848 - 

1923) when he studied the d istr ibution of wealth, and 

quantif ied the non-uniformity o f  its  distribution. The 

principle was Inappropriately named (71) and should have 

been ident i f ied  with M.O. Lorenz. The principle separates 

the v i t a l  few from the t r i v i a l  many. I t  has also been called 

the 80/20 rule, that is  that Q0% o f  the problem (costs) may 

be attributable to 20% ( o f  the production)#

The hazard analysis c r i t i c a l  control point model (72) which 

uses the determinant that loss o f  control at a particular 

point would result in an unacceptable r isk, may also be 

considered In cost savings.- A problem with this model which 

alms at the elimination o f  ,,Dudaw is that i t  concentrates 

on production and ignores other aspects, such as the "intan­

g ib les "  o f  service. C.E.B.T. the state agency responsible
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f o r  recruting, se leot ing and training o f  oraft s t a f f  

f o r  the Hotel Tourism and Catering Industry, has produced 

a hazard analysis c r i t i c a l  control point model fo r  food 

operations which may be viewed in Appendix 3. As with 

other hazard analyses models the sqrae crit ic ism applies.

2.8. The Japanese Experience:

Japan is today, regarded as one of the world 's greatest 

economic powers. They have achieved this posit ion in 

l i t t l e  over 40 years since being defeated in the second 

world war. They have few natural resources, having, fo r  

example, to Import almost a l l  their energy requirements. 

Juran (73) olaims that quality has played a key role in 

this success. He notes the importance given to training 

programmes in quality that are conducted on a regular 

basis and applied to a l l  leve ls  of s ta f f  (including a l l  

Senior Management).

I t  may be claimed that a major contributor to the 

Japanese concern fo r ,  and achievements in the area o f  

quality ,  has beenW.E. Deming, the American Stat is t ic ian . 

He f i r s t  started talking ta the Japanese about how to 

build qua l ity  into products in 1950 (74). Deming also 

fe e ls  that i t  w i l l  take the U.S.A. (and Europe) the best 

part o f  30 years to match what Japan has done, at the 

present rate of progress.
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In the western world, there Is the acoeptable qual i t y  le ve l  

(AQL) concept (75) which is widely used and allows defective 

products to reach the consumer. The Japanese have a " zero 

defects concept11 where de fect ive  products are not knowingly 

marketed. The major Japanese manufacturers have established 

clear out quality goals, they budget f o r  zero defects and 

measure discrepancies in Marks per m il l ion  (76). Another 

concept "Quality C irc les" has been in operation in Japan 

since the 1960s (77). These quality  c irc les  consist o f  

small groups o f  s ta f f  and supervisors (not Senior Management) 

who meet regularly to discuss quality  problems and their 

solutions. Features o f  such c i r le s  are that they are entire ly  

voluntary, intensely pract ica l and non-bureaucratic. The 

growth o f  the c i rc le  depends on employees and is not dictated 

by the organisation.

The organisation can however, provide back-up by training 

expertise in such areas as brain stcrming and data analysis.

A problem Quality circules may have, is Management’ s 

reluctance to divulge information which they regard as 

confidentia l ,  simply because i t  gives them a psychological 

edge. In addition, Quality Circles are a long term growth 

experience fo r  a l l  involved. I t  may take many years for the 

benefits  claimed to appear. Benefits claimed are positive 

att itudes, motivation, increased confidence, better com­

munications and f inancia l savings with increased (or 

maintained) quality  leve ls .  "Quality Circles" have, at best, 

accounted fo r  only 10% o f  the overa l l  Japanese revolution 

in quality .  The rea l Japanese emphasis has been on value,
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I .e .  high r e l i a b i l i t y  at low cost (78). In recent years 

(since the 1980s), there are indications that quality in 

a l l  i ts  aspects is being taken more seriously worldwide.

IBM has introduced the concept o f  total Quality Management 

throughout the ir  organisation. They had discovered that 

to ta l  quality  costs were between 25# and 40# of production, 

of which fa i lu re  costs were 75#. The cost of preventing 

such problems in early  design compared to finding them and 

repairing them In the f i e ld  ranged from 50/80 to 1 in two 

IBM studies and that ignored the benefits acoruing to 

customers (79).

In conclusion, i t  may be said that the Japanese success 

worldwide, since the 1950s, can be attributed, in no small 

measure, to Marketing Strategies which include quality and 

value as central themes.

2,9. A Quality Audit fo r  the Catering Product:

One way to analyse the nature of the customer's "Meal 

Experience", is to conduct a "Quality Audit". Juran and 

Gryna (80) defines such an audit as an independent 

evaluation o f  service quality to determine its f i tness 

fo r  use and conformity to customer expectations.

The I.S.O. (International Organisation fo r  Standardisation) 

Draft Guidelines to Auditing defines auditing in somewhat 

broader terms than Juran and Gryna. The l.S.O. assumption 

is that an organisation cannot be depended upon to produce 

products/services to a required standard consistency, unless 

i ts  quality  management system also operates to an agreed

49'



standard. Therefore, the I.S.O. def in it ion  o f  auditing 

is that i t  is "a systematic and independent examination" 

o f  the a b i l i t y  of an organisation "to comply with planned 

arrangements" and whether these arrangements are implemented 

e f f e c t i v e l y  and are suitable to achieve previously agreed 

objectives (81).

In assessing the objectives and quality leve ls  ( s p e c i f i ­

cations) fo r  the Catering Product, there may be two 

potential types o f  problems that can manifest themselves.

1. The a b i l i t y  o f  Management to set the correct Standards:

Management may lack the Marketing sk i l ls  to correct ly  

assess the customers' requirements fo r  dining experience, 

with subsequent implications fo r  the Product, packaging, 

promotional messages and p ro f i tab i l i ty .  This inab i l i ty  

to meet appropriate standards may be due to a var iety  

of reasons.

I t  may be that few Managers are trained to assess 

ob jec t ive ly  "a meal experience" in their own 

establishments. Many managers rely  on the ir  own 

"experience" as the arbitration o f  good/bad 

performance.

- Evaluation of customers' satisfaction may not be 

handled in a structured way that gives adequate 

feedback. I t  is a complex area involving many 

factors that may be out o f  the direct control o f  

the Manager. For example, customers pre-conoeived 

expectations, the ir  mood at the particular time,
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and the occasion of  actual reason fo r  the v i s i t ,  may a l l  

have a bearing on the ir  le ve l  o f  satisfaction. Any 

evaluation o f  customer sat is fact ion  must consider these 

issues. Peters and Waterman (82) advocate "Management 

by walking around" but i t  may be that the Organisation 

structure does not allow enough time to set and evaluate 

standards.

The Performanee Nature o f  the Catering Produc t :

As outlined in Chapter I ,  Service leve ls  tend to vary due 

to the ’ performance* nature of the catering product. This 

makes the creation and measurement o f  standards somewhat 

d i f f i c u l t .  One approach has to be to divide operations 

into "high contact" with a subsequent high le v e l  o f  

customisation and "low contact" with a more routine 

approach. This has proved very successful fo r  organis­

ations such as the McDonald Restaurant chain (83).

However, attempts to apply manufacturing models o f  

quality control to 'high contact* operations have been 

c r i t ic is ed  as leading to much standardisation and an 

Impersonalisation of the service element (84).

For an audit to be successful, senior Management and 

Auditors must agree the ob ject ives,  methodology scheduling 

and reporting procedures. In the case o f  Hotels, i t  is

generally accepted that the nature of the service is so

complex, that an audit cannot be made o f  the to ta l  service 

experience (85). In a Catering establishment this is not 

necessary so, though even within the one operation the

nature o f  the service may vary according to the time o f



day, i . e .  Breakfast, lunch, dinner. I t  therefore, is 

necessary to estab lish the object ives  o f  the audit. The 

Pareto analysis (86) may help by ranking a l l  problems in 

order o f  Importance.

The second step is fo r  a p ro f i l e  o f  the typical customer 

to be built  up (age, background, occupation, income). Prom 

this, Judgments can be made covering l i f e  style and l i k e l y  

attitudes to the amount and l e v e l  of services provided.

The purpose o f  the v i s i t  may also be important, i . e .  soc ia l ,  

domestic, business.

The third step is to conduct the audit. There are two 

methodologies which may be considered and both of which 

may be applied together. The f i r s t  is to observe guests 

experiencing the product and partic ipate as a guest. Where 

possible, the Auditor should be "incognito” both to s ta f f  

and other guests to help remove bias from the f inding.

As i t  may prove impossible, in practice, fo r  an Auditor to 

be '’ incognito” , a representative sample o f  guests may be 

interviewed to assess le v e ls  o f  consumer satis faction.

The second methodology, embraces the assessments of consumer 

satis fact ion and in addition audits the management system to 

indicate I f  i t  r e l iab ly  provides the required quality le ve ls .

The fourth and f ina l  step Is a report. This should be 

detailed and include an analysis of the findings. Rating 

scales o f  those factors that contribute to guest sa f is fact ion
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may be used. Numeric values may be attached. Any 

deviation from expected scores can be further analysed. 

There are advantages and disadvantages to carrying out 

Quality Audits. Disadvantages include:

s ta t i s t i c a l  sampling does not necessarily provide 

va l id  evidence of the l e v e l  o f  sa t is fact ion  of guests, 

auditor may be biased.

auditors experience, l ik e  customers, Is sometimes 

unique, and may provide misleading evidence, 

the audit may provide results that make i t  d i f f i c u l t  

to separate the "wood from the trees”

The advantages o f  a properly planned, prepared and 

executive Audit are enormous.

They are consumer and management orientated. 

Independent and they are object ive .

Give tremendous information and deta i ls .

I t  may be argued that any organisation intent on a serious 

commitment to ‘ Quality1 w i l l  consider a Quality Audit as 

one o f  the s tart ing points.

2.10.A Qua l i t y  Assurance Approach to Cater ing :

Almost by d e f in i t ion ,  as stated previously (2 .3 ) ,  i t  may 

be said that this is both a philosophic, as well  as a 

pract ica l approach to Quality. I t  embraces both manufact­

uring and behavioural quality control systems. A key 

element in e f f e o t i v e  "service* is  the behaviour and inter­

action o f  the s ta f f  with customers. I t  may be argued that 

since service and production are so inextricably linked,

53



quality control systems should be viewed as one, rather than 

two systems working in tandem. I t  Is unlikely that quality 

service w i l l  be achievable with unsuitable, poorly trained 

s t a f f  or that suitable s ta f f  w i l l  provide the correct le v e l  

o f  service without guidance and motivation.

King (87) belives that manufacturing Quality Control systems 

with the addition of a behavioural control element can be 

adapted f o r  application to service industries. Wyckoff (88) 

supports this view and argues that by setting "parameters” 

f o r  Service area, rather than exact specif ications, that 

discretion and f l e x i b i l i t y ,  which may be necessary in the 

customer contact areas, can be granted, while a standard o f  

control is s t i l l  maintained.

M i l l  (89) suggests that service employees should be f le x ib le  

and able to "empathise" with customers, i . e .  see their  point 

o f  view. He also states that "personality" testing must be 

an important c r i t e r ia  in the se lect ion  of service s ta f f .

Room (90> argues that the s k i l l s  required o f  Service Personnel 

go beyond the physical a b i l i t y  to carve a roast on the 

in tel lectual a b i l i t y  to operate a cash reg is ter .  He states 

that food must be served at the proper "social temperature".

Harris (91) stresses that the quality  of service is d irec t ly  

related to the attitude and behaviour of those providing the 

service. He states that organisations must develop in their  

s ta f f ,  a caring attitude towards customers and that a core 

value must be the pursuit of excellence.
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Venison (92) suggests that tra in ing is a v i t a l  element in 

developing service quality. Training should focus on 

Increasing s ta f f  awareness o f  customers needs by "trans­

actional analysis" of the customer/staff relationships.

Some organisations emphasise the importance of quality by 

overt use o f  the word from the moment of recruitment, right 

through induction and on-the-job training (93). This 

emphasis on one feature of the organisation plan becoming 

central to the shared value system o f  the operation, in 

recognition o f  which, quality performance is perceived and 

rewarded. The physical resources o f  Equipment, Environment 

and Management example, provide the necessary "bafek-up" and 

mu3t be of the required quality themselves. The importance 

o f  Management as role models in contributing to this type 

o f  "cultural climate" is very s ign i f ican t,  according to 

Murphy (94).

Murphy further states that in implementing a quality 

assurance approach, there are three considerations:

1. Motivation: This includes both Management and s ta f f .

There must be a long term commitment to quality,and 

Management must be ’ seen' to be committed to i t .

2. Investment: There must be large investments in time

and train ing and in defining key quality  elements.

A "b e l l  wether" project approach may help in the 

i n i t i a l  stages.
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Quality Organisation: This involves the setting and

monitoring o f  quality standards. Key quality  indicators, 

including customer complaints, quality costs, results o f  

quality Improvement programmes, and summaries of inspection 

reports must be included in Senior Management reports.

Giles and Wiliaims (95) state that many attempts at 

quality management have fa i led ,  because aspects have been 

used in a qu ick-f ix  capacity. Quality circles,, suggestion 

schemes, just-in-time management and s ta t is t i c a l  process 

control, to name but a few, have been Introduced in 

iso lat ion, in the hope that they would cure a l l  the 

organisations' i l l s .  Quality Management is according to 

these two wr iters ,  a tota l  philosphy involving the focused 

involvement o f  everyone and cannot be applied in isolat ion.

Prom the foregoing, i t  may be concluded that an overall  

management philosophy fo r  Catering Quality should include 

the fo l low ing interactive elements:

(1) Make a to ta l  commitment to quality, a core value 

of the organisation’ s "cultural climate".

(2 )  C r i t i c a l l y  analyse and evaluate on a regular basis 

a l l  aspects o f  the operation. Use Imaginate ideas 

and responses to problems.

(3) Recruit the ’ r i gh t ’ people: This has implications

fo r  both the Management, production and the service 

elements o f  the Catering Product. •



(4 )  Document and Communicate a l l  Standards:

Using these four elements, the manufacturing 

quality  control production system, as summarised 

by Thorner and Manning (96) and the N.S.A.I.

(National Standards Authority of Ireland) ISO.9000 

Guide "Quality Management in the Service Industries 

(97), the fo l lowing approach is suggested as 

suitable f o r  the Catering Product.

2.10.1. Set Quality Leve ls :

The highest le v e ls  of Management should, with due 

regard to market requirements, define quality 

objectives pertaining to the key elements of the 

performance, safety and r e l i a b i l i t y  o f  the catering 

product. The respons ib i l i ty  fo r  and commitment to 

a quality  po l icy  fo r  the Catering Product also rests 

with senior management. Policy must be defined, 

understood, Implemented and maintained.

The N .S .A .I .  Guide (98) states that documented plans, 

procedures, records and instructions defining how 

a c t i v i t i e s  in the organisation are to be e f fected, 

is v i t a l  to the success o f  a Quality system. A 

"Quality Manual" which provides an adequate 

description o f  the quality system (objectives, 

po l ic ies ,  plans) and is a permanent reference In 

the Implementation and maintenance o f  that system 

is a key requis ite  and f i r s t  step in the establish­

ment o f  any Quality system. Furthermore, fo r  an 

organisation to gain reg istrat ion to I.S.O. standards,
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a quality manual and adequate supporting operational 

procedures (Standards o f  Performance Manuals) and 

related work instructions are an essential requirement.

Quality le ve ls  are established by detailed Market 

Research. This consists o f  primary and secondary 

research, including surveys, quality audits, customer 

p ro f i le  and l i f e  sty le  analysis, to name but some o f  

the methods used. Chisnall (99) emphasises the 

importance of a "Multi-Technique1’ approach, that is 

the d es irab i l i ty  of combining a variety o f  survey 

techniques in order to reduce the bias inherent in 

any one particular method. The objective o f  the 

research is to analyse customers* needs, expectations 

and a b i l i t y  to pay. I t  Is also Important to analyse 

competitors and the business goals of the host 

organisation.

2.10.2. Set Product and Operational Standards:

The product standards are both tangible and intangible. 

The tangible standards may be easiest to set, measure 

and correct, i f  required. These standards are based 

on the quality le v e ls  established by the Market Research. 

Such standards o f  performance may range from unwritten 

policy established and monitored in person by the Owner/ 

Manager, up to highly detailed written documentation, 

specifying exactly the required quality at each stage 

o f  the process. These documents are usually referred 

to as ’’Standards o f  Performance Manuals” or ’’Procedures 

Manuals” .
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The quality o f  the Catering Product depends upon e f fe c t iv e  

control through each stage o f  the ’’Catering Chain” (Figure 5), 

this chapter. E f fec t ive  control has two elements. F irs t ly ,  

there is the setting o f  the required standard, and secondly, 

the monitoring o f  actual performance to ensure that the 

standards are achieved and maintained.

I t  may be argued that there are four broad inter-re lated areas 

o f  analysis fo r  product and operational standards. They are:

Material analysis 

Equipment analysis 

Environment analysis 

Employee performance analysis

Mater ia l  Analysis:

Quality cannot be Improved at each stage of the Catering 

chain; i t  can only be maintained or allowed to deteriorate.

The selection of poor quality  raw materials w i l l  result in a 

poor quality meal despite adequate storage cookery and service. 

S imilarly, quality raw materials w i l l  be ruined by inadequate 

storage, cookery and service.

The deta i ls  o f  material analysis w i l l  depend on organisation 

policy, storage f a c i l i t i e s  available, production and service 

delivery systems in use, l e v e l  o f  s ta f f  s k i l ls ,  nature of 

the menu and the competitive environment. With the growth 

in the use o f  high leve ls  o f  technology by the Catering 

industry, the need f o r  exact specifications that lead to 

product conformance, on a regular basis is becoming more 

Important.
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Raw material analysis includes the writing o f  Purchase 

specif icat ions, supplier appraisal and se lect ion, method 

o f  placing orders, inspections o f  del iver ies  and storage.

Purchase spec if icat ions,  whether formally documented, or 

the expressed preference o f  the owner/nanager, should 

contain c lear Information or, names o f  suppliers, type, 

grade, trend, s ize ,  weight, cost parameters, y ie lds ,  

supply procedures and inspection methods.

I t  should also be noted, the Importance o f  having a review 

o f  material spec if icat ions on a regular basis due to changing 

consumer tastes and changing food technology developments.

Suppliers may be selected in two ways, e i ther  by tender or 

by having a l i s t  of "nominated suppliers". These sources 

o f  supply should be Investigated to identify  the ir  ab i l i ty  

to produce the desired quality leve l  on a regular basis 

and to d e l ive r  when required.

With regard to order placement, a written record fa c i l i ta te s  

the compliance with the technical aspects o f  purchase 

specif ications and aids f inancial control.

The next stage o f  raw material analysis is inspection of 

delivered goods. The goods received must meet the purchase 

specif icat ions. To ensure this, competent trained personnel, 

with adequate equipment and f a c i l i t i e s  f o r  inspection must be 

employed. The l e v e l  of inspection may vary from operation to 

operation. The minimum le ve l  may be visual checks for  defects 

and the counting and weighing of commodities. More detailed
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procedures may include, temperature inspection, food content 

(o f  meats) and the taking o f  samples for further analysis, 

perhaps in laboratory. With the increasing use of high 

technology products, there is an increasing need to consider 

the use of more sophisticated methods o f  inspection.

The f in a l  stage of raw material analysis Is storage. I t  is 

Important to ensure that materials are stored in such a way 

that the retain their  qua l ity  l e v e l .  Time and temperature 

controls are v i t a l  as is s t r i c t  stock rotation.

From this point on, the ’ raw materials ' undergo some process 

o f  preparation and production f o r  service to the customer.

In the same way that purchase specifications are designed to 

maintain raw material quality ,  the concept of standard recipes 

may be introduced to ensure dish quality. They provide com­

prehensive deta i ls  of both ingredients and method o f  prepar­

ation and processing (cooking) and may include "plate 

appearance'* where appropriate. To be e f fe c t iv e ,  standardised 

recipes must be supported by adequate equipment, production 

scheduling, an organically correct environment and e f fe c t iv e  

on the job training. In addition, random monitoring o f  the 

end product is required, employing both sensory and s c ien t i f i c  

testing.

When preparation and production have been completed, i t  is 

usual f o r  the food to be held in a finished or semi-finished 

state f o r  a period of time prior  to service. Depending on 

Catering System, this may vary from a few minutes to several 

weeks,(e.g. sous-vide system (100). There is l i t t l e  doubt
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that, at this stage, cooked food is most l i k e l y  to deteriorate 

or become a health hazard, unless the proper guidelines, as 

la id  down by the Pood Hygiene Regulations, are followed.

The f in a l  part o f  material analysis is the service o f  the 

food to the customer. The sett ing o f  standards fo r  service 

is more properly dealth with under the heading "Employee 

Performance Analysis" as service has a dual dimension o f  

both the tangible manner of actual food transformation and 

the Intangible aspect o f  customer-staff relationships. I t  

is important, however, that In a similar manner to the food 

production area, that adequate f a c i l i t i e s ,  equipment, and 

training, are provided fo r  e f fe c t i v e  service.

Equipment Analysis ;

In choosing equipment, consideration must be given, f i r s t l y ,  

to the Catering System to be used, i . e .  t rad it iona l,  cook- 

freeze ,  cook-chil l  etc. The equipment must be matched to 

the requirements of the menu, output and l e v e l  o f  quality 

desired in order to obtain maximum u t i l isa t ion .  Good 

Ergonomic design and a c lear understanding o f  work flow 

principles are required in the placing of the equipment in 

the Pood Production area. Where possible, equipment must 

be "user f r ien d ly " ,  i . e .  easy to maintain and clean.

S ta f f  must be trained in the correct use and maintenance 

o f  a l l  equipment and systems.

Envir onment analys is :

The work environment must f a c i l i t a t e  practices that lead 

to conformity. The physical surroundings, such as the le ve l  

o f  l i g h t ,  noise, decor and size of the work area must be 

care fu l ly  considered.



The conditions under which a task is  performed may e f fec t  

the quality l e v e l  obtained. For example, conditions o f  

discomfort, fa t igue ,  and res tr ic ted  movement or access may 

lead to a lowering o f  performance leve ls .  S im ilar ly ,  the 

degree o f  monitoring and speed of performance required, 

merit careful consideration. Kotschevar et al (101) state 

that environmental design must Incorporate a sound knowledge 

o f  ergonomics and work flow principles to ensure conformity 

and e f f i c i e n t  work practice.

F inally ,  the environment o f  the organisation’ s culture must 

be considered, i . e .  compatability between personnel and 

Management/Employee relationships. As noted ea r l ie r ,  

'corporate culture ' should have ’ quality '  as a core value.

Employee Performance Analysis:

This is easiest to measure in the production areas (kitchens) 

and in nlow contact" operations. The emphasis is on 

tangibles o f  physical food production which may be measured 

against time, s ize ,  weight, quantity, portions and other 

physical properties. In the area o f  customer contact 

(serv ice )  while the tangibles of food (production) are 

Important, there is the added dimension of in tang ib i l i ty  

as discussed in Chapter I .  Most research in the area 

indicates that the sett ing of standards may be partly  

dependant on the use o f  parameters rather than exact 

measures and that personality and the a b i l i t y  o f  the server
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to '•empathise” with customers is Important. Martin (102) 

divides service quality  into two dimensions. One Is a 

procedural dimension which Is the technical system involved 

in de l iver ing products to the customer, and secondly, the 

"cdnv iv ia l ” dimension, which is the server 's  a b i l i t y  to 

relate In a pleasant manner to the customer. For each 

procedural dimension, there are the corresponding convivial 

ones. Figure (8) reproduces Martin's approach.

Prodedural Dimension 

Accommo dat ion 

Anticipation 

Timeliness 

Organised Flow 

Communication 

Customer Feedback 

Supervision

Convivial Dimension 

Attitude 

Attentiveness 

Tone of voice 

Body Language 

Tact

Naming Names 

Guidance, Suggestive 

sel l ing, problem 

solving.

Figure ( 8 ) llWork3heet of  Service Quality”

These standards may be ranked in order of Importance and be 

assessed and monitored by key indicators. For example, an 

indicator o f  timeliness may be customer greeted within 30 

seconds o f  entering and establishment and food order taken 

within f i v e  minutes. (This time range allows fo r  parameters 

while maintaining control)
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Martin (103) further states that this concept may be used 

to audit the to ta l product o f fe r in g  of a restaurant. He 

states that each restaurant type may require i ts  own set 

o f  performance indicators fo r  each procedure/dimension 

and that a rating scale should be used to record each 

indicator 's  frequency o f  occurrence. His ’’ sample service - 

Audit Pom" embraces the procedures/dimensions o f  the 

"Worksheet o f  Service Quality" (Figure 8 ) .

King (104) states that defining and documentation of each 

task is v i t a l  in that i t  leads to conformity and provides 

a basis f o r  s ta f f  tra ining, i . e  standards o f  performances.

I t  may be used for  a framework o f  analysis o f  how to raise 

productivity and I t  helps avoid confusion amongst the s ta f f .  

This conformance, King states, must be supported by recru it ­

ment of the "r ight kind" o f  s ta f f ,  training s ta f f  in 

behavioural as well as technical sk i l ls ,  providing adequate 

s ta f f  f a c i l i t i e s  and employing supervisors who lead by 

example and are sk i l led  in inter-personal behaviour.

One Product and Operational standards have been met, the 

second element o f  control may be Implemented, that o f  

monitoring actual performance and where required, correcting 

non-standard output.

2.10.3. Check Per fo rmance and correct non-standard output.

In organising a system to check actual performance, 

I t  is important to ensure that i t  is r e l ia b le ,  

accurate, f a i r  and operated on a regular basis*
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The most Important source o f  Information about Conformity 

with standards are the customers. Information may be 

received in three ways, Compliments and Complaints, Guest 

Surveys, Comment cards.

A major problem with compliments/complaints and comment cards, 

is that the customers taking part, may be a small unpres- 

entative sample (105) and may be s t a t i s t i c a l l y  invalid (106).

A survey may, however, be structured to take opinions from 

a much broader range o f  customers and be a more accurate 

means o f  assessing customer sat is fact ion . I t  may be carried 

out as part o f  a Quality Audit and may include observation, 

comment cards, so l ic i ted  and unsolicited compliments/ 

complaints as part of the process. Lewis and Pizam (107) 

have ident i f ied  factors that a survey should achieve. The 

main factors are:

1. Measure the dominant trends in consumer satisfaction.

2. Provide straightforward unambigious information.

3. Encourage customer response (by being short).

4. T e l l  the organisation i f  the customer w i l l  return.

5. Take the specif ic  needs o f  the organisation into account.

6. Be easy to analyse to f a c i l i t a t e  prompt action.

They further suggest the fo l low ing methodology to meet the

above requirements:

A. Detailed interviews with a var iety  o f  customers to 

establish the important/un Important variables of 

sat is fact ion .

B. This potentia l ly  long l i s t  should then be factor 

analysed to create a smaller ” coreH number o f  main 

variables, i . e .  WA Restaurant sat is fact ion  Index”
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C. Use regression analysis to weigh each dimension according 

to the ir  contribution to overa l l  le v e ls  o f  satis fact ion.

Figure (9) i l lu s t ra tes  this methodology.

A
Weighting Rat ing

Possible
score

Weighted
rating

Possible
weighted

score

Food 0.4 5 5 2.0 2.0

Convenience 0.25 4 5 1.0 1.25

Service 0.2 3 5 0v6 1.0

Professional
s ta f f 0.1 2 5 0.2 0.5

Cleanl iness 0.05 1 5 0.05 0.25

Total 1.00 15 25 3.85 5.00

Satis fact ion
le ve l (%) 60

(without weighting) (with weighting)

B (reversed rat ing )

We ighting Rat ing
Possible

score
Weighted

rating

Possible
weighted

score

Food 0.4 1 5 0.4 2.0

Convenience 0.25 2 5 0.5 1-.25

Service 0.2 3 5 0.6 1'iO

Professional
s ta f f 0.1 4 5 0.4 0.5

Cleanliness 0.05 5 5 0.25 0.25

Total 1.00 15 25 2.15 5.00

! Satis fact ion 
le v e l (#) 60 43#

(without weighting) (with weighting)

Figure (9) A Restaurant Satis fact ion Index
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This index i l lu s tra tes  the Importance o f  weighing each factor. 

While both example A and B have a t o ta l  rating o f  15, by 

weighing factors d i f fe r en t ly ,  example A has a 77% satisfaction 

rate, while B has 43#. This underlines the importance o f  

establishing the important and r e la t i v e ly  unimportant variables.

Regular surveys o f  consumer sat is fac t ion ,  using the above 

methodologies, should y ie ld  r e l ia b le ,  valuable and accurate 

information on the l e v e l  o f  conformance. Further methods o f  

invest igation involve MBWA and budget analysis.

M.B.W.A.

This stands fo r  Management By Walking Around and is advocated 

by Peters and Waterman (108). I t  may be argued that because 

o f  the 'performance1 nature o f  the meal experience, i t  has a 

part icu lar  ffelevante. A l l  the l i te ra tu re  indicates that 

Management, by their  actions, set the example and are an 

important ingredient in the creation o f  "corporate culture".

In addition, M.B.W.A. allows management an observational role 

with regard to the maintenance o f  quality leve ls .

Budget Analysis:

As already discussed in 'Quality Costs' (2.6), there is an 

optimum point above which the provision of additional quality 

l e v e ls  becomes uneconomic. A budget analysis o f  Sales, Quality 

costs of Sales in conjunction with an analysis of consumer 

sat is fac t ion  le v e ls  should indicate clearly in f inancial terms, 

the success or otherwise of the Quality Assurance Programme.
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In conclusion, i t  may be said that to check quality confor­

mance with the standards set, the information must be gathered 

primarly from the customer. Thi3 should be carried out in a 

structured way and may involve the use of Quality Audits, 

Surveys, M.B.W.A. and checking budget conforaance.

Correct non-standard Output:

Once i t  has been c lear ly  established that quality  levels  are 

at variance with the standards required, corrective action

must be taken. This starts by determining the cause of

performance variance. As already discussed, most research 

indicates that qua lity  fa i lu re  l i e s  with Management. Prime 

reasons fo r  management fa i lu re  may be that quality  levels 

set are incorrect fo r  the target market segment. I t  may be 

that the analysis and monitoring of performance o f  materials, 

equipment, the environment and employees is fau lty  or unfair.

There may be a lack o f  communication and understanding of the 

prime influences on job performance which include the 

individual job holder, the Job i t s e l f ,  how (and why) standards 

associated with the job are communicated and the le v e l  of 

motivation amongst s ta f f  as individuals and as a team. I t  may 

be argued that because o f  the •performance* value o f  the 

Catering Product, that the obtaining of consistently 'correct '  

performance from the s ta f f  is a key result area and performance

indicator in i ts  own r ight.

M i l l  (109) suggests that d i f fe ren t  strategies are required to 

correct poor s t a f f  performance depending on the cause of 

employee fa i lu r e .  As examples, he suggests that 'motivation' 

can be corrected by pos it ive  reinforcement, 'the individual'

69



by a re-assessraent o f  se lection procedures, re-deployment or 

dismissal and so on. For each stage in the process of 

improving employee performance, a dif ferent option may be 

suggested that requires an appropriate action plan.

The leve l  and kind o f  feed-back (complaints/compliments) 

received from the customer may also indicate the corrective 

action required. A d i f f i c u l t y  in identify ing complaints may 

be in the way they occur. They may be random, sporadic ol» 

systematic.

Random complaints w i l l  be infrequent and conform to no 

invest igat ive  pattern. These characteristics make invest i­

gation d i f f i c u l t .  Sporadic complaints are clearly Identi f iab le  

as conforming to a pattern, but are not in evidence on a 

regular basis. They may be associated with influences that 

l i e  d irec t ly  outside the management control, such as in fer ior  

s t a f f  performance due to i l lness  or an unexpected high le ve l  

o f  demand. Systematic complaints or errors, are frequent and 

conform to a pattern. These may be easiest to identify and 

correct.

I t  may be argued that the characterist ics o f  the Catering 

Product may make complaint resolution somewhat easier and 

quicker than In other businesses, as in face to face contact, 

apologies and reparation, i f  required, can be offered quickly 

and e f f i c i e n t l y .
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Once the cause o f  performance variance has been established, 

action must be taken immediately to satisfy existing customers 

and to ensure that complaints do not re-occur. Using a 

•Quality Assurance1 approach which involves a tota l  commitment 

to qua l ity ,  a l l  the relevant s ta f f  should be involved in the 

resolution o f  performance variance. In addition, this helps 

ensure fairness and good communications.

2.11. The I r i sh Dimension:

The Importance o f  '’Quality11 as an integral part o f  any 

product or service is only now beginning to achieve 

widespread recognition in Ireland, due mainly to our 

membership of the E.C. The E.C. has decided that 

C.E.N. (European Committee f o r  Standardisation) should 

set standards for i ts  markets so that a l l  members w i l l  

operate to harmonised standards, thus eliminating 

technical barriers to Trade. C.E.N. has adopted the 

I.S.O. (International Organisation for  Standardisation) 

9000 series of Quality Management standards fo r  a l l  i ts  

members. This in e f f e c t  means that E.C. directives 

on public safety, health, product l i a b i l i t y ,  environment 

and other public issues are based on agreed European 

standards so that i f  an organisation’ s product conforms 

to a standard, then they have l i t t l e  to fear from lega l 

action. Apart from product l i a b i l i t y ,  market forces, 

espec ia l ly  in the fo m  of the hugh Governmental E.C. 

public procurement market who w i l l  only purchase to 

ISO.yOOO standards by iy92 (110) make the attainment 

of ISO standards essentia l  fo r  many Ir ish Industries.
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There are several organisations and consultants active in 

the area o f  "qua l ity " .  The most Important o f  these may be: 

EOLAS which is the I r ish  Science and Technology Agency 

established by Government which seeks to develop an approp­

r ia te  national Science and Technology infrastructure. I t  

contains various organisations, concerned with Research 

Standards and Technology. One of  these is the National 

Standards Authority o f  Ireland (N.S.A.I) which is a member 

o f  C.E.N. and which seeks to promote the use o f  standards 

by I r ish  firms in th e ir  day-to-day operations. This i t  does 

through its  c e r t i f ic a t ion  schemes which provide the required 

evidence that an organisation f u l f i l s  customers identi f ied  

quality  needs and operates a quality management system to an 

agreed standard. I ts  most important scheme may be the 

"Registered F im  Scheme" which is based on the ISO.yOOO series 

o f  quality system standards. These international standards, 

were adopted in iy87 as the standards for quality system 

management fo r  Ireland. These standards set down the require­

ments fo r  a soundly based quality  Management system, They 

may be applied in almost any situation where an organisation 

wish to adopt quality approach to providing products and 

services. The system involves f i l l i n g  out a detailed 

questionnaire, nominating someone to take control o f  quality, 

putting that person through a three day workshop on quality 

and then gett ing them to write the manual must become a 

r e a l i t y ,  and once achieved, the organisation is audited four 

times a year to ensure standards are maintained. These 

procedures fo r  reg is trat ion can cost up to £2,000.
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Another organisation which is active in this area, ia the 

I r ish  Quality Association I .S .A ) .  They award a speoial 

"Q” mark which is we l l  recognised and promoted In this 

country. The ”Q" mark Is audited to ISO.9000 standards 

and has a promotional dimension. I t  is of Interest to note 

N .S .A .I .  also have a mark or logo that may be used by 

reg istered organisations (111), but i t  is not as yet widely 

promoted. John A. Murphy (112) states that I r ish  Quality 

Associations system, compliments the N.S.A.I.  standards and 

that an agreement has been reached with the N.S.A .I .  that 

an organisation that has been awarded the "Q" mark, need 

only be audited three times a year. To date, N.S.A.I.  have 

seen a 50% Increase in audited organisations over last  year 

and I.Q.A. expect a similar increase.

In addition to these organisations, there are a growing 

number o f  Independent consultants who o f f e r  advice and helpt 

to Firms who wish to Improve their quality standards.

Therefore, i t  would appear that ’’Quality" is  becoming to be 

seen as a v i t a l  fac tor  In business success in Ireland.
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CHAPTER I I

2.12. Summary and Conclusions;

The pursuit of quality is a conceptual and practical 

approach to ensuring that the customer Is sa t is f ied  and 

that the objectives o f  the organisation are met. The 

problem associated with Quality and Catering are primarly 

the d i f f i c u l t y  o f  quantifying and measuring what exactly 

•quality1 is .  For the customer, i t  is a subjective, 

personal experience, which may be based on product a va i l ­

a b i l i t y ,  grade and l e v e l  o f  conformity with previous 

experiences. For the organisation, quality is concerned 

with the provision o f ,  on the one hand, tangible 

controllable items (food, beverages) and on the other, 

intangibles (such as service, Image, atmosphere) and 

consequently, less controllable.

The tefun 'qua l i ty '  should not be confused with *the bes t ' .  

Consumers evaluate each product of fering against a 

c r i t e r ia ,  normally based on personal previous experience.

This has implications f o r  the ' l e v e l '  of quality offered... 

There is no need to provide ,fthe best" but the best the 

customer's money can buy.

Technical de fin it ions o f  'Quality ' indicate that i t  is  

the t o t a l i t y  of the features of a product that impinge 

on i ts  a b i l i t y  to sa t is fy  a given need. Quality Assurance 

is primarly a conceptual approach and embraces a l l  

a c t iv i t i e s  and functions concerned with the attainment 

o f  the required quality l e v e l .  'Quality Control' is the 

particular mechanism used to deliver the required quality 

le v e l  and is a subset and integral part o f  Quality Assurance.
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In addition, there are the f inanc ia l  considerations involved 

in the production o f  goods and services. Business is concerned 

with long tern survival. A thorough research o f  the l i te ra ture  

c lear ly  indicates that the costs o f  designing, implementing 

and reviewing on a regular basis, a Quality Assurance Program 

is fa r  outweighed by the costs (such as scrap, complaints, loss 

of image, loss o f  sales, product l i a b i l i t y )  o f  not doing so.

An organisation’ s s trateg ic  Planning needs to incorporate a 

documented quality  strategy as an integral part o f  market and 

product planning.

The Japanese have become world leaders in Industry and Commerce 

in only 40 years, since being heavily  defeated in the second 

World War. They have succeeded in this by developing the 

concepts o f  'zero defects '  where a defective product is not 

knowingly marketed and by introducing "quality c ircules '1, a 

voluntary on the job s ta f f  desire fo r  involvement in quality 

development and by the use o f  marketing strategies that 

include quality and value as central themes.

One way to examine the qua l i ty  le v e l  of the service experience 

in an establishment is to conduct a wQuality AuditH,Whioh may be 

defined as an independent evaluation o f  service quality  and 

i ts  a b i l i t y  to sa t is fy  customer needs. A quality audit may 

also embrace auditing the qua l i ty  management system o f  the 

organisation. Quality audits may be used to either tes t  

hypothesis or substantiate 'expert opinion' about the organ­

isa t ion 's  service e f fec t iveness ,  or as part of a to ta l  quality 

improvement program. For an audit to be a success, careful 

consideration needs to be given to the setting o f  the objectives
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of the Audit, methodologies to be used, customer p ro f i le  

evaluations, reporting procedures and analysis o f  the findings. 

I t  ia argued that any organisation Intent on a serious 

commitment to ^Quality" w i l l  consider a Quality Audit as one 

o f  the starting points.

The highest l e v e ls  o f  management should define quality  

objectives and take respons ib i l i ty  f o r  the creation of and 

commitment to quality  p o l i c ie s .  Pol icy  must be defined, 

understood, implemented and maintained. Quality objectives 

must be d ire c t ly  re lated to market requirements, i . e .  the needs 

and expectations o f  the customer. Quality Management is a 

to ta l  philosophy involving the focused involvement o f  everyone 

and cannot be applied on a piecemeal basis

Documentation is a v i t a l  part of Quality Aaaurance. A "Quality 

Manual" which provides an accurate description of the Quality 

system (ob ject ives ,  po l ic ie s  and plans) together with adequate 

aupporting operational procedures are essential.

In Ireland, due primarly to membership of the E .C., there is 

a growing awareness o f  the concept o f  Quality. The National 

Standards Authority o f  Ireland (N .S .A .I )  has been created by 

Goverrwient and this Body is ac t ive ly  promoting the use of 

standards, espec ia l ly  through i ts  "Registered Firm Scheme".

A l l  o f  these standards are based on agreed European standards 

as la id  down by C.E.N. (European Committee f o r  Standardisation).

In January 1990, the N .S .A .I .  published a new guide to Quality 

Management Systems fo r  the Service Industries under 9000 series 

o f  Quality Marks.
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This summary concludes with an examination o f  a Quality

Assurance approach to the Catering Product. This approach 

is  both philosophic and pract ica l .  I t  embraces both 

manufacturing and behavioural qua lity  systems. There are 

four basis interactive  elements.

(1 )  Make a to ta l  commitment to Quality , a core value of 

organisation's "cultural climate” .

(2 ) Cr i t i c a l l y analyse and evaluate on a regular basis, a l l  

aspects o f  the operation. Use Imaginative ideas and 

responses to problems.

(3) Recruit the " r i g h t ” people: This has Implications

fo r  both the Management, production and service elements 

o f  the catering product.

(4 )  Document and ommunlcate a l l  Standards: Using these four

elements, a Quality Assurance System for  catering may be 

summarised as fo l lows:

A Quali ty  Assurance System fo r  Catering.

1. Set Quality Level Comments

Quality Objectives What are the goals o f  the

organisation?

Safety and R e l iab i l i t y .  

Quality Po l icy  Defin it ion, Understanding

Implementation, Maintenance 

Market/Customer Require- Market Research ("Multi-

ments Technique” ).

Tangible and Intangible. 

Defining "Service”

Demand Forecasting.

Quality Characteristics Factors. Are Quality

le v e ls  correct?

Documentation Quality Manual

res

ion

i.

rels.

I
i
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A Model o f  this Quality Assurance System, with 

explanatory notes, may be viewed in the Appendices 

(No. 2)
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CHAPTER 3

Contracting out Catering Ac t iv i t ie s

3.1. Introduction:

I t  may be argued that superior financial performance 

fo r  any business organisation comes from having clearly 

stated ob jec t ives ,  sound marketing strategies,  the 

a b i l i t y  to Implement them and an innovative approach 

to a l l  aspects o f  the operation. The more market 

orientated the organisation is in providing the required 

products and services to customers and doing this at the 

least cost, the more profitable i t  w i l l  be. Peters & 

Austin (113) maintains that business success boils  down 

to staying close to customers by providing them with 

superior qua l i ty  products and services and by constant 

innovation in a l l  aspects of the business. Chisnall 

(114) states that innovation is risky, often expensive, 

but absolutely v i t a l  fo r  corporate growth and success. 

Drucker (115) sees innovation as part o f  the executive's 

job who must be prepared to use Imaginative ideas and 

responses to problems.

Peters and Waterman (116) indicate that successful 

organisations are characterised by eight attributes. 

These are, a bias f o r  action, close to the customer, 

autonomy and entrepreneurship, productivity through 

people; hands-on-value driven, stick to the knitting, 

simple form - lean s ta f f  and simultaneous loose/tight 

proper t i e s .
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Although these attributes may be generally regarded as basic 

business s k i l ls ,  they do indicate that successful organis­

ations tend to id en t i fy  and concentrate on the "basic" and 

"core a c t i v i t i e s "  and to ignore the existence of support 

functions, such as cleaning/maintenancy, security, and 

catering. I t  may be suggested that one innovative way to 

"ignore" support functions is to contract them out to 

spec ia l is ts  in those areas.

There are no standard text books to date, that deal exclus­

iv e ly  with the concept o f  contracting out non-core or support 

service a c t i v i t i e s .  However, a 1 iterative  review of  both 

Business and Catering texts, Journals and Magazines has been 

undertaken and the results are discussed throughout this 

chapter.

3.2. Contracting out Business A c t i v i t i e s :

Handy (117) c lear ly  states that in the past, organis­

ations tended to personally employ everyone who worked 

or performed a service fo r  them. However, in the 1980s, 

due to the recession, organisations began to cut back 

on non-essentials and to concentrate on their core 

a c t iv i t i e s ,  i . e .  those a c t i v i t i e s  that they could do 

best.Sub-contracting may allow outside specialists to 

carry out non-core a c t i v i t i e s  and leaves the main 

organisation f ree  to concentrate on essentials.
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Handy also re fers  to what he ca l ls  the "Japanese D r i f t " .

This is where the large Japanese organisations f loa t  on a 

ra f t  of small sub-contractors. This ra ft  o f  small business 

allows the larger  organisation to concentrate on their core 

a c t i v i t i e s .  I t  may also aid the development and maintenance 

o f  quality l e v e ls  through the potentia l ly  higher leve ls  of 

competition amongst the smaller spec ia l is t  firms.

Koontz and Weihrich (118) consider that contracting out 

services merits serious consideration. They f e e l  that 

organisations can save money by contracting out to specialists. 

This may be because outside firms can carry out specialist 

work at lower cost due to their  not being subject to the same 

wage structures, fringe benefits e tc .  o f  the host organisation. 

In addition, the outside firm may be able to keep a larger 

pool of sk i l led  s ta f f  on hand to meet spec ia l is t  problems 

than the host organisation.

Mintzberg (119) in discussing why many large organisations 

provide so many o f  their own support services, instead of 

contracting them out, states that the answers l i e  in the 

areas o f  " t rad it ion "  and (o f  more importance) "control".

Many organisations wish to be in control of a l l  elements 

o f  the product and while this is essential fo r  Quality 

Assurance, i t  may be argued that "control" can be exercised 

without the requirement o f  ownership. Mintzberg in examining 

the operations work-flow of spec i f ic  organisations divides 

the organisation structure into f i v e  parts. There is f i r s t l y ,  

the "Operating Core" - the s ta f f  who actually perform the 

basic work o f  producing the products/services.



Secondly, there ia the "Strategic Apex” which develops as 

the organisation grows more complex. The third element is 

the "Middle Line” , that is the hierarchy o f  authority between 

the operating base/core and the Strategic Apex. Fourthly, 

he describes the "technostructure", i . e .  "S ta f f "  function 

of any organisation, and f in a l ly ,  there is the "Support 

s ta f f "  who provide a l l  the indirect services, such as 

cleaning/Maintenance, security and catering. Mintzberg 

claims that almost a l l  large contemporary organisations 

provide a great number of these spec ia l is t  support units.

He also indicates that very l i t t l e  research on the Impact 

o f  these support units has been carried out. I t  may be 

argued that Mintzberg*s reasons why an organisation should 

have so many in-house support groups, part icu lar ly  at the 

lower leve ls  where the work may be standardised, are no 

longer va l id .  "Tradit ion" is the anti-thesis to innovation 

and "control" may be exercised without ownership.

Napier (120) maintains that Management desire f o r  greater 

s ta f f  f l e x i b i l i t y  and e f f ic iency  has led to the development 

of new working relationships, such as self-employment, part- 

time work and the use o f  Agency (Contract) s t a f f .  From the 

employer's point o f  view, this f l e x i b i l i t y  helps reduce the 

overheads o f  social security contributions and pension 

contributions. An example of this is Premier Dairies, the 

largest suppliers o f  milk to the greater Dublin area. A l l  

of their milkmen, have over the last number of years, moved 

from being employees to being se l f  employed.
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MacDonald (121) states that markets and market share are 

the new " f ix e d ” assets of any business rather than the 

trad it iona l factory  buildings and Plant. Large organisations 

need smaller, not larger, factory buildings and smaller groups 

o f  s t a f f  (work units).  This, he claims, gives both f l e x ib ­

i l i t y  and greater Job sat is fact ion  to the s ta f f  working in 

these smaller more intimate work groups. He notes that 

business must be f l e x ib le ,  i . e .  " lean” and innovative. While 

he does not distinguish between "core” and "support” business 

a c t i v i t i e s ,  he does emphasise the need to u t i l i s e  the most 

e f f i c i e n t  and cost e f fe c t iv e  means o f  achieving the organis­

ation 's  goals. This may involve forms o f  "contracting out" 

such astthe re- location of units o f  production material 

sourcing on other a c t iv i t i e s  to d i f fe ren t  countries or lower 

cost countries.

Johnson and Lawrence (122) note that a large part of Japanese 

business success rests with their  large trading companies. 

These companies arrange the buying and se l l in g  o f  goods at 

every step o f  the business chain. Yet these organisations 

do not carry out any production or manufacture o f  their own. 

The success o f  these Japanese organisations called "Sogo 

Shosha" or integrated trading companies, can be gauged, as 

Chisnall (123) notes, by the fact that they occupy f iv e  out 

of the top seven industrial groupings in the world.

I t  may be argued that they have e f f e c t i v e l y  contracted out 

the production o f  the physical goods to concentrate on their  

core a c t i v i t y  which is trading. This is the reverse o f  much 

o f  the European and American business practice, where such 

organisations may be either part o f  the parent organisation
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or may work on a contract basis fo r  them, arranging promotion, 

d istribution or new market penetration.

Cannock (124) in his research, indicates that organisations 

are looking fo r  more f l e x ib le  and e f fe c t iv e  use of labour 

due to changing economic factors and new technological 

developments. He id en t i f ie s  a trend towards " s e l f  employment" 

as part o f  the new working relationship, between Employers 

and employees. He does not, however, distinguish between 

’’ core” and '•support'1 a c t i v i t i e s  and how a conscious decision 

to contract out a l l  '•non-core” business a c t iv i t i e s  might 

a f f e c t  p ro f i t a b i l i t y .

Atkinson and Meagher (125) in the ir  survey o f  72 organisations 

selected at random in d i f fe ren t  sections (Engineering, Food 

and Beverage, Manufacturing, Retail distribution and financial 

Services) found that 70% o f  the respondents had increased their 

use o f  "distancing" (replacement o f  direct employment contracts 

by commercial contracts) since 1980. Of these 90% had 

increased the ir  use o f  sub-contracted support services.

Many modern business organisations are beginning to question 

whether the trad it iona l approach of having complete control 

over a l l  aspects of Production and Service is required, or 

even a desireable way to meet the Firm's objectives. Recently, 

there has been growth in the concept of the ’’v e r t ic a l ly  dis­

aggregated” organisation. (126). This means that an 

organisation may contract out to other firms fo r  manufacturing 

or other business functions. These changes have come about
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due to the Impact on corporate structuers o f  recent changes 

in Technology, competition and the workforce. This view is 

shared by Piore and Scrobel (127) who have forecasted a new 

international Economy in which production may sh if t  to the 

third world while the developed countries turn to " f lex ib le  

spec ia l isa t ion " .

Bishop (128) notes that maufactuers are increasingly using 

outside contractors fo r  th e ir  ware-housing needs in the U.K. 

This, he claims, gives the benefits of f l e x i b i l i t y ,  savings 

in Management time and resources and Improved return on 

capital which would otherwise, be t ied  up in buildings and 

plant.

White and Palmer (12y) consider the l ik e ly  Impact of the 

Brit ish Government's policy o f  privat isation and the move 

to use outside contractors in the Public Service area. Their 

a r t ic le  ia mainly concerned with personal issues, but i t  does 

tend to confirm the trend towards contracting out support 

services o f  any organisation, be i t  private or public sector.

Keenan and Thom (130) indicate that the need f o r  f l e x ib i l i t y  

is now widely accepted in Business c irc les and that this w i l l  

have a large Impact on Bnployer/employee relationships. In 

the future, there may well  be a core group of fu l l  time 

functional employees fo r  spec i f ic  tasks in every organisation. 

In addition, there w i l l  be growth in the use of self-employed, 

agency personnel and sub-contracting of highly specialised 

or mundane tasks to others (outside o f  the core).
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Beaumont (134) states that due to changes In the Economic 

and demographic climate (a shrinking and more mobile workforce), 

i t  is becoming more d i f f i c u l t  f o r  organisations to find and 

keep the " r ig h t11 s ta f f .  People are more w i l l in g  to move and 

are more inclined to do so. While Beaumont's a r t ic le  does 

not deal with contracting out d i re c t ly  as e ither a personnel 

or business option, nonetheless, i t  may be argued that in 

times o f  change and l ik e ly  s ta f f  shortages, i t  merits serious 

considerations.

Soat (132) states that there are many advantages fo r  large 

organisations in contracting out non-core business ac t iv i t ies ,  

such as a guaranteed continuity o f  service, lower wages scales 

and that p ro f i t  may not always be the primary motive for 

hiring a contract service. Where requirements are specialised 

and a l l  options have been considered, the best Management 

decision (most e f fe c t iv e  and e f f i c i e n t )  may be to bring in a 

professional service.
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To summarise the various w r i te rs '  views on contracting out

business a c t iv i t i e s ,  i t  may be stated:

(1) The impact o f  Technology and Competition combined 

with Demographic changes (a shrinking, more educated 

and mobile work fo r c e )  has forced Management to 

concentrate on the ’’basics" and to consider new and 

innovate ways to solve business problems.

(2) Fart of this new innovate approach, includes the 

concept o f  "contracting out" business a c t iv i t i e s  to 

outside specia l is ts .  Many o f  the writers do not 

d i f fe r en t ia te  between "core11 and "non-core" business 

a c t i v i t i e s ,  but indicate that a trend towards 

contracting out exists and may be a necessary element 

of f l e x i b i l i t y  and future business success.

(3) The Impact on the Host organisation of contracting 

out business a c t iv i t i e s ,  be they "core" or "non-core" 

has yet to be fu l ly  explored by writers in the f i e ld  

o f  Management. In considering the "contracting out11 

option, many organisations may need to re-assess 

th e ir  business goals and what business they are 

actually in.
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3.3. Contract  Catering In Ire land:

The concept of contract catering is re la t ive ly  new in 

Ireland. I t  started in the early 1940s. Where contract 

caterers are employed, the management and operation o f  

the catering service is transferred to an outside organ­

isation. Contract caterers are individuals or firms 

who undertake the responsib i l i ty  of operating and 

contro l l ing  a company's catering f a c i l i t i e s  within that 

company’ s guidelines fo r  a spec i f ic  fee .  The host organ­

isation employing contract caterers normally pays the 

operating costs o f  the catering service and in addition 

pays an ’ operating’ or ’Management’ fee to the contract 

caterer. Contract caterers are usually engaged for a 

spec i f ic  period o f  time, e.g. one to f i v e  years, after 

which the contract may be renewed or dissolved.

Companies o f fe r ing  a contracted service, may in general, 

be categorised as follows:

National:

Very large companies established on a national basis who 

are contracted to 50 or more clients and who have 

sophisticated management structures operating from 

regional or area o f f ic es .

Regional:

Companies with up to 20 clients who operate, within 

c lear ly  defined regions.

Area;

Small regional companies with up to 10 contracts.
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Local:

Companies operating from 1 - 5  contracts. They have a 

res tr ic ted  management team and are usually privately owned.

Variations may occur within these categories. These may be 

due to the age o f  the company, specif ic  pol ic ies  or special­

isation.

Range o f  Serv ices :

Organisations providing a contracted service w i l l  o f fer  

varying services which may include some or a l l  o f  the following:

F a c i l i t i e s ,  Planning and Design:

The Contract Caterer may advise on the layout and decor of 

f a c i l i t i e s .

Selection, training and development of Personnel:

Recruiting, employment and training of permanent sta f f  or 

the provision of temporary personnel during s ta f f  absence.

Purchasing:

The use o f  size to secure preferential purchasing terms. 

Accounting:

The control, audit and performance measurement o f  single 

or multicatering administration functions.

Management:

The provision o f  catering management on s ite  to control 

catering operations.

Management supervision:

The provision o f  senior personnel to advise and control 

management on s i te .

90



Nutrit ion and Dietary Analysis;

The provision of Information and menus to meet any special 

nutrit ional and dietary requirements.

Most contract caterers are able to provide any single element 

o f  the general l i s t  above, but i t  is more noraal fo r  them to 

contract fo r  the provision of a management service. In such 

cases, the host organisation, having provided the physical 

catering f a c i l i t i e s  (with or without the contractor’ s 

assistance) w i l l  contract with the caterer chosen, for  them 

to supply a manager and s ta f f  to provide the required catering 

services. These services w i l l  include a l l  the administrative 

aspects o f  running the f a c i l i t i e s  and w il l  be accounted fo r ,  

and supervised externally by the contracted company.

In 1984, C.E.R.T. (the State Training Agency) undertook a 

comprehensive Manpower Servey of the Hotel and Catering 

Industry. They divided the Industry into 12 dif ferent areas, 

one o f  which was Contract Catering. (See Appendix 4). In 

examining the results of the survey, i t  is noted that they 

do not include contract catering services provided by other 

sections o f  the Industry (Carriers, Hotels and Restaurants), 

whose contracts may be of short time duration ( ”one o f f " )  or 

take place only at certain times o f  the year. This type of 

Catering is more often referred to as M0utside Catering” .

The de f in i t ion  of Contract Catering in this case is restr icted 

to those organisations who exist solely for the purpose o f  

carrying out contracts.
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For the purposes of this dissertation, i t  is proposed to 

apply the same defin it ion o f  Contract Catering and to further 

r e s t r ic t  i t  to professional, wel l  established legit imate 

organisations, and to ignore the "one man band" and " f l y  by 

night" operations, many of whom w i l l  only have small 

contracts, few employees and are not registered organisations 

paying taxes or making other contributions.

In 1988, C.E.R.T. published an updated report o f  the 1984 

Survey. This report did not claim to be a defin ite  survey 

(unlike 1984) as only a small sample of respondents were 

interviewed, but the authors f e l t  i t  indicated l ik e ly  future 

trends.

Principal findings o f  the 1984 C.E.R.T. survey. (1988 

Figures in brackets).

There are eleven major contract catering firms ( f i v e  major 

contract firmsandone regional contract firm) employing 

2,563 people (2,110). 140 are seasonal and 162 are casual

employees* (250 casual s t a f f ) .  50% o f  staff are employed 

in the kitchen area (no major change). The male/female 

sp l i t  is  14/86 (no major change).

Most o f  the firms have their Head Offices in Dublin but the 

personnel employed by them may be deployed throughout the 

country (no major change). Most employees are permanent.

(no major change). Total employment is expected to increase 

5%, mainly in kitchen and management, (has fa l len  by 16# approx).
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One third of e3tablishnents plan to a lter  the services they 

o f f e r .  Staff  turnover ia less than 2% (no major change).

A l l  senior chefs are trained, (no major change)

Over 50# of other s ta f f  have formal training (no change).

40# managers are trained ( f igures unavailable).

A comparison o f  the 1984 survey and the 1988 findings would 

seem to indicate that in terms o f  numbers employed, the 

Contract Catering Industry in Ireland is shrinking. This 

does not necessarily mean that the Industry, as a whole, 

is shrinking, as technology, new work practices and d if ferent 

services, i . e .  vending, may have been contributing factors.

As i t  is now six years since the orig inal C.E.R.T. survey 

was undertaken, and in order to obtain more accurate up-to- 

date information on manpower leve ls  and the problem^issues 

o f ,  the grow th/decline o f  Contract Catering, role o f  quality, 

advantages/disadvantages o f  Contract Catering, i t  was decided 

to conduct a survey involving in-depth interviews, with a 

representative sample o f  Senior Management of the Contract 

Catering Industry.
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3.3.1. Survey o f t h e  Ir ish  Contract Catering Industry}

In i t ia l  research indicated that the or ig inal eleven 

Contract Caterers iden t i f ied  in the survey had been 

reduced to six ( f iv e  National and one Regional 

Organisation). I t  was, therefore, decided to in te r ­

view three representatives as a s ta t is t ic a l ly  va l id  

and representative sample. The organisations were 

chosen on a random sample basis. The individual 

representatives interviewed are a l l  senior executives 

in the ir  respective organisations.

The interviews were conducted on a loosely structured 

basis and disguised only to the extent that there is 

a natural human reaction when being interviewed to try 

to please the interviewer and to assure him/her that 

his/her area of interest ia o f  the most v i ta l  importance. 

These factors are well documented by Boyd, Westphall 

and Staach (133).

The interview content centred f i r s t l y  on the or ig inal

C.E.R.T. report (Appendix 4 ) .  This was then followed 

by a general discussion o f  the Pirn 's position in the 

Industry, i ts  approach to the problem of quality and 

the advantages and disadvantages of contracting out 

Catering Services. The f in a l  part of the interview 

considered l ik e ly  future trends. Appendix 5 (MInterview 

Content - Contract Catering Executives” ) indicates the 

type and range of questions asked. I t  must be 

emphasised that while a l l  questions were asked, their 

manner and sequence were varied to suit the actual
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circumstances of the interview. Respondents were encouraged 

to furnish additional information not covered by spec i f ic  

quest ions.

While the opinions o f  these Industry representatives may 

not be s ta t i s t i c a l l y  valid , nonetheless, they are the "expert 

opinion" o f  senior Executives and can, as Nisbet and Watt 

(134) state, indicate Important aspects which are not readily 

identi f ied  by s ta t is t ic a l  analysis.

The results of these interviews are discussed, as fo l lows:

3.3.2. Manpower

3.3.3. Industry Position

3.3.4. Advantages/Disadvantages of Contract Catering.

3.3.5. Quality Assurance and the Contract Caterer.

3.3.6. Marketing Strategies

3.3.7. Use of Vending Machines

3.3.8. Industrial Relations.

3.3.9. Future Trends

3.3.2. Survey Findings: (Manpower) 1990

Manpower:

5 major Contract Caterers. 1 Regional Contract 

Organisation.

Employ 2,000 people approx.

20% (400 approx) are casual employees.

Categories o f  employment: Admin and Management (10%)

production (25%) General Assistants (65%)

Male/Female sp l i t  is  15/85.
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In comparing tho above f igures with the 1984 C.E.R.T. survey 

and the 1988 revised report, i t  appears that as previously 

noted, that in terms of manpower, the Ir ish Contract Catering 

Industry is continuing to shrink. The respondents, while 

somewhat reluctant to give hard s ta t is t ica l  information, 

indicated that the use of new technology, particularly in 

the kitchen areas, more productive work methods and larger 

number o f  part-time casual employees, has allowed a reduction 

in overa l l  s ta f f  numbers. With regard to the growth/decline 

o f  the Industry, generally the respondents f e l t  that a ’ small 

amount' of growth had taken place but did not quantify exactly 

what amount th is may be.

In terms of pay and conditions, there is a common wage 

structure throughout the Industry for General Assistants 

which had o r ig in a l ly  been negotiated with the I.T.G.W.U.

( I r ish  Transport & General Workers' Union) in 1973 and has 

been regularly re-negotiated since. The las t  agreement has 

been signed in 1990. With regard to the other categories of 

s ta f f ,  pay and conditions are generally negotiated on an 

individual basis.

With regard to s ta f f  training and development, a l l  the 

respondents use a combination o f  College trained s ta f f  and 

in-house training programmes. Two of the respondents f e l t  

that many College trained s ta f f  (both Management and s ta f f )  

lacked pract ica l  s k i l l s ,  especia lly  in the area o f  production 

(kitchen). One respondent indicated that they were moving 

towards recru it ing  ’’ raw” recruits, i .e .  young people with a
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good education (Leaving C er t i f ic a te )  and then training them 

on-the-job. This on-the-job training may be supplemented by 

short part-time courses at various Colleges.

3.3.3. Industry Findings: ( Industry Posit ion)

A l l  o f  the respondents' Organisations' are members 

o f  the A.I .C.C. (Association o f  I r ish  Contract 

Catering).  Four o f  the f i v e  National Contract 

Caterers are members. None o f  the respondents 

elaborated on the role and function o f  this organis­

ation. I t  was " loose ly '1 described as a marketing 

organisation and an opportunity to share information. 

The A.I.C.C. does, however, publish a one page advert­

isement in the Golden Pages (National Trade Telephone 

Directory) and does pay a Government training levy.

The advertisement describes the association's members 

as providing in-house Catering services "of superior 

standards to a professional code o f  practise".

With regard to the number o f  contracts each organis­

ation has, two o f  the respondents stated that they 

had 50+ and one 95+. A l l  of the respondents indicated 

that the to ta l  number of contracts is Just one 

indication o f  size and p ro f i tab i l i ty .  The actual size 

of the individual contract and type ( leve l  o f  services 

required) are more meaningful- indicators. None o f  the 

respondents wished to elaborate on these individual 

contracts, except in the most general terms.
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A l l  of the respondents agreed that by far the most numerous 

and popular type o f  contract (with them) was the to ta l  

management or cost plus contract. (See 3.4. Catering Contracts). 

One of the respondents had just two "Risk" on f ixed price 

contracts and one other o f  the respondents had a number (not 

spec i f ied )  of commercial contracts. A variety of questions 

were asked concerning the state of the Market, i . e .  growth/ 

decline and p ro f i t a b i l i t y .

Two of the respondents (50+ Contracts) stated that the market 

was very competitive and that expansion was very d i f f i c u l t ,  

though not Impossible to achieve. They both stated that many 

of the new contracts o f fe red  to them were o f  a "small volume 

business" nature and therefore, d i f f i cu l t  to undertake 

p ro f i tab ly .  The third respondent (95+ contracts) f e l t  that 

while the market is competitive, i t  ia s t i l l  a growth one 

but that the greatest growth in the future may have to be 

achieved by expansion abroad into the U.K. and mainland Europe.

A l l  three respondents targeted "corporate entertaining" as a 

future growth area. This is  where client organisations 

entertain v is i to r s  and guests in their own factories/offices, 

rather than going out to a restaurant or hotel. This type 

o f  entertainment usually requires private (and separate) 

Diningrooms, more complex f a c i l i t i e s  and higher levels  of 

personal attention and serv ice than would-normally be required 

or expected in the main dining areas.
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A l l  the respondents f e l t  that i t  would be d i f f i c u l t  for a 

major new competition to emerge from within Ireland, but that 

with the growing European integration (ly92), i t  is possible 

that a major r i v a l  from the U.K. on Europe may 'Buy in '  to 

the I r ish  scene. In addition, i t  was f e l t  (by two of the 

respondents) that merger may take place in the near future 

and that within a few years the current f ive  national 

organisations may be reduced t'o four or even less*

None o f  the respondents were prepared to indicate the to ta l

s ize  o f  the "Dining out at work" population of Ireland or

what percentage share o f  this market their organisation holds. 

I t  was not clear whether this was due to lack of knowledge or 

that i t  was f e l t  to be too confidential a matter to divulge.

A l l  o f  the respondents indicated that net margins were low 

and f e l t  that the average R.O.I. was in the region o f  2% to 3/o.

3.3.4. Survey Findings: (Advantages and disadvantages of

Contracting out Catering Services)

Questions were asked of the respondents concerning 

the type and le ve l  o f  services offered to clients.

The purpose o f  these questions were to ascertain i f

the contract caterers themselves, believed in the 

concept o f  having a core business ac t iv i ty  and leaving 

non-essentials to others. The author was also 

interested in f ind ing out what the respondents f e l t  

the ir  "core" business to be and what benefits and 

disadvantages a c l ien t might expect by having contract 

caterers rather than in-house services.

99



A ll  o f  the respondents stated that their business ac t iv i ty  

was one o f  ’’ service to the customer", and that this "service" 

was based on the provision of the catering product. As 

already discussedin Chapter 1, the catering product is both 

tangible and intangible and comprises of many divers© inter­

re lated elements, such as Pood and Beverage, service, Image, 

atmosphere, value-for-money and customer participation.

Chapter one (1) also indicated that the catering product 

must have the consumption o f  food (and possibly beverages) 

as a core a c t iv i ty .  A l l  o f  the respondents indicated that 

production of food and beverage is their "core" act iv ity  but 

that the other elements of the Catering Product are equally 

Important.

A l l  three o f  the respondents spoke strongly of the personal 

nature o f  their  business a c t iv i t ie s  and that the relationship 

with the c l ient is a l l  Important. While each contract is 

individual, depending on c l ien t 's  requirements, a l l  respondents 

f e l t  that a good working relationship between the Catering Unit 

Management and sta f f  and the host organisation's management 

and s ta f f  is v i t a l  fo r  success.

Two o f  the respondents indicated that they were considering 

expanding the type and leve l  of services offered within their 

contracts to embrace such areas as Contract Cleaning and Video 

f  11m hire, but that these developments were being cautiously 

undertaken, so as not to a f fect the "core" ac t iv i ty .  These 

respondents also indicated that these developments were, in 

the main, being prompted by customer request.
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With regard to the overa l l  benefits that a c l ient would 

receive from using contract caterers, rather than "in-house" 

f a c i l i t i e s ,  there was unanimous agreement amongst the 

respondents. I t  is, however, o f  interest to note that in 

the ranking of the importance o f  the potential benefits, 

one major difference o f  opinion emerged. One of the 

respondents (50 + contracts) stated that costs and cost 

control were the most Important considerations for their  

c l ients  with "quality being taken fo r  granted". The other 

two respondents (90 + and 50 + contracts) indicated that 

quality linked to price is the most Important consideration 

fo r  the c l ien t ,  i . e .  c lients w i l l  pay extra fo r  quality 

provided i t  is linked to value for  money. Apart from this 

important difference of opinion, the benefits as outlined 

by the respondents can be l is ted ,  in general form, as follows;

(1) Quallty ; The contractor can guarantee consistent quality

because he is a spec ia l is t ,  with a long tradition in a l l  

aspects of catering. In addition, he has a large pool

o f  highly trained and motivated management and s ta f f .

The quality le ve l  required is designed to match the 

clients* spec i f ic  needs at a rea l is t ic  cost.

(2 ) Budgetary Control: The Contractor has a proven ab i l i t y

to control a l l  costs and adhere to previously agreed 

budgets. This control process v irtually  eliminates a l l  

wastage and p i l fe rage .  Contractors are aware that 

contracts are fo r  a limited period only and upon expir­

ation, can be put out to tender again. This periodic

review helps greatly  in controlling costs and is far more
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e f fe c t iv e  than a c l ien t 's  own operation attempting to 

reduce costs with the l ik e ly  associated problems of 

" in-house’ p o l i t ic s "  and redundancy.

(3) F le x ib i l i t y ;  The contractor can structure the service

to the C lient 's  exact requirements. There is, in addition, 

the capacity to either expand or contract the service as 

required without disruption.

(4) re legatIon; The c l ient organisation is free of a time 

consuming administration function which is a drain on 

its  resources and a diversion from its core a c t iv i t ie s .

Day to day problems are delegated to a third party. This 

can help in Staff/Management relationships as i t  is less 

l ik e ly  that the le v e l  o f  satisfaction with the Catering 

Service of a third party w i l l  d irectly e f fe c t  Employer/ 

Bnployee relationships.

(5) Competitive Purchasing; The large scale of operations of

the Contractor enables the purchase of raw materials at 

discounts unlikely to be obtained by the c l ient organisation.

(6 )  S ta f f  Ing: The problems o f  recruiting, employing and 

monitoring the performance of Catering s ta f f  and ensuring 

service r e l i a b i l i t y  are the contractor's responsibil ity .

In addition, while the host organisation pay the actual 

wages and salaries of the contractors' s ta f f ,  the pay rate 

is linked to the Catering Industry norms, rather than those 

o f  the host organisations. This can often mean substantial

savings over an in-house catering operation where pay levels 

may be linked to the Industry norm of the host organisation.
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(7 ) Menu Monitor ing ; Contractors can supply a wide variety 

of innovative nutritious, well balanced, appetising 

meals, a t t rac t ive ly  served. Special dietary requirements 

can eas i ly  be fa c i l i ta ted  and there is on-going 

communication between Contractor and Client with regard 

to menu var ie ty  and change as part o f  the contract.

(8) Personal Serv ice ; Contractors o f fe r  a dynamic innovative 

market led approach to their c l ien ts '  needs. The 

business relationship is seen as a personal one, i . e .  a 

partnership between client and contractor. Contractors 

care fu l ly  monitor, on an on-going basis, their  c l ients '  

requirements and leve ls  of sat is fact ion  and keep them 

informed of changes and trends in the market place. 

Contractors believe in f l e x i b i l i t y  and where, fo r  example, 

differences of opinion or "personail ity  clashes" occur 

betweeen host organisation and contractors' s ta f f ,  the 

catering s ta f f  can be easily  switched to another location 

(an advantage not shared by in-house caterers).

When i t  came to discussing the disadvantages of Contract 

Catering, the respondents, not surprisingly had l i t t l e  

to say. Various opinions were expressed by the 

respondents and one individual indicated that there were 

no disadvantages at a l l .  However, the following are a 

summary o f  the principal disadvantages that the 

respondents were in some manner, prepared to agree on.
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(1) Size of Host Organisation: For f inancial v ia b i l i t y ,  the 

Contract caterer requires a certain volume o f  business. 

This may comprise of a "low" spend per head with large 

volume o f  personnel, or a "high" spend per head with a 

low volume of personnel, or a combination of these. In 

Ireland, many organisations are small in s ta f f  numbers 

and require "low” spend-per-head f a c i l i t i e s .  While none 

o f  the respondents indicated c lear ly  how '•small" a 

contract they would accept, or how large the potential 

market in "small" contracts is ,  nonetheless, they a l l  

agreed that a host organisation must be of a "certain" 

size before the advantages o f  a Contract with a large 

national catering organisation becomes feasible.

(2) Loss of Control: The host organisation surrenders the

day to day control of the catering operation to the 

contractor. This may mean a loss of f l e x i b i l i t y  in 

catering arrangements and the quality standards are

those of the contractor, rather than the host organisation.

(3) S t a f f ; The loyalty of the catering s ta f f  is to the 

Contract caterer rather than the host organisation. This 

means that the s ta f f  do not necessarily identify with the 

mission, purpose and objectives o f  the host organisation, 

whereas in-house s ta f f  may be more l ik e ly  to do so.

(4) Food Cost: The food cost o f  an in-house operation may be 

lower, but this does not take account o f  administration 

and management costs.
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(5) Qual l t y : While this is claimed as a major advantage of

contract catering, i t  may also be a major disadvantage 

i f  the Contract catering quality levels are incorrect or 

inconsistent.

3.3.5. Survey Findingsj (Quality Assurance and the Contract 

Caterer;

Questions were asked o f  the respondents concerning 

commitment to quality and approaches to quality control. 

(See Appendix "interview context - Contract Catering 

Executives). These questions centred on the findings 

o f  Chapter 2 ("Qua lity " )  and in particular on the 

following aspects:

(a) Level o f  commitment to Quality

(b )  Setting Quality leve ls

(c )  Setting Product and Operational standards

(d) Checking performance and correcting non 

standard output.

A l l  o f  the respondents (not surprisingly) claimed 

strong allegiance and commitment to Quality. However, 

during the course o f  the interviews, confl ict ing 

evidence emerged, with regard to the findings of 

Chapter 2 ("Qua lity " ) .
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The findings of Chapter 2 ( "Qua lity " )  Indicates that the 

highest leve ls  of management must give active leadership 

in the development of a "Quality Culture" fo r  any organ­

isation# Part of this development Is the preparation of 

a "Quality Manual" which provides an accurate description 

o f  the quality system (ob ject ives ,  policies and plans).

I t  is a f i r s t  step in the establishment o f  a Quality 

Program. None of the respondents organisations have 

such a manual. One o f  the respondent’ s organisation 

(yO + Contracts) has a one page printed "Quality Statement" 

which appears to have been designed more as a promotional 

too l,  rather than a serious statement with regard to the 

setting o f  quality ob ject ives ,  polic ies and plans.

Responsibil ity fo r  qua lity  is seen as the responsib i l i ty  

of a l l  in each organisation and, in particular, the 

Regional and Unit Managers. (This may mean the respons­

i b i l i t y  of none). None o f  the respondents indicated 

c lear ly  that "Quality" is part of the cultural climate of 

the ir  organisations. A l l  o f  the respondents claimed that 

c r i t i c a l  evaluation o f  a l l  aspects of their operations 

takes place on an on-going basis, yet none conducted 

formal "Quality Audits".

One must conclude that while the respondents interviewed 

may have a genuine in terest  in quality, there is l i t t l e  

clear documentary or other evidence to support the ir  claims.

(A ) Level of Commitment to Q u a lity :
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(B) Sett ing Quality Levels;

With regard to sett ing quality  leve ls ,  one o f  the respondents 

stated that "Quality Is taken for granted" and other factors, 

par t icu lar ly  costs are the key concerns. The other two 

respondents indicated that "value for money" is more 

important to their c l ients,  rather than the lowest possible 

costs. A l l  o f  the respondents indicated that they place a 

strong emphasis on a close c l ien t  relationship and in this 

way, they build up a c l ien t  p ro f i le  and keen understanding 

o f  the market requirements o f  each customer. None of the 

organisations appear to have carried out any formal market 

research on the setting o f  quality leve ls .

(C) Sett ing Product and Operational Standards;

A l l  respondents indicated that they had clear cut standards 

based on the key performance areas of raw materials, labour, 

environment and Plant and Equipment. In addition, there 

was general agreement that a fu l l  l i s t  of performance 

indicators would include the following: 

good quality food 

pleasant e f f i c i e n t  s ta f f  

cleanliness, hygiene 

menu variety

decor and restaurant environment 

consistency

Raw Mater ia ls : Two of  the respondents stated that they had

c lea r ly  written specif ications and procedures fo r  the 

evaluation and purchase of a l l  raw materials and nominated 

suppliers. I t  was further stated that due to the location
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of a particular Unit, specif ications sometimes had to be 

altered but that the principles remained the same. The third 

respondent re l ied  on the expertise o f  the relevant Unit 

Management in evaluation and purchasing materials and in 

following s t r i c t  budgetary guidelines. None of the respondents 

had documented evidence to show i f  these specifications were 

c lear ly  communicated to a l l  relevant staff and supply organis­

ations. The inspection of in-coming raw materials appears to 

be based on cost control considerations primarly. Two o f  the 

respondents stated that (due in part to consumer demand) only 

fresh produce is used where possible. Two of the respondents 

indicated that their  market research showed that more var ie ty  

with a selection of health foods is becoming increasingly 

important. A l l  of the respondents emphasised the importance 

of the consumers* views in se lect ing  raw materials and menus.

Labour; With regard to s t a f f  recruitment, selection and 

training, a variety of opinions were expressed by the respondents. 

A l l  of the respondents indicated that they recruit people for 

senior positions who are already trained. This training may 

be formal College training with experience or experience only.

One of  the respondents indicated that they intended to 

formalise training and that a Personnel Manager had recently 

been recruited. This organisation has also started to recruit 

young people with second l e v e l  qualifications, to train on the 

job fo r  Management positions in the company. This company 

fee ls  that Hotel/College trained s ta f f  are too academic 

orientated and lack practical s k i l l s .  Both of the other 

respondents indicated sat is fac t ion  with Hotel/College
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graduates where possible. A l l  general s ta f f  are trained 

on the job. A l l  of the respondents indicated that a "positive 

att itude" was a key consideration in recruitment of a l l  levels  

o f  s ta f f .  While a great deal o f  on-the-job training appears 

to take place, none o f  the respondents were able to indicate 

pos i t iv e ly ,  i f  the on-the-job trainers were themselves trained 

to teach (on the Job).

Two of the respondents stated that a l l  leve ls  o f  s t a f f  are 

encouraged to take part time courses to up date sk i l ls .  This 

appears to be carried out on an ad-hoc basis rather than in a 

structured way.

Environment and Plant and Equipmen t :

With regard to the Environment and Plant and Equipment, a l l  of 

the respondents stated that the opinions and financial 

constraints o f  the host organisation were the major factor.

In many cases, kitchens and restaurants are inherited from 

previous administrations. Many host organisations are prepared 

to l is ten  to suggestions to spend money and make Improvements 

while some are reluctant to do so.

The Catering system generally used by the respondents is based 

on the tradit ional system with the addition of modern equipment 

and materials. I f  the host organisation is not prepared to make 

changes in the design o f  the kitchen and restaurant, then the 

contract caterers are prepared to work with what is given to 

them. A l l  o f  the respondents stressed that an important aspect 

o f  the environment is the att itude o f  their s ta ff  and that 

during recruitment and training, careful consideration is given 

to this.
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( D) Checking Performanoe and Correcting non-Standard Outpu t :

A l l  of the respondents placed strong emphasis on this 

factor. Control is generally exercised in the following 

manner.

Financial - Each catering unit must submit weekly 

f igures to Head O f f ice .  These must comply with 

agreed budgets.

M.B.W.A. - A l l  of the Units are v is ited  on a regular 

basis by an area Manager and spot checked by senior 

Management. One o f  the respondents indicated that 

each area Manager has a checklist, o f  such factors 

as, hygiene, customer feedback, food quality, s ta f f  

appearance and att itude. In addition, financial 

checks on cash and stock are made.

Client Meetings - each contract caterer arranges a 

formal meeting with the host organisation from time 

to time to discuss progress and any problems that 

may arise.

I t  appears from these interviews that the contract 

caterers place heavy emphasis on an informal "close to 

the customer" approach a l l i ed  to s tr ic t  financial control 

to monitor progress and quality levels. While there may 

be l i t t l e  doubt about the effectiveness o f  the financial 

control and while quality leve ls  may be adequate, one 

must question whether customer satisfaction is being 

monitored in an objective and structured manner. While 

two of the respondents use comment cards, they do not 

appear to be used in a structurered way as part of a
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la rger  and regular customer survey. None of the respondents 

gave evidence o f  a documented customer survey or the use o f  

Quality Audits. As previously noted (2.10. A Quality Assurance 

Approach to Catering) a major problem with the use of compliments/ 

Compliments and Comment cards is that the customers taking part 

may be a small unrepresentative sample. In the main, the 

respondents tend to r e ly  on the experience and observation 

powers o f  their Catering Unit Managers. V/hile this may have 

some practical va l id i ty ,  i t  does not produce the necessary 

documented evidence a quality system requires.

With regard to correcting non-standard output, a l l  o f  the 

respondents indicated that their  policy is to act quickly 

to resolve problems and that the high leve l  of face-to-face 

contact between customer and contractor makes this a re la t ive ly  

sixnple matter. None of the respondents hold documented 

evidence of customer complaints or compliments and none have 

organised quality improvement programr.es.

3.3.6. Survey Findings (Marketing Strateg ies ):

Each respondent's organisation has i ts  own particular 

methodology o f  marketing. These methods included 

maintaining a high public pro f i le  in the media which 

helps generate enquiries, Sales representatives on the 

road making calls ,  the use o f  mailshots and word o f  

mouth (endorsements from Host organisations). A l l  

• respondents indicated that they had a wide portfolio 

o f  organisations including both the public and private 

sector.
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3 .3 .7 . Survey Findings} Vending Ha chines:

A l l  respondents Indicated that they have used vending 

machines and that host organisations with "sh i f t  work" 

systems were the most l ik e ly  sites fo r  them. They a l l  

indicated that vending machines are not popular with 

userd as a means of providing meals, usually because 

of bad experience in the past. They are, however, 

considered to be very cost effective because, they 

allow greater f l e x i b i l i t y  in the use o f  contract 

catering s ta f f ,  r i g id l y  enforce portion control and may 

have a payback period o f  l i t t l e  more than one calendar 

year. A l l  of the respondents indicated that they are a 

partia l solution only, to the problems of providing 

catering services. One of the major drawbacks indicated 

by one respondent is the lack of the "personal touch" 

and the, to date limited menus (of acceptable quality )  

that vending machines can provide.

3.3.8. Survey Findings ( In dustr ial Relations)

(A) Are Fay and Conditions similar to "in-house" 

Caterers?

A l l  of the respondents indicated that leve ls  are 

similar between a l l  the large contract Catering 

Organisations. They also considered that in-house 

pay rates were generally higher, re f lec t ing  that of 

the host organisations wage level ,  rather than that 

of the Catering Industry.
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(B) Do you have a pension plan for Employees?

One of  the respondents has a contributor scheme, 

while the other two have none. The number of e l ig ib le  

s ta f f  who participate in these schemes appears low.

No reasons were given as to why this situation occurs.

(C) What happens in a redundancy situation?

When a contractor loses a contract, i t  is  normal for 

the Host Organisation to pay the redundancy costs for 

the contractors s ta f f .  This is usually a clause o f  

the signed Contract between Host Organisation and 

Contract Caterer.

3.3.9. Survey Findings (Future Trends)

While there was some d ivers ity  of opinion about future 

trends for contract catering, especially with regard to 

the area o f  growth, the following is a l i s t  of the most 

l ik e ly  developments as perceived by the respondents.

Growth in the area o f  smaller contracts, which w i l l  be 

more "up market" and may involve corporate entertainment.

- Growth in the use o f  new menus, and products that 

promote "healthy" dietary habits.

- More amalgamations o f  Contract Catering Firms, with 

fewer, larger national organisations.

- Development o f  "Theme Restaurants" and the demise o f  

"Staff  Canteens" with the focus on catering f a c i l i t i e s  

as part of a wider social centre for  s ta f f .

Development o f  s ta f f  training programmes, both in-house 

and in association with Educational Institutes.
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3.4. Catering Contraotsi

Due to the diverse nature of the various organisations 

(Host) requirements, no standard fora of oontraot exists. 

However, the following is an indication o f the types of 

contraots that are available. They are based on the 

concept of a range of services being on o ffe r  with a 

basio provision of each that it  is a Management service, 

and that a l l  elements are open to negotiation.

(1 ) Total Catering Contraot ("Cost Plus’1)

The Host organisation employs the contractor to 

provide a total catering service using the contractor's 

own management and sta ff .  The contractor, having been 

provided with the necessary fa c i l i t ie s  and equipment, 

w ill  administer the operation in a l l  respeots. The 

contractor w ill  submit a monthly account to the client. 

This w i l l  identify a l l  aspects of expenditure and 

Income associated with the operation. (The difference 

between the expenditure and Income, lnoludlng the 

contractor's fee, w il l  be payable to or from the 

contractor). This type of Contraot is also referred 

to as nCost Plus", i.e . the host organisation pays 

fo r  the cost of the operation 'p lus ' a fee to the 

caterer.

( i i )  Management contract.

As ( i ) ,  Total Catering Service, but with the host 

organisation providing, at his expense and on his 

terms and conditions, a l l  sta ff necessary to perform 

the operation except the manager who shall remain in 

the contractor's employment.
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( i i i )  Fixed Price ("R isk")

The oontraotor w i l l  estimate the oost of the total 

provision of catering services over a pre-determined 

period and charge the client an agreed sum. This form 

of Contract, often referred to by contractors as 'r i s k 1,

Is tota lly  dependant fo r  Its success upon the qualifying 

or exoluslon terms of the agreement.

( l v ) Commercial:

Following the principles of the Total Catering Contract 

or Management Contract, the contractor agrees to operate 

the services required by the client and re lie s  for his 

Income on his ab ility  to manage and Improve performance 

In exeess o f, fo r  Instance, break-even.

( v) Concession:

The contractor undertakes to manage an operation and rely 

for his profit on his ab ility  to maintain Income levels 

over expenditure levels. The contractor may pay a premium 

or rent fo r  such an opportunity.

Contractors1 Charges:

Contractors generally obtain their profits from two sources:

The feed charged and discounts acorued from food and materials 

supplied to the ollents operation*

(A) Fees:

The fees can be made up in a number of ways:

(a )  a set annual figure paid on a weekly or monthly 

basis.

(b ) a percentage of income or expenditure.

(c ) a combination of both Income and expenditure, with

perhaps, different percentages applying to various 

sections of expenditure.



(B) Dlaoountai

Contraotora may aupply food and/or materials to an 

operation above, at or below wholesale pricea. In view 

of their purchaaing power, they w ill have negotiated 

varioua discounts from their suppliers. The volume or 

extent of disoounts may vary from operation to operation. 

The disoount fo r  any single operation can vary from 0 -

lOJt of total purohases. This area of the coat of food

charged to the host organisation is often the subjeot of 

serious negotiation, debate, and sometimes, outright dis­

agreement. In England, a group of small independent 

contractors decided to pass on the benefits of a l l  

discounts to thoir clients. (135). The three largest 

contractors claimed that this was merely a marketing ploy, 

as the independents, due to their small size, receive 

only minimal discounts in the f i r s t  place.

In general, the income a contractor reoeives from any 

single operation, is based upon the size, level of involve­

ment and risk. Having estimated the expenses and required 

Income, the contractor may o ffer the client a low fixed 

fee and keep a l l  the disoounts to make up the expeoted 

income figure; or offer a higher fixed fee with the 

client being returned a share of the disoounts. It a l l

depends upon individual negotiations.
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3.5• Future Trends In Contraot Catering In the U.K.

In examining lik e ly  future trends in Contraot Catering 

in Ireland, it was deoided to investigate developments 

in the U.K. While the British Market ia different from 

the Ir ish  one In terms of Infrastructure and size, 

nonetheless, many of the buainesaea, po lit ica l and 

eoonomio developments are broadly similar.

Developments in the U.K>

Suto liffe , one of B rita in ’ s largest Contract Caterers 

in 1990 (136) published the results of a survey and 

research project of their olients* outlets (Restaurants 

contracted out to them by host organisations). The 

research was carried out by an independent organisation, 

Taylor Nelson Research. They surveyed 1,000 people in 

total, 900 sta ff members and 100 members of Management.

The aim of the research was to assess the "importance 

of food" as a motivating factor as part of general working 

conditions. Management were asked what they thought the 

s ta ff  found important and then the staff were asked them­

selves. Aa with ao many similar surveys carried out in 

the past, there was a divergency of views between what 

Management thought ata ff found Important and what sta ff  

actually stated aa being Important to them* Staff atated 

that a *goodw sta ff restaurant was second only to a good 

working environment. Management rated it  f i f th ,  behind 

such items as car parking and vending fa c i l i t ie s .  Quality 

food was seen aa the priority  by staff. Both Management 

and s ta ff  agreed on the Importance of value for money with 

s ta ff  rating it  seoond and management rating it  f i r s t *  

Friendly and e ffic ient service ms also rated highly.
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Suto liffe  states that the results of this survey show that 

the s ta ff restaurant 1s v ita l ly  Important but that supermarket 

competition and Increased dining out, means that sta ff  

restaurants must improve in the key areas of value for money, 

quality of food and level of presentation. While the Taylor 

Nelson Research Organisation is highly regarded, one may, 

nonetheless, be tempted to question the motives and terms of 

referenoe of this piece o f research. The Suto llffe  Catering 

Organisation have naturally a ‘vested interest1 in proving 

that a food service is  a most Important factor in motivating 

s ta ff .  Its value may l i e  in indicating that even, with regard 

to such non-core activ it ies  as the Catering Service,Management 

and s ta ff  may have very different views.

Garry Hawkes, Managing Direotor of Gardener Merchants, Britain ’ s 

largest contract Caterer, in an interview in 1989 (137) stated 

that while the industry is not capital intensive, unlike the 

hotel industry, that the requirements of modern day contract 

catering has lead his organisation to set up their own training 

fa c i l i t ie s  where s ta ff  are trained, regardless of prior formal 

qualifications. The purpose of this training is to raise 

standards to a uniform leve l as speoifled by the Company. To 

date, this training has centred on the production areas (kitchen). 

Hawkes (138) is also on record as stating that contract oaterers 

provide more than Just a meal, that through a "caring approach", 

they make s ta ff  (of the host organisation) feel good in the 

middle of the day and that this makes a positive contribution 

to good staff/labour relations.



Stir ling  Gallagher, the boss of Sutoliffe Catering, Britain 's  

third largest contract caterer, eohoes Hawkes' oomments that 

it  Is not a oapital intensive Industry, but fee ls  that the 

Important considerations for the VO's w il l  be to have a 

"customer orientated approaoh" to ollent requirements baoked 

up by strlot attention to quality and Image* (139).

In reoent years, particularly in Britain, under the leadership 

of Prime Minister, Margaret Thatcher, there has been a move 

towards "privatisation", that is the selling o ff  or contracting 

out of services previously promoted by looal Government (140). 

This trend has spread to Ireland, albeit more slowly. Even 

In Britain, the Government deolslon to privatise is being 

Implemented slowly, especially in the area of loca l authority 

catering (Sohools, Hospitals). However, Contract Catering 

Industry representatives fee l that local authorities are now 

more focused on "tendering" (contracting out) and w il l  do so 

out of conviction and not compulsion (141).

The London Times, in an artic le  on 4th August 1987, titled  

"What's Cooking in Catering", noted the hugh Increase in 

contraot oatering between 1977 -  1985. I t  estimated that 

growth would continue, albeit more slowly due to two faotors. 

The f i r s t  was the growth In the trend of contracting out non­

core activ ities  and seoondly, that In organisations with highly 

paid s ta ff  and benefit packages, equally generous packages may 

have to be negotiated fo r  Service Personnel, such as oatering 

and oleanlng. To out down on expenses, it  would appear more 

economical to oontract out these services.
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In Catering, no loss than In any other area of Management, 

the best results are unlikely to be achieved unless the 

organisation concerned has formed a set of objectives and 

olear responsibility has been given for deoiding on polioy 

and seeing that it is Implemented. The Ashridge Survey (142) 

indicates that where Catering is conoerned that responsibility  

for polioies and deoision making fo r  catering fa c i l i t ie s ,  may 

vary enormously from firm to firm. This survey indloated that 

most organisations tended to make decisions at local leVe}

(82$) and only a few organisations (13$) had a written polioy 

on catering. Additionally, Catering was mentioned in only 

23$ of the Corporate Plans of the various organisations.

The resu lt of this survey would seem to indicate that, while 

many organisations s t i l l  manage their own Catering services, 

that in no sense are the Caterers an integral part of the 

Management team. The survey also indicated that there is 

widespread agreement (86%) on the positive contribution that 

oaterlng may make to good industrial relations and staff  

morale. The survey also noted that respondents did not, in 

many cases, know the percentage of total annual payroll that 

the total cost of catering represented -  i .e .  they did not 

know the true financial cost o f the Catering Service.

The Ashridge Survey and the comments of the various industry 

leaders would seem to suggest, that the rea l value of contract 

catering to the host organisation ultimately, depends upon 

the level of consumer satisfaction. I f  quality and satis­

faction are rates "low", it  is like ly  that the Image of the
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Company w i l l  su ffer. In addition, where standard# are below 

expectations, usage w ill  decline and whatever additional 

productivity finns may expect to derive from the Catering 

service w i l l  disappear.

In terms of pro fits  and performance, the la tter  half of the 

l»80s has shown that the large oontract oaterers in Britain  

have Improved their positions, both In terms of turnover and 

pro fit . (143). It should be noted that aotual turnover has 

to date, shown only a small inorease, the real success has 

been in converting more of the turnover into p ro fits . However, 

in addition to this, the potential fo r growth and inoreased 

market share may be very positive. Oerrie (144) states that 

contract caterers have only 30$ of the £4 B illion  that it  is 

estimated, is the true value of feeding the U.K's workforce 

at their place of employment. The reverse is the case in 

the U.S.A. with 70# of catering contracted out.

This would seem to indicate that a hugh 'untapped' market 

remains fo r  Contract Catering Services In the U.K. and that 

a major challenge for a l l  Contraot Catering organisations 

must be to Increase their market share.
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3.6. SUMMAHY AND CONCLUSIONS I

This ohapter oommenced with ft Literature review on the 

concept of contraoting-out business ac t iv it ies , as an 

innovate and flex ib le  approach to solving business 

problems in general, by freeing management to conoentrate 

on the business oo]pe, to ensure future success* The 

prinoipal findings of the review indioate that teohology, 

competition and demographic changes in reoent years, have 

forced Management to concentrate on 'essentia l' activities. 

As a result there is a definite trend in contracting-out 

many ac t iv it ies  formally undertaken in-house. One major 

advantage of the "contracting out" option may be that it  

allows the exercise of control without the requirements 

of ownership. The impaot on the host organisation of 

contracting out business activ ities has yet to be fu lly  

examined by writers in the f ie ld  of Management, but in 

considering the "contracting out" option, many organis­

ations may need to re-assess their business goals and 

objectives•

Contract caterers are organisations who undertake the 

responsib ility  of operating ft Firm's catering fao l l ity ,  

within guidelines, for ft specific fee* Organisations 

offering a oontraotual service may range from an 

individual with Just one contraot, to large national 

Firms with 60 or more contracts. Services provided by 

Catering contractors, may range from planning fa o i l i t le s ,  

s ta ff  reoruitment, purchasing, accounting and budgetary 

control to supervision and management*
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In Ireland, (where contract catering developed in the 1940s), 

there are five  large National contraot catering organisations 

and one regional ooopany. In addition, there are many very 

sAaft.1 organisations, many of whom have small oontracts, few 

employees and are not registered organisations. This thesis 

is restricted to the professional, well established, 

legitimate organisations. The Contract oatering Industry 

employes 2,000 people approx. of which over Q0% are female. 

Pay and conditions of work are negotiated with the Unions 

fo r general s ta f f  while Management and Chefs negotiate on 

an individual basis.

There are no formal structures for sta ff training or develop­

ment within the Industry, however, a mixture of ln-house and 

College based training Is the norm.

Four of the five  National contract caterers are members of 

the A .I.C .C . (Association of Irish  Contract Caterers) which 

seeks to promote the Industry in a general way.

There are no standard Poms of Contract. Catering contracts 

vary from *oost p lu s ',  where the host organisation pays for  

the cost o f the operation and gives a fee to the caterer, to 

"concession" where the contractor re lies  for pro fit, on his 

ab i l ity  to manage the restaurant and pays a fee (rent etc) 

to the host organisation.

123



In order to ascertain the size and value of Oontraot Catering 

in Ireland and to gain that Industry's views on future develop­

ments, role of quality, advantages/disadvantages of Contract 

Catering, an in-depth survey of a representative sample of 

Senior Executives was undertaken*

The survey indicated that the Ir ish  market is very competitive 

and that future growth l ie s  in the area of smaller more 

"up-market* contracts and expansion overseas* It is of 

Interest, however, to note that, none of tho respondents were 

able to indicate the total sise of the "dining out at work" 

population of Ireland or what percentage share of this market, 

the contract caterers hold* They indicated that the future 

focus on catering fa c i l i t ie s  w i l l  be as a central part of the 

social structure of the (host) organisation* This w ill  involve 

a high level of commitment to quality and value fo r money. 

Evidence of this high level o f commitment to quality assurance 

is, to date, sparce* None of the respondents' organisations 

appear to have a doounented system of organisation for the 

implementation of a Quality programme, or for assessing 

consumer satisfaction with current produot offerings.

A l l  respondents stated clearly, that their primary business 

is one of service to the customer and that the "customer 

relationship" is a l l  important. Tho core of this relationship 

is the provision of the meal experience which can be tailored 

to suit the exact requirements of the host organisation*

The advantages of contract oaterlng are seen as, quality.
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finanoial oontrol, f l e x ib i l i t y ,  delegation, competitive 

purchasing, s ta ffin g , menu monitoring and a high level of 

personal service* The disadvantages (for the host organisation) 

may be loss of control, s ta f f  loyalty, higher costs and the 

Imposition of the contractor's quality levels, rather than 

those of the host organisation*

The marketing of Contract oatering In Ireland involves a 

variety of methods such as media exposure, sales repres­

entations, mall shots and endorsements. The main customers 

fo r contract servloes, are the large Institutions, Banks, 

Hospitals and privately owned factories and o ffices. Since, 

as already noted, none of the respondents appear to have a 

d e a r  knowledge of the size of the Irish market, this is an 

area which may be ripe for Improvement.

In examining lik e ly  future trends in Contract Catering In 

Ireland, it  was decided to investigate developments in the 

U.K. While the British market is different from the Irish  

one in termB of infrastructure and size, nonetheless, many 

of the business, po lit loa l and economlo developments are 

broadly similar*

Developments in the U.K. indicate that the potential for 

growth in Contract Catering is enormous, due to the Government 

policy of privatisation, the trend towards contracting out 

nonecore business activ ities and the small share of the total 

value of feeding the U.Ks workforce at their place of work, 

that the Contract Catering Industry currently possesses* In 

addition, there are clear indicators that the true value of
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Contract Catering to host organisations ultimately depends 

upon the level of consumer satisfaction generated* There 

is a d e a r  link between quality and value for money, and 

this is essential fo r commercial success.

In oonoluslon, it  may be stated that the Irish  Contraot 

Caterers re ly  heavily on the experience and observational 

powers o f their management, striot finanolal control, and 

on a o I o b s  personal relationship with their ollents to ensure 

adequate quality levels and business success. It  must be 

open to question, whether this approach, which may have been 

successful in the past, w i l l  continue to be successful with 

ths advent of 1992 and the greater integration of Europe, 

whloh w i l l  lead to a potentially larger market and Increased 

competition.
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Chapter 4 

Research Methodology

4*1. Introduction:

The principal objectives of this dissertation are:

(1 ) To emaralne the concepts o f Quality Assurance 

and the Catering Product.

(2) To analyse the growth in contracting out non-oore 

business activ ities , with speciflo reference to 

Catering*

(3) To evaluate and oompare the quality of the Catering 

Services in seleoted organisations with particular  

regard to the host organisation and the consumers.

This stady is exploratory, to Investigate whether the 

findings In the literature review are applicable in an 

Ir ish  situation and also, to measure the difference, I f  

any, in the customers (Host Organisation/Consumers) 

perceptions of the quality of the Catering product as 

provided by the Contract Caterer or in-house.

4.2. Methodologies:

A variety of Research Methodologies were used in this 

dissertation* They are as follows:

Literature Review 

Interviews 

Quality Audits
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4.4. Interviews i

Three Individual sets of Interviews were used during 

this work as part of the research methodologies.

The f i r s t  use of Interviews was as part of a survey 

of the Irish  Contract Catering Industry. This oonsisted 

of in-depth loosely structured Interviews with a repres­

entative sample of senior Managers In the Industry 

(Chapter 3 'Contract Catering, Section 3.3.1). Of the 

five  major Contraot caterers in Ireland, interviews 

were donduoted with three firms, The purpose of the 

survey was primarily to gain Information towards 

achieving the objectives of this dissertation and in 

particular, to analyse (from the Contraot Caterer's 

viewpoint) the development o f  Contraot Catering, the 

role o f quality, future trends, and the advantages/ 

disadvantages of Contract Catering as a business option.

Interviews were also used as part of the "Quality Audit” 

of the Catering F ac ilit ie s  of the selected organisations. 

The organisations were chosen on the basis that their 

• core' business was broadly similar, but that by 

oontract, the Catering Function is managed by Contractors 

in one Finn and by in-house Caterers in the other. The 

objectives of the interviews were to compare and 

contrast the levels of consumer satisfaction and to 

indicate what e ffects, i f  any, contracting out the 

Catering Funotlon has on the consumers' perception of 

quality. (See 4.5.1. "Quality Audit/Consumer 

Questionnaire” ).
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Finally, interviews were used in assessing why Senior 

Management of the Organisations surveyed, decided to 

use/not use Contract Caterers and their views on, quality 

assessment criteria , role of catering, oontraotor assess­

ment, and like ly  future trends. (See Appendix 6, Senior 

Management Interview).

4.5. Quality Audits:

As previously diaouased In Chapter 2 ("Quality” Section 

2 .y . ) ,  a Quality Audit Is in independent evaluation of 

Product Quality to determine its fitness for use and 

conformity to Customer expectations. This definition  

may be enlarged to embrace an audit of the Management 

ayatem to ensure it  alao operates to an agreed standard.

This enlarged definition of a Quality Audit Is used in 

this dissertation. For an Audit to be successful, it  

must have agreed objectives (Chapter 2 "Quality” Section 

2.9). For the purpose of this dissertation, it was 

decided that the main objectives of the Audit would be:

(a )  An examination of the level of Consuner satis ­

faction with the existing product offering*

(b ) An examination of the ab ility  of the Caterer to 

re liab ly  provide the required quality levels.

It  should be noted that these objectives are interactive*
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4.5.1. Quality Audit (Consumer Questionnaire)

In order to aohiev* the objeotive set out at "A", It was 

deolded to conduot in-depth surveys (using questionnaires) 

of a representative sample of respondents in each organ­

isation. Chisnall (147) has noted that aoourately 

measuring attitudes and motivation is extremely d if f icu lt .  

To help overcome this, it  was deolded to apply the 

semantic d iffe ren tia l soale to questions where appropr­

i a t e ,  and to sum the answers,in order to give a rating of 

oonsuner satisfaction with the various aspects of the 

Catering produot.

The Questionnaire content oentred, in general, on the 

findings of the l ite ra ry  Review of Chapter I ("The 

Catering Produot” ), Chapter 2 ("Quality*) and Chapter 3 

("Contract Catering").

F irstly , questions were asked on the six basic elements 

of the Catering Produot as identified in Chapter I t ("The 

Catering Product"-. They are, Pood and Beverage, Service, 

atmosphere, image and fa c i l i t ie s ,  value fo r  money and 

customer participation. Questions were also based on 

the "sample service audit form" as identified by Martin 

(148) in Chapter 2 ("Quality"). He identified sixteen 

different dimensions of service quality and stated that 

while key indicators fo r these dimensions may vary from 

restaurant to restaurant, depending on type, that they 

must be speoific, observable and measure the outcome 

of the customer servloe encounter, and that a rating 

scale should be used to record eaoh indicator's frequency 

of oocurance.
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The sixteen different dimensions of servloe quality are as 

followsi

Aoooramodation, anticipation, timeliness, organisation, 

communication, customer feedback, supervision, attitude, 

attentiveness, tone of voice, body language, taot, naming 

names, guidance, suggestive selling, problem solving.

While this Audit form was primarily constructed as an aid  

to Management in assessing quality levels, it  may be argued 

that it can be used as part o f a questionnaire constructed 

to aid customers in quantifying their perceptions of the 

quality of the restaurant produot.

Finally, the performance indicators as Identified by the 

Contract Caterers (Chapter 3 "Contract Catering” , Section 

3.3.5) o f: Good Quality Food, pleasant/efficient sta ff,

cleanliness/Hygiene, Menu Variety, Decor/Restaurant Environ­

ment and consistency, were also incorporated In the 

questionnaire. Respondents were also encouraged to furnish 

additional inforaation by the addition of a "General Comment 

section" in the Questionnaire* The purpose of this was to 

allow customers indicate variables of satisfaction, not 

necessarily covered by the Questionnaire. (See Appendix 7 

Quality Audit -  Consumer Questionnaire)
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D efin ition  o f Population!

A v ita l ly  important aspect of any survey ia a d e a r  definition  

of the population to be surveyed (149). This definition  

should be d e a r ly  understood and agreed by a l l  those taking 

part in implementing the survey. Populations by be widespread 

and fa i r ly  general j for example, women in the age group 

21 -  *5 over the whole country. On the other hand, populations 

may be highly speolflo, as In the oase of leoturers in the 

subject of genetios working in Colleges within a ten mile 

radius of Dublin. The population to be surveyed In this 

dissertation is highly speolflo and may be expressed in terms 

of a "typioal oustomer p ro f i le " ,  i .e .  age, background, 

occupation and Income. In this survey, a l l  of the restaurants 

are "closed shops" in that normally members of the general 

public are not admitted. The restaurants usage are restricted  

to employees of the Host organisation. It was, therefore, 

deolded to use a structured (quota) sample based on gender, 

age and position whioh was in proportion to the total 

population using the restaurants' fa c ilit ie s .

P i lo t  Testt

In order to check the valid ity  and aoouracy of the question­

naire prior to carrying out the surveys, it  was pilot tested. 

The pilot test was carried out in the training restaurant of 

the Dublin College of Catering, on three separate oooaslons, 

on groups of fina l year degree Management students. The 

prooess of Pilot testing in the questionnaire proved to be 

very valuable In clarify ing the fora and the wording of 

Individual questions* As a result, some questions were
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rad ically  changed because It beoame dear, that respondents 

fa i led  to ooraprehend the subjeot matter, (a copy of this  

questionnaire may be seen In Appendix 7).

In addition, the prooess of p ilo t  testing also gave greater 

clarifica tion  to the whole purpose of the survey it s e l f .

A major objeotive of any questionnaire *ust be to keep it  as 

short as possible to fa c i l ita te  respondents, while avoiding 

the deletion of any v ita l questions. As a result, the 

original questionnaire which comprised of over forty questions 

has, by re-wording and re-positionlng, been reduoed to twenty 

six, while s t i l l  retaining a l l  of the essential elements 

neoessary to meet the objeotivles.

4.5.2. Quality Audit (Management System)

In order to achieve the second objeotive of the Quality 

Audit, an examination of the ability of the Caterer to 

olearly  provide the required Quality levels, it was 

deolded to examine the Management system of eaoh 

Catering Unit. The purpose of this examination was to 

indicate i f  the Catering Unit operated to an agreed 

performance leve l, speolf lca lly  in the setting of 

produot and operational standards and in the ohecklng 

of this performance and correction, where required, 

of non-standard output.
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The design and content of the Audit checklist centred, In 

general, on the findings of the literary  Heview of Chapter I, 

2 and 3, and in partioular, on the guidelines for auditing as 

la id  down by the National Standards Authority of Ireland 

(N .S .A .I ) (150) and the International Standards Organisation 

( I . 3 .0 ) (151). These audit guidelines are general and 

applicable to a l l  service Industries and have an Implied 

acceptance, although there is clearly some "drag* in 

relationship to the catering produot as a whole.

In order to focus the Audit more olosely on the Catering 

produot, particular regard was paid to Martin's concepts 

of the sixteen Quality Service Standards as previously 

discussed in this Chapter (4 .5 .1 ). In addition, the findings 

of Chapter 2 (•’Quality"). WA Quality Assuranoe System for  

Caterlngn were also incorporated. These findings clearly  

lndloated the Importance of observation and M.B.W.A. 

(Management by Walking Around (152). The Audit checklist 

discussed here is a form of M.B.W.A. It requires the 

auditor, not only to walk around and observe a l l  activities,  

but it  provides a structured format for this examination 

whloh may be particularly useful for comparison purposes.

A copy of this Audit oheokllst may be seen in Appendix 8*
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Chapter 5 

Researoh Findings.

5.1. Introduotloni

This Chapter f i r s t ly  reviews the particualar organis­

ations ohosen for the Primary Researoh. The Primary 

Reaearoh oonsisted ofj

(a ) Indepth interviews with Senior Management who,

in their respective organisations, are responsible 

fo r  making deoisions as to the oontraoting out 

option for non-core activ ities . (See Appendix VI 

"Senior Management (Host Organisation) Interview 

Content")•

(b ) The 'Quality Audit' of eaoh individual Catering 

organisation (See Chapter 2 "Quality" Section 2.9). 

This oonsisted of an examination of the Catering 

Management System and a survey of oonsumer sa t is ­

faction. (See Chapter 4 "Research Methodology" 

Seotions 4, 5 and 4.5.7 ).

Secondly, the findings o f the Primary Research are 

examined and compared with the findings of the literature  

review o f Chapters, ("Ths Catering Produot"), Chapter 2 

("Quality) and Chapter 3 ("Contracting out Catering 

A ct iv it ie s " ).  The purpose of this is to comply with the 

objectives of this dissertation (See Chapter 4 "Research 

Methodology", Seotion 4.1) and to investigate whether the 

findings of the literature  review are applicable in an
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Iriflh situation and to measure tho differences, i f  any, in 

tha peroeived levels of Quality of tho Contraot Caterer in 

comparison to in-house Catering*

5.2. Participating Organisational

As previously stated (Chapter 4 "Hesearoh Methodology" 

Section 4.4), organisations were chosen on the basis 

that their 'core ' business aotiv lt les  are broadly 

similar, but by contrast, the catering function la 

managed by Contractors in one firm and by in-house 

Caterers in the other. A total of nine d ifferent  

Organisations with thirteen separate and distinot  

Catering F ac ilit ie s  (Restaurants) were surveyed aoross 

a broad speotrura of Financial Institutions, Sera State 

Bodies and Manufacturing Industries. Between them, 

these organisations provide catering f a c i l i t ie s  fo r  

approximately 6,000 people on a dally bas ls ( They are 

a l l  based in the Dublin area, and each provide a 

luncheon servloe. (See Table 1, this Chapter, between 

Seotions 5.2.3 and 5.3 ).

It  was decided not to approaoh Hospitals or Welfare 

Institutions, as it was fe lt  that their special require­

ments might introduce a new variable, making analysis, 

particularly of the quality audits, d i f f icu lt  to compare 

with the other participating organisations. Both types 

of institutions have features which are quite distinct 

from commercial and industrial organisations which
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Involve, not only the dietary requirements of the users, 

but also the environment in which Catering services are 

provided.

A f in a l faotor in selecting the various organisations was 

their large public p ro f i le .  A ll  of the organisations selected 

are well known, w ell established and publicly perceived to 

have attained high leve ls  of excellence in their oore activities.

5.2.1. Pinanelal Institutional

In it ia l  research indicated that in the area of Financial 

Services (Banking, Insurance), two of the largest Banking 

Groups In Ireland have different approaohes to providing 

Catering servloes. In one, a l l  of the Catering is 

contracted out. In the other, the majority (90%) of the 

Catering is  provided in-house, but the remainder is 

contracted out. I f  is of interest to note that the 

contracted out catering fa c i l i t ie s  report to the Catering 

Manager of the in-house Catering Services, so in effect, 

a l l  of the Catering, whether contracted out or not, is 

the responsib ility  of the in-house Catering Manager.

In addition to the two Banking Groups, one o f Ireland's 

largest publio ly  owned Insurance Companies was also 

surveyed. In this organisation, a l l  Catering fac ilit ies  

are provided in-house.

F inally , the headquarters of one of the la rger building 

sooietles was surveyed. In this organisation, a l l  

Catering f a o i l i t l e s  are contracted out.
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5-2.2. Semi-State Bodies!

Two semi-state bodies were seleoted* While it may be 

debated as to how broadly similar the core activities  

of any of the semi-state bodies are, nonetheless, there 

are many areas of overlap. A l l  are operated under the 

same Aots of the Oireaohtas and in the case of the two 

selected fo r  this thesis, both are heavily involved in 

researoh and development and, in addition, the Management 

and s t a f f  structures are identioal, including grades and 

salary scales. In one of these organisations, a l l  of the 

Catering Servioes are contracted out while in the other, 

in a sim ilar manner to one of the Banks, 90$ of the 

Catering is provided ln-house, while the rest is contracted 

out. However, unlike the Bank the Contract Catering 

Manager does not report to the Catering Manager of the 

in-house Catering Service.

5.2.3. Manufacturing Industries:

Three Manufacturing Industries were selected. Two are 

based in the Computer/Communications Industries, while 

the third is a large brewing concern. The brewing organ­

isation was seleoted because over the last 2& years, 

slnoe this research started, they have moved from an ln- 

house Catering system to the use of Contraot Caterers.

In conducting the Quality Audit of this organisation, the 

Consumer questionnaire was omitted at the request of 

Senior Management, who deemed it "sensitive at this point 

In time*. Nonetheless, the Interviews with the Senior 

Management and the partial Quality Audit of the Catering
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Management system, revealed valuable lnforaation and aooordlngly 

ia inoluded in the findings of the the sis •

With regard to the two Computer/Coranunloationa organisations, 

one provides its own ln-house Catering and the other contracts out.

See table 5.1. fo r  a Summary of the Catering structures of the 

organisations audited.

Organisation

Number o f
Catering
Eao llit ies In-house

■ “ i

Contractor
.................  - - ' ' ' • ..........

Financial Servloes 
(Banking)

4 2 2

Finanoial Services 
(Banking) 1 1

Pinanoial Services 
(Insuranoe) 1 1

Finanoial Services 
(Building SOoiety) 1 1

Semi State 1 1

Semi State 1 1

Manufacturing
(CommunicatIons) 1 1

Manufacturing
(Communications) 1 1

Manufacturing (Brewing) 1 1

Totals 9 S3 6 a

Table (5 .1 ). Summary of the Catering Structures of 

Organisations audited*
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5.3* Senior Management (Hoat Organisation) Interview Findingsi

The Beoond stage of the research process for this d is ­

sertation (following the literature review, the f i r s t  

stage) began by Interviewing the Senior Management of 

the Organisations, who had agreed to take part in the 

survey* A similar approach was adopted as with the 

Catering Contractors (Senior Executives) interviews*

(See Chapter 3 Contracting out Catering Activities,

Section 3 .3 .1 ). The interview content (See Appendix 

was designed to obtain the respondent’ s views and opinions 

on the advantages and disadvantages of contracting out as 

a business option and with apecifio reference to Catering* 

Follow-on questions were designed to e l io it  information 

and views on where the respondents fe lt  their Catering 

operations, In re lation  to their core activities fitted  

in. F inally , questions were targetted on the concept of 

Quality and what criteria  are used in evaluating the 

perfoimance of the Catering operations In the various 

organisations*

It  muBt be recorded that the respondents were extremely 

helpful and gave open and frank answers. However, * 

number requested that their identities not be revealed, 

as future plans that are currently being evaluated, might 

be compromised and while every effort was made to keep 

research findings as objeotive as possible, nonetheless, 

certain selective Judgments had to be made with regard to 

information offered by some of the respondents*
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Of the nine respondents Interviewed, two operated a system 

of combined ln-house and Contract Catering. Five of the 

respondents had a l l  Catering fa o l l lt le s  contracted out while 

the remaining two carried out a l l  Catering functions ln-house.

The results o f these Interviews are disoussed, as follows:

5.3.1*. Introduction

5*3.2. History and background of host organisation 

5.3.3* Advantages of Contracting out

5.3.4. Advantages of ln-house Catering

5.3.5. Disadvantages of Contracting out

5.3.6. Disadvantages of ln-house Catering

5.3.7. Structure, Importance and future of the Catering 

Funotion.

5.3.8* Evaluating the quality of the Catering Organisation* 

5*3*9* C riteria  fo r  selecting a Catering Contractor.

5.4. Summary of Senior Management Interview Findings.
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5.3.1. Introduction:

While tho trend In contracting out non-core business 

activ ities  Is widespread In the U.S.A. and appears to be 

growing In the U.K. (See Chapter 3 'Contraot Catering* 

Seotlon 3.5), the respondents in this survey do not appear, 

in it ia l ly ,  to be so unanimous in their views. The five 

organisations whioh have contracted out a l l  of their 

Catering activ it ies  are firm supporters, but the other 

four (two have a combined system of in-house and contractor 

and the other two are entirely in-house) appear to have 

adopted a wwait and see* approach. This is particularly  

true of the two organisations which are operating both 

options. The main reason given, in it ia lly , for operating 

a combined system was in both cases, the need to provide 

services at locations where shift work was undertaken.

The quality level of existing services was not considered 

a factor.

The findings set out below are an aggregate of a l l  the 

views expressed:

6.3.2. History and Background of Host Organisation:

This was seen as a major faotor in whether the Catering 

fa o i l i ty  was currently oontraoted out or not. A ll of the 

organisations originally  supplied Catering fa c i l it ie s  

falther in-house or by contract) as a social and paternal­

is t ic  approach to their s ta ff .  As the organisations 

grew, so did the number of sta ff and the level of 

Catering fa c i l i t ie s  supplied. Today, a l l  of these
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organisations are highly unionised and problems of redundancy 

and/or re-deployraent have to be seriously studied when 

considering the contracting out option. In each organisation 

that operates in-house Catering, the Catering s ta ff  enjoy the 

same baslo remuneration paokage and privileges as a l l  other 

employees.

The one respondent Interviewed that did ohange from in-house 

to contracting out, stated, that by doing so, enormous suns 

of money, In terms of managerial time, materials and labour 

were saved. This respondent fu l ly  endorsed the findings of 

Chapter 3 ( HContracting out Catering Activities" see Seotlon

3 .6 .)  which d e a r ly  Indicated that contracting out may allow 

the exercise of control without the requirement of ownership. 

It  must however, be noted that this organisation is different 

in one respect from a l l  other organisations surveyed, in that 

a l l  the Catering fa c i l i t ie s  are free. In the other organis­

ations, the sta ff pay a subsidised fee for the services 

provided. This subsidy can be best explained by examining 

the contract that normally applies between the host organis­

ation and the contract caterer.

Where Contract Caterers are employed, the type of contract is, 

in each case, that of "cost plus" (see Chapter 3, "Contracting 

out Catering F ac ilit ie s1' seotlon 5.4). This in effect means 

that the host organisation pays a l l  the b i l l s  associated with 

the Catering Function. These are heat, light and fuel, Wages 

and Salaries, food and beverage costs. In addition, a 

Management fee is paid to the contractor. The host organis-
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atlon recoups some of this cost by oharglng the s ta ff  a 

subsidised price for meals. The prices charged to s ta ff  must 

normally cover food costs and make a small contribution to 

overheads. In effeot, s ta ff  of the host organisation pay for  

the oost of the food. The host organisation subsidises the 

other costs associated with the Catering Funotion* The same 

approach is applied in the in-house Catering Organisations.

5.3.3* Advantages of Contracting out as listed below are an 

aggregate of the opinions of the respondents, It must 

be stated that they were most enthusiastically expressed 

by those who had already contracted out their Catering 

fa c i l i t ie s .

(1) Host organisation is free of the day-to-day 

routine time consuming administrative function. 

Saving of valuable management time is substantial. 

However, the respondents did feel that the host 

organisation must appoint someone (in a Junior 

Management capaoity) to liaise with the Contract 

Caterer and ensure that the contract Is being 

adhered t o .

(2) Identifiable cost oontrol* Striot budgetary 

oontrol on a weekly/monthly basis* The terms 

of oontract stipulate th* type of budgetary 

oontrol required ( i . e .  food and s ta ff  oost)*

In addition, the contract caterer may pass on 

the 'savings' of bulk food purchase available 

to him* An individual firm would be unlikely 

to achieve the same level of discounts.
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(3) S taff reoruitraent Is the problem of the Contraotor.

This frees the boat organisation from complex industrial 

relations as well as the task of integrating the wage 

structure of the Catering s ta f f  within the overall salary/ 

wage structure of the host organisation. The salary/wage 

structure is that of the Catering Industry and not that

of the host organisation.

(4) F lex ib ility  of Catering Servioe provided. The service 

can be quickly and early tailored to suit the exact needs 

of the host organisation on both financial and availability  

terras.

(5) Quality. The Contraot is fo r  a limited time period and 

upon expiration, may be put out to tender. The tool of 

assessment has the advantage of keeping costs and quality 

to agreed guidelines.

5.3.4. Advantages of in-house Catering:

The advantages olalmed fo r  in-house Catering are 

somewhat similar to those of contracting out with 

the notable exceptions o f cost.

(1 ) By appointing a competent Catering Manager and 

devising agreed budgets, the host organisation 

is free i f  the routine time oonsunlng adminis­

trative function*

(2) Budget Control. Strlot budgetary oontrol on a 

weekly/monthly basis Integrated Into the host 

organisation's system*

146



(3) F lex ib i lity  of Catering aervioe provided. The aervioe 

can be adapted to suit individual needs, particularly  

in the area of corporate entertainment whioh is widely 

viewed as a large growth area.

(4 ) High levels of s ta ff  loya lty  and commitment to the 

organisation.

(5) Lower oosts. This proved to be an area of very different 

views. F irstly , (and natura lly ) a ll respondents agreed 

that the host Organisation does not have to pay a Manage­

ment fee to a Contractor. However, apart from this, there 

are different opinions on the issue of costs. One view 

(held by two respondents) Is that where a large number of 

people are catered for (500 + ) ,  it is possible for the 

Catering department to oover more than Just the cost of 

the food. While none o f the respondents were prepared

to elaborate on this, it  does appear that this may well 

be an Important consideration and reason why the contract 

out option is not exercised in these oases. On the other 

hand, where the Catering is of lower volume (less than 500), 

It appears that the cost savings on the ln-house Catering 

service may be of a minor nature* Three of the respondents 

stated that they had conducted In-depth research Into a 

cost comparison between in-house and contracted out 

Catering services and could ascertain l i t t l e  difference 

in costs regardless of volume. The f in a l four respondents 

(Including as already noted the Brewery company, Seotion 

5.3.2) f e l t  that cost Is a major disadvantage of ln-house 

catering.
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(6) Quality. Because of the commitment and loyalty  of the 

Catering Management and s ta ff  and the greater levels of 

personal interest generally in the host organisation, 

quality w i l l  be greater than that of a Contraotor who 

has no such ties .

5.3.5. Disadvantages of Contracting outi

While it  might be expected that those organisations 

that currently provide their own Catering fa c i l i t ie s  

in-house would l i s t  many reasons against oontraoting 

out, this did not prove to be the case* Their attitude 

appeared to be one of uncertainty rather than outright 

disapproval. The following are the opinions of the 

respondents:

(1) Loss of oontrol of an Important sooial fa c i l i ty  

to an outsider.

(2 ) Higher costs. Different views were expressed on 

this issue as already discussed* In summary, two 

of the respondents fe lt  this to be the case, 

particu larly  when large scale volume (500 meals + 

per day) are involved. Three respondents fe lt  

there was l i t t l e  difference in costs, regardless 

of whioh option was selected and the fina l four 

respondents fe lt  that oost was a major advantage 

of contracting out. (See 5.3.4).

(3) Loyalty of Catering staff would be to a different 

organisation.
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(4 ) Quality. As with "oosts", different views were expressed 

on this Issue* Those who had oontraoted out a l l  catering 

fa c i l i t ie s  (5) f e l t  that the nature of the oontract 

(limited tine period) maintained adequate quality levels. 

However, under deeper probing as the interview evolved, 

three of these five  respondents indioated that a laok of 

oonsistenoy is sometimes evident. The two (exclusive 

in-house oatering) respondents fe lt  that while contraotor 

standards are *highH In it ia l ly ,  they eventually deoline 

over time because the contractor has to manage more than 

Just one Catering f a c i l i t y .  This view underlines the 

oomments made above by three of the respondents using 

Contractors. Of the two remaining respondents (exeroieing 

both options), both stated that there was no marked 

difference in quality  or standards.

(5 ) I f  the oontraotor was not successful, the organisation 

would be tied to a formal contract for a apeclfio period 

with consequent problems in industrial relations.
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5.3.6. Disadvantages of ln-house Catering!

The five  respondents who already have contracted out 

their Catering Services were the most vocal and forth­

right in their critloisms of in-house oatering.

1) Host organisation must take responsibility for  

Management and organisation of an aotivity for  

whioh they may have l i t t l e  understanding The 

Catering Management team cannot be easily  changed ' 

(as they are fu l l  time employees of the host 

organisation) should problems ocour.

2) Costs. As already disoussed, there are a wide 

variety of views on whether it is oheaper to hire 

contractors or use in-house Catering. However, it 

was f e l t  unlikely that an individual organisation 

would be able to purchase the food as cheaply as 

the Contractor who has the advantage of large 

scale purchasing power.

3) Staffing. This was seen as the major disadvantage 

o f ln-house catering. A ll  of the organisations are 

unionised and as noted earlier In this ohapter 

(5 .3 .2 ), the Catering s ta ff enjoy the sane basio 

remuneration paokage and privileges as a l l  other 

employees. The salary/wage structure is that of 

the host organisation and not that of the Catering 

Industry, where traditionally  staff are less well 

paid. In addition, the policy In a l l  of the organis­

ations surveyed, Is to reduce, where possible, the 

number of employees and where ln-house Catering Is

used, this can oreate problems with Industrial 

relations.
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4)  F lex ib ility . While this was olalaed as an advantage, it

may also be a disadvantage i f  the Catering eta ff do not 

wish to comply with new arrangements for training, rosters, 

work loade eto.

5) Quality. The host organisation may not be able to exert 

muoh influenoe over standards as "sanctions'1 oould lead 

to industrial relations unrest*

6.3.7. Structure, importance and future of the Catering Funotlom

The respondents were asked to identify who is  

responsible fo r  polioy level decisions, e*g* strategio 

decisions on investment and subsidies oonoerning 

Catering in the organisation. The most striking 

feature of the responses was the extent to whioh 

responsibility fo r  Catering policies was looated 

differently across the organisations surveyed. In 

four of the organisations surveyed, the Catering 

Manager reported to the Personnel Department. In 

three other of the organisations, the Catering Manager 

reported to the Buildings and Maintenance Department, 

and in the final two organisations, the Catering 

Department came under the oontrol of a OOntraots 

Manager.

In most cases, there appears to be some doubt as 

whether a catering policy is planned by anyone.

There appears to be a gap between policy making and 

decision taking. While not asked as a dlreot question, 

none of the respondents offered a written polioy
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doouraent on Catering and deolsiona on auoh key issue* as 

prioes to be oharged to patrons, seemed in most oases, to 

be deoided by the Catering Manager ( ln-house/oontractor).

Only three of the respondents appeared to have atriot written 

guideline a on menu pricing.

The degree o f v a r iab ility  on the responsibility for the 

Catering Servloea In the Management atruoture In eaoh organis­

ation, la very marked* Renoe, i t  la d iffiou lt to Identify a 

typical pattern of Managerial Communication/Authority* There 

la no dominant approaoh to managing Catering Servloea* This 

would appear to indicate that the Catering function is not 

seriously considered by Senior Management to require well 

established and standardised systems of management reporting.
t

These findings are very much in line with the findings of the 

Ashridge Study on Contract Catering In the U.K. (See Chapter 

3, Contracting out Catering Activities, Section 3 .5 .).

In relation  to the routine day to day control, the in-house 

organisations re lied  on the Catering Manager to manage a l l  

aspeots of the Catering operation, l.e* purchasing, cookery, 

service stocks and oash and the creation and maintenance of 

quality levels* On either a weekly/monthly basis, performance 

ia reviewed against a budget* The adninistration of payments 

to suppliers and s ta ff  is ultimately controlled by the in-house 

administration* The organisations who have contraoted out their 

Catering services exercise oontrol through the agreed budget 

and any devlationa are discussed at regular Client/Contractor 

meetings. A l l  the contractors provide detailed accounts which 

enable the costs Incurred to be broken down and monitored*
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Overall, It appeared that those organisations that employ 

contractors, were happier with their control procedures than 

those with ln-house catering* This may be due to the high 

levels of bureauoracy in the organisations with ln-house 

Catering where assembling the true oosts on a dlstlnot and 

separate base from other activities in the firm, may be d if f icu lt

With regard to the Importance of the Catering fa c i l i ty ,  a l l  the 

respondents fe l t  that it  was a "perk" offered to sta ff and to 

withdraw it , would create serious industrial relations.

Several of the larger established organisations also Indicated 

that it was part of the 'Caring philosophy' of the organisation, 

and that many of their sta ff ,  particularly the young, would not 

eat properly i f  Cfctering fa c i l i t ie s  were not provided.

Finally, a l l  o f the respondents fe lt  that "oorporate entertain­

ment" was becoming very Important and that to be able to provide 

Catering fa c i l i t ie s  fo r  this, without the loss of time 

(expensive executive time) in travelling to and from a Hotel 

or Restaurant, was a very Important consideration.

For the future, none of the executives fe lt  that the conoept 

of providing a Catering Service would oease, except In the 

case of most severe finanolal troubles* One of the respondents 

indicated that this did, in fact, happen, in the case of one 

organisation (not part of this survey) In trading d iff icu lt ie s  

and that the management In this case, negotiated the sharing 

of Catering fa c i l i t ie s  with another firm located nearby*
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While the history and background of the host organisation 

was seen as a major reason why the Catering function was 

ourrently oontraoted out or performed ln-house (see 5*3.2, 

this Chapter), the reaotlon of the respondents to the 

question as to whether they would consider contracting out 

in the future, or continue ln-house Catering elio ited  the 

following views* The five respondents who have oontraoted 

out the Catering fa c i l i t ie s  would not change to an in-house 

situation. They fe l t  that by contracting out the Catering, 

a great deal of senior Managerial time and effort was saved 

while control of the fa c i l i t ie s  was s t i l l  maintained* The 

two respondents operating both options Indicated that they 

were constantly reviewing the situation and would not rule 

out Increasing the use of contractors in the future* The 

two respondents who exclusively provide in-house Catering 

services indicated that currently, due to company policy 

and to the industrial relations situation, they would not 

move to Contract Catering, but they would not rule out the 

use of contractors at some future date.
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5.3.8. Evaluating the Quality of the Catering Operation:

The respondents were asked to identify the systems 

and techniques used in setting and maintaining the 

required quality  levels . In every oase, word-of-mouth 

and personal v l B l t s  to the dining fa c i l i t ie s  were the 

chief means of oommunications about standards. Quality 

audits, questionnaires or oustoaer satisfaction  indices 

were not used as tools of Management, in either setting 

or evaluating standards. All of the respondents 

indicated that the survey approach adopted in this 

dissertation, was the f ir s t  structured approaoh to 

monitoring and evaluating standards. A ll of the 

respondents also stated that, while monitoring of 

Quality standards was not very scientific , it was 

very practical.

In the case of ln-house Catering, the respondents 

indicated that the quality levels were set by the 

Catering Manager. The respondents fe lt  that while 

they may not hear many compliments about the quality  

of the Catering, they would very quickly hear about 

complaints. The respondents stated that while there 

had been problems over the years, they were minor in 

nature and a normal part of any business organisation 

and that generally, "standards were excellent". They 

did, however, indicate that a change in the Catering 

personnel, especially  at Management leve l,  could leave 

them vulnerable in this area. One respondent explained
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that the Catering Manager had been i l l  fo r  a long period of 

time and during thla time, there had been a noticeable drop 

In standards*

In the case of the two organisations that operate both systems, 

(in-house/contractor), the respondents fe lt  that there was no 

major discernable difference in quality In either case, and 

that management and s ta ff  were "very happy* with the Catering 

service. Where contractors are employed, the quality level Is 

set by agreement between the contractor and the respondent 

(part of the tender dooinent). These respondents were somewhat 

more critioa l of the quality levels of the contractors, despite 

the faot that control of Quality was olalmed as an advantage of 

contracting out (See 6.3.3 ). Of the five organisations with 

contracted out Catering services, only two expressed themselves 

as entirely satisfied . The other three respondents were dis­

satisfied to varying degrees. They indicated that aliaok of 

consistency appeared to be the main problem. However, while 

they would consider changing contractor, they would not consider 

providing Catering fa c i l i t ie s  in-house.

While the apparent lack of an objective and structured approach 

to setting and maintaining quality levels, as was evident from 

these survey findings, may be viewed cr it ica lly , nonetheless, 

the opinions of these senior executives are "expert opinions". 

They would appear to confirm that one of the findings of Chapter 

2 ("The Catering Product"), viz. that for the customer, the 

quality of the Catering produot is essentially subjective.

This apparently applies, even to people who might be expeoted 

to apply a more objective approach* Senior Executives who are
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responsible fo r  large soale Catering arrangements euch as 

a llocating contracts, seem to lack what might be termed, a 

professional and ob jective  management posture in this epeoiflo 

are o f the ir  Managerial respons ib ilit ies .

5.3.9. C r ite r ia  fo r  seleotlng a Catering Contractor:

While th is question applied mainly to those who had 

already contracted out, e ither a l l  or part o f  their 

Catering services, nonetheless, the two respondents 

with exclusive in-house Catering f a c i l i t i e s  supplied 

o r l t e r ia  which they f e l t  had application to any 

contracting out situation. The fo llow ing  is  an 

aggregate o f  the respondents' views.

: The long term success/fallure o f contracting out

depends on the actual contract that is agreed and 

signed by both parties.

: In ohoosing a Contractor, the best option is to

put the contract out to tender and to Invite a 

nunber o f selected and interested contractors to 

make a formal o f fe r .  Word-of-mouth and the use

o f the Golden Pages Telephone Directory were seen

as the best sources o f  contractors.

: In the f in a l seleotlon o f  a Contractor, the

fo llow ing  aspects are o r i t ic a l .

: Size o f Catering organisation, lee . number o f

contracts, number employed. Purchasing power 

and le v e l  of discounts available*
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is responsible fo r  what? i . e .  how many units does 

an Area Manager have responsib ility  fo r f  How available 

are Senior Management, should a problem arise?

Contraot Caterers plaoe great emphasis on their 

continuity o f servloe at a l l  times and the Issue 

here is to determine whether or not the oontractor 

can provide the services required.

: History o f the Catering Company. How long in business?

How much experience has the oompany in providing 

servloes to o llen ts  o f  sim ilar size?

I Type o f  Contraot that the contractor Is prepared to

o f fe r .  (See Chapter 3 "Contracting out Catering 

A c t iv i t ie s 11, Section 3 .4 ).

5 .3 .y . l .  Tender Spec if ica t ion s :

In relation to tender specifications, the respondents 

iden tif ied  th is  document as being at the heart of the 

matter in the f in a l  seleotlon of the Contractor. The 

tender specifications sets out, in de ta il,  the goods/ 

services which the host organisation requires and i t  

follows that the Contract Caterer should be able to 

understand from the specification, exaotly what is 

required and be able to prepare quotations on that basis.

The respondents iden tif ied  the follow ing key areas In 

the tender document which they regard as crucial.

i Management Structure - who in the Catering company
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i Clear d e f in it io n  o f the type o f contraot required with

apeoial emphasis on the treatment o f diaoounta (See Chapter 3), 

"Contracting out Catering A c t iv i t ie s " ,  Section 3.4).

: Iteview datea in the Contract to monitor and ensure that the

Contractor operates e f f ic ie n t ly  and e f fe c t iv e ly  throughout 

the period o f  the Contract.

: Detailed Budgeting with regard to nunber and kind o f s ta ff,

le ve ls  o f pay and conditions.

: Detailed budgeting with regard to meal prices and subsidies.

: Defin ition  o f  the service requirements, the menus, hours of

opening and specia l functions.

i In taking over from an in-house operation, the treatment 

o f  ex is t in g  s t a f f .

As may be seen from the above l i s t ,  "qu a lity ” is not 

mentioned s p e c i f ic a l ly ,  but a l l  the respondents indicated 

that i t  was considered an inherent feature. One respondent 

said that the Contract Caterer should know, by virtue o f his

experience, what quality levels  were required from the
{

spec if ica t lon e  In the tender document. In a sim ilar manner 

to the monitoring o f  quality standards o f  an exiating 

operation, the aetting o f specifioations, seems scanty 

rather than comprehensive.

I t  may be argued that an Important aspect o f  tbs tender 

document should be that the host organisation sets out, 

in d e ta i l ,  not only the goods/services required, but In 

addition, d e ta iled  quality levels  and speo i f  icat ions and 

in th is  way a more accurate comparison o f tenders and 

l ik e ly  q u a l i ty  le v e ls  oan be made.
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Nine Senior Managers were Interviewed across a broad 

speotrum o f flnanola l Institu tions, seml-atate bodies 

and manufacturing industries. Five o f the organisations 

have contracted out a l l  Catering servloes. Two operate 

both options and the f in a l  two are exclusively in-house 

operations. The h istory  and the background o f  eaoh 

particu lar organisation was identified  as a major readon 

why Catering services are provided and how (in-house or 

contractor). Where oontraot caterers are employed the 

type o f  contract is in each case that o f "oost plus1*

The major advantages o f the oontraoting out option were 

seen as the savings in valuable senior management time 

and in the to ta l numbers o f s ta f f  employed d irectly  by 

the host organisation. F le x ib i l i t y  and control of costs 

and quality le v e ls  can be exercised through regular reviews 

and by the fao t that a contract is for a limited time 

period only, a fte r  which i t  may be put out to tender.

The major advantages o f the in-house option were seen 

as lo ya lty  and oommitment o f the oatering s ta ff  to the 

host organisation, which results in higher leve ls  o f 

qua lity  standards on a consistent basis and (where large 

number are being cater f o r )  at lower cost.

The major disadvantages o f  contracting out were seen as 

a loss o f  control o f an Important social f a o i l l t y  to an 

outsider and p o ten t ia l ly  lower standards o f performance, 

(see Chapter 5, "Research Findings", Section 3.3.5)

5.4. Summary o f Senior Management Interview Findings!
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The Major disadvantages of in-house Catering was seen as the 

heavy dependence on the Catering Management team, by an 

organisation which had l i t t l e  knowledge o f this specia list 

area. In addition, the general Catering s ta f f  are direct 

employees o f  the organisation and en tit led  to the same 

renumerations and general conditions as a l l  others. As a l l  

o f  these organisations are highly unionised, industrial 

re la tions must be considered when Senior Management wish 

to in i t ia te  changes.

A review o f  the advantages and disadvantages o f their option 

(Contracting out/in-house) indicates that while opinions are 

not unanimous, that with regard to overa ll costs, the majority 

view is that contracting out the Catering f a o i l i t y  is the best 

option, and that with regard to quality standards, the majority 

view is that there is l i t t l e  d ifference.

Responsib ility  fo r  Catering po lic ies  are located d ifferen tly  

across the organisations surveyed. They include the personnel 

departments, Buildings & Maintenance Departments and Contracts 

Departments. There appears to be gaps between policy making 

and decis ion  taking. S tr lo t  written guidelines are not much 

in evidence. Routine day to day a c t iv i t ie s  are the 

resp on s ib il ity  o f the Catering Manager.

The Catering f a c i l l t i t y  is seen as a »perk' and part o f a 

’ Caring Philosophy’ . Corporate entertainment at the work 

location  is  important and a growth area. For these reasons, 

Catering at the place o f work is  l ik e ly  to continue fo r  the 

fu tu re .
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Asked as to th e ir  viewa on the future of Contracting out, 

the f iv e  respondents who have already contracted out a l l  

their Catering f a c i l i t i e s  were the moat enthuslaatlo and 

would not consider an in-house option* The other four 

Indicated that they were consistently reviewing the situation 

and would not rule out the option at some future date.

The systems and techniques used to set and maintain the 

required qua lity  level8  depend mainly on word-of-mouth and 

personal v is i ts  to the Restaurant f a c i l i t i e s .  A l l  o f the 

respondents claimed that while monitoring qua lity  waa not 

s c ie n t i f ic *  i t  waa very practica l.

F inally , the views o f the respondents were ascertained on 

the c r i t e r ia  fo r  selecting a Catering contractor* In chooalng 

a contractor, s ize , management structure, experience and type 

o f contract o ffe red , were aeen as Important. The tender 

document is seen as the "heart" of the contract* I t  roust 

include c lear information on; type of contract, discounts, 

review datea, budgeting and service requirements. "Quality" 

la not Hated  but is reviewed aa an inherent feature* Given 

the Importance the respondents attach to thia document, i t  

may be argued that thia la a surprising omission*
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Following on from the interviews with the Senior 

Executives, a quality audit was conducted in each o f 

the Catering f a c i l i t i e s .  This Quality Audit (See 

Chapter 2 ’ Quality’ Seotion 2.9) can be viewed as two 

d is t in c t ,  but ln ter-re lated  parts. They are an examin­

ation o f  the a b i l i t y  o f the Catering management system 

to r e l ia b ly  provide the required quality leve ls , and 

seoondly, an examination of the leve l of consumer 

sa t is fa c t ion  with the ex is ting  product offered.

The format fo r  discussion o f the Audits w i l l  follow 

the aotual procedures used during conduct o f  same.

This consisted o f ,  f i r s t l y ,  an examination o f the quality 

of the Catering management system. This examination was 

based, in particular, on the findings of the review of 

Chapter 2 ("Quality") and the creation of a Quality 

Audit Checklist/Management system as outlined in Chapter 

4 ("Research Methodology" Seotion 4 .5 .2 ). In sunmary, 

the checklist examines three broad areas which are 

Quality Po licy , Setting Product and Operational Standards 

and Checking Performance/Correcting non-standard output 

(See Appendix "Quality Audit Checklist (Management System)).

In examining leve ls  of consumer satisfaction, the findings 

o f the l ite ra tu re  review of Chapter 2 ("Quality") and the 

c r i t e r ia  f o r  Quality Audit/Consumer Questionnaires 

(Chapter 4 'Research Methodology' Section 4.5.1) were 

incorporated. In summary, the Questionnaire .Addressed 

f i v e  areas o f perceived quality which are Food, Service, 

Cleanliness and hyglenoe, decor and Restaurant environ-

5.5. Quality Audit Findings:
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ment and f in a l ly  overall sa t is fac t ion . (See Appendix V II 

Quality Audit/consumer Questionnaire).

For reasons o f c la r ity , the percentage figures quoted in 

dlsousslon are those of the ove ra l l  satisfaction of the 

respondent with the Catering Service. These figures are the 

summation o f the answers to the question "Rate your overa ll  

sa tis fac t ion  with the Catering Service provided". (2.2.Seotlon E) 

under the headings o f ' t o t a l ly  s a t is f ie d ' and 's a t is f ie d ' .

Where a large percentage deviation from this occurs, a more 

deta iled  explanation is given.

F in a lly ,  the results of each Audit are discussed on an 

Organisation basis as la id  down at 5.2.4. (this chapter).

Financial Services (Banking);

As noted ea r l ie r  in th is  chapter (5.2.1), two o f 

Ire land 's  largest Banking groups agreed to take part 

In th is survey. In one Bank, a l l  the Catering is 

contracted out and a l l  meals are served through Just 

one ou tlet. The other Bank operates a larger Catering 

service through many d if fe ren t  outlets. The majority 

o f the Catering is managed ln-house but two o f the 

outlets are oontraoted out. These contracted out 

Catering Units report d lreo tly  to the Bank's Catering 

Manager, so in e f fe o t  a l l  Catering fa c i l i t ie s  are under 

the oontrol o f the in-house Catering Manager.

The fo llow ing are the results;
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The approaoh of this Bank to Catering can be summed up by 

stating that they buy the best equipment and systems, hire 

the best people and the under the direotion of a highly 

experienced Catering Manager, they operate the service* I t  

may be argued that Banks have lo ts  o f  money and can a fford  

to do th is ,  but i t  may also be argued that with growing 

consumer sophistication, that organisations cannot afford 

not to take this approach. As the Ashridge Survey (Chapter 

3 "Contracting out Catering A c t iv i t ie s " ,  Section 3.5) pointed 

out, that the rea l value of Catering (contraot or in-house) 

to an organisation ultimately depends on the le v e l  of 

consumer satisfaction*

Catering policy is decided by the Personnel Department in 

agreement with the Catering Manager. Bach Unit Manager Is 

responsible for a l l  aspects o f his/her operation. Regular 

inspections are held. The Catering Manager emphasised the 

Importance of 'common sense' approach to Quality and the 

value o f  having well trained and experienced s ta f f  to operate 

the system. There is no Quality manual or documentation that 

re fers  to Quality or Quality policy spec if ica lly , but there 

are s t r ic t ly  documented guidelines with regard to product and 

operational standards and the checking of performance. In a 

somewhat similar manner to the Contract Catering (See Chapter 

3 "Contracting out Catering a c t iv i t ie s 11 Section 3.6) heavy 

reliance is placed on the experience and a b i l i ty  o f  the 

Catering management and s ta f f*

Management System (Bank l ) t
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The Catering Manager manages a l l  his units from the same 

perspective regardless o f  whatever they are, in-house or 

contracted out. The main reason given for  contracting out 

was the need to provide services at locations where sh ift  

work was undertaken. I t  appears that the present Union/staff 

agreements would make in-house Catering at these looations 

p roh ib it ive ly  expensive.

Product and operational standards are broadly the same f o r  

each Unit (Restaurant) .  While equipment leve ls  vary according 

to capacity requirements with newer units having the la te s t  

and most up to date technology, nonetheless, a l l  units have 

the necessary equipment to perform each aspeot o f  the ”Catering 

Chain" (See Chapter 2, Quality Section 2.1) to the required 

standard. Review of equipment is on an on-going basis and is 

selected by the Catering Manager in consultation with Unit 

Management.

The environment in each of the Units is bright and a iry  and 

the overa ll design incorporates ease o f cleaning and maintenance. 

One of the techniques o f  this Audit was observation, and during 

actual service periods, Bervioe performance in a i l  four Units 

was highly organised and s ta f f  were friendly to o lien ts .
I

In the area o f performance, cheoking and correction where 

required, management re ly  heavily on personal observation and 

a "good re la tionsh ip” with customers. The Catering Manager 

indicated, that on a regular basis, he approaches seleoted 

clients o f  whom one may expeot to give a balanced view, to 

s o l ic i t  th e ir  opinions. Ho formal audits on Customer
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Questionnaires are carried out at any o f  the Unite. Should 

a oomplalnt be made, the po licy  ( oommunicatdd to a l l  Unit 

Managers) is to aot Immediately to resolve the problem.

In the area o f temperature control whioh Is v ita l  fo r  health 

and safety in food preparationaaridsservice (See Chapter 2 

"The Catering Product"), temperature probes are available to 

check incoming foodstuffs and a l l  ref»igeration/fridges/ovens 

e tc . have computerised thermostats. I t  was not clear from the 

above how frequently these are ohecked and monitored. No 

written records are available.

In the general area o f hygiene and sa fety , the highest 

standards were In evidence.

With regard to training, there is a difference in the approach 

o f the in-house units and those that are contracted out.

The ln-house operations invest heav ily  in training. A l l  o f  

the key s ta f f  (Management and Chefs) are college trained and 

are a c t ive ly  encouraged to take extra courses. The general 

assistants receive, on a regular basis, training In each area 

o f the "Catering Chain" and they are moved around the d ifferen t 

areas ( i . e .  kitchen, service, cash) on a regular basis. This 

is to ensure that no job becomes monotonous and that In the 

event o f absenteeism, a Job funotion can be covered by any one 

o f  the s ta f f  on duty.
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The contraot Catering Unite do not appear to invest as 

heavily in s ta f f  tra in ing. In these Units, only the key 

s ta f f  have training. The general assistants are not moved 

around the work areas and are not generally "multi-purpose" 

s ta f f .  This may create problems when absenteeism occurs. 

F inally , with regard to uniforms (part of the Image) the 

in-house Caterers appear to have a better selection and 

maintained in a better manner*

Documentation is not at the le v e l  as would be required for 

reg istration  td 130.9000 standards (See Chapter 2 "Quality 

Section") in e ither the in-house or contracted out operations. 

Nonetheless, the Management systems, by virtue o f  an experienced 

committed and involved Management team, heavy financia l 

commitment and s tr ic t  po lic ies  and guidelines on training 

(in-house) and environment design, would appear to fa c i l i ta te  

practices that lead to uniformity o f standards.

Consigner Questionnaire (Bank 1):

The results o f the questionnaires made fo r  an Interesting 

comparison between the Banks two in-house operations and 

the two contracted out operations.

In terms o f overa ll satis faction , the Banks in-house operations 

scored 90% and 9Z% respectively. The larger Unit serving 600 

lunches daily  scored 90% while the smaller Unit, serving 130 

meals a day, scored 9Z%» The main areas o f orltlclsm  was the 

same In both Units, that o f over-crowding and a somewhat 

uncomfortable seating area. A further analysis o f  the Audit
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revealed that part o f  th is  problem was due to most o f the 

customers wishing to dine at the same time* I t  is of interest 

to note that as a resu lt  o f  th is  audit that the Manager of the 

600 + meals per day Unit, has already circularised a l l  his 

oustomers with a view to encouraging d if fe ren t dining times*

In terms of overa ll sa t is fac t ion , the Banks contracted out 

Catering operations do not score as highly as the in-house 

operations* The main areas o f  c r it ic ism  was the seating area* 

As this complaint is common to a l l  o f  the Banks' Catering 

operations, one must question whether the Bank Management, 

in planning the Catering Units, allowed adequate space fo r  

seating. In addition, there was oritlolsm In both cases o f  

a lack of consistency in food quality . Food quality was seen 

to be somewhat dependent on the actual time o f consumption, 

with respondents stating that ' l a t e '  lunches were o f 'poorer 

q u a lity '.  The overa ll results were 83$ and 81$ respectively*

Management System (Bank 2) i

The approach o f this Bank to Catering is that i t  is a non 

core a c t iv ity  and is , therefore, contracted out to Catering 

spec ia lis ts . The bank hired consultants to design the 

Catering f a c i l i t i e s  and draw up a Catering po licy  document 

including performance specifications. There is evidence o f 

a strong financial commitment to catering. Currently, the 

Catering Policy is deolded by the Manager o f  the Buildings 

& Maintenance Department in conjunction with the Catering 

Manager. The Catering Manager Is responsible fo r  the day to 

day operation o f the restaurant.
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There are no qua lity  Manuals or doounentation that refers  

to qua lity  or Quality Po licy  sp eo if io a l ly .  The contractor 

is expected to operate to the guidelines la id  down by the 

Consultant with regard to product and operational standards 

and as speoified  in the tender document. Heavy emphasis in 

based on the experience and a b i l i t y  of the contraotor and his 

team. Quality is seen as being H inherent” and part o f  a l l  

overa ll design, rather than being specified exactly  in the 

tender document.

The restaurant has a l l  the equipment necessary to perform 

each aspect o f  production and service. Review and maintenance 

o f  equipment is on an on-going basis between contractor and 

Bank. In the case o f  equipment fa ilu re , the Bank's own 

Maintenance s t a f f  provide immediate service.

The environment design is bright and airy and the overa ll 

design incorporates ease o f cleaning and maintenance. With 

regard to hygiene and safety, the highest standards were in 

evidence. Uniforms are smart in appearance and maintained 

in a clear and t id y  manner.

One o f  the techniques o f  the Audit was observation and during 

servioe periods the service areas were highly organised and 

s ta f f  were f r ie n d ly  and e f f i c i e n t .  Perfomance cheoking and 

correction where required, r e ly  on the Catering Management's 

team personal observation and experience and on a 'Close 

re la tionsh ip ' w ith customers. The Catering Manager does not 

conduct formal Quality Audits or customer surveys, but fee ls  

his 'closeness to the customer* alerts him to any problems.
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A l l  key s ta f f  (Management and Chefs) are trained. General 

assistants are trained on the Job (although there ia no formal 

tra in ing structures fo r  them) and are rotated around ths various 

areas where possible.

Documentation is not a t the le v e l  as would be required fo r  

reg is tra t ion  to ISO 9000 standards. For example, while a l l  

food stu ffs  requiring s t r ic t  temperature control have the 

required equipment ava ilab le , there is no evidence, written  

or otherwise, that the required monitoring is carried out.

The Management system, by v irtue  o f its  Management team, 

highly trained and experienced key s ta ff,  control o f  purchasing 

and production, environment design, and financial commitment, 

would appear to f a c i l i t a t e  practices that lead to uniformity 

o f  standards.

Consumer Questionnaire (Bank 2) j

In terms o f overa ll s a t is fa c t io n , the Contractor achieved 87%, 

The quality  of the food, l e v e l  o f  service and general c lea n li­

ness, a l l  received very high marks. The one area that appears 

to need attention is ,  in a s im ila r  manner to the other banking 

organisation, that o f  seating oomfort. Respondents complained 

o f  over-crowding due, i t  would appear, to most o f them wishing 

to dine at exactly the same time.

Management System (Insurance ):

The approaoh of th is insurance organisation Is somewhat 

s im ilar to that o f  Bank No. 1. That is to buy the best equip­

ment and systems, hire the best people and the, under the 

d irection  o f  a highly experienced Catering Manager, to operate
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the service. As with the Bank organisations, i t  may be argued 

that Insurance Companies (generally ) have the oash to pursue 

these type o f p o l io ie s .  However, i t  is worth noting that the 

costs of implementing a Quality program are fa r  out-weighed 

by the costa of not doing so (Chapter 2, Seotion 2 .6 ).

I t  is d i f f i c u l t  to ascertain who exactly in th is  Company, 

decides on Catering Po licy . Day to day deoisions are the 

responsib ility  o f  the Catering Manager, who in turn reports 

to Board of Trustees.

There is no Quality manual, but there are documented guide­

lin es  fo r  production and service areas* In a sim ilar manner 

to contract Caterers and the other in-house Caterers surveyed, 

heavy reliance is placed on the experience and a b i l i t y  o f the 

Catering management and s ta f f  particularly the Chefs.

Some of the equipment at th is location was not in working 

order. The Manager stated that the f a c i l i t y  had been designed 

over 15 years ago and that a major re-vamp, including a new 

kitchen was to be b u ilt .  For these reasons current equipment 

was not being replaced. In a similar manner, the servery area, 

while maintained In a clean and hygienio manner, appeared 

' run-down' and the decor somewhat ta tty . I t  should be noted 

that the general appearance o f  the restaurant gave evidence 

that in the past, a strong financial commitment had been made 

to the Catering Servioes. The Insurance Company have their 

own maintenance department and a 24 hour service is  available, 

i f  required.
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Observation during aervioe perioda indicated that the Catering 

Service area was w e ll organised and sta ff pleasant* I t  was 

noted, however, that some o f  the service s ta f f  were somewhat, 

slow and un tid ily  dressed. Performance checking and correction 

where required, r e ly  on the Catering Management's personal 

observation and experience and on a 'close relationship ' with 

the oustomers. The Catering Manager does not conduct Quality 

Audits or Customer Surveys, but fe e ls  his "closeness to the 

customers" a le r ts  him to any potential problems.

A l l  key s ta f f  are trained (Management and Chefs). General 

assistants are something o f  a problem fo r  th is organisation* 

While generally very pos itive  in their attitudes, they are 

e lderly  and female &nd have d i f f ic u l ty  with new procedures 

and training methods. I t  is  f e l t  that Htlmew is the best 

solution to th is problem.

Documentation is not at the le v e l  that would be required for 

reg is tration  to ISO 9000 standards. For example, in the v ita l  

area o f  temperature control, there Is l i t t l e  evidence, written 

or otherwise, that standards are adhered to.

I t  is d i f f i c u l t  to conclude that the Management system in 

th is organisation currently fa c i l i ta te s  practices that lead 

to conformity o f standards. However, i t  must be pointed out 

that th is organisation is about to undergo fundamental changes 

with a new kitchen, servery and restaurant being planned in 

the very near future.
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Consumer Questionnaire (Insurance):

In terms of overa ll sa t is fac t ion , the caterer achieved 80^. 

Quality o f  the food and general cleanliness received very 

high marks. However, there were complaints about service 

prodedures and as in a l l  the restaurants audited so fa r , 

about seating comfort. As noted ea r lie r , this restaurant 

is about to undergo major refurbishment and i t  is expected 

that the current problems w i l l  be addressed.

Management System (Building Soc ie ty ) :

The approach o f this building society  to Catering, is that 

i t  Is a non-core a c t iv i ty  and is therefore, contracted out 

to Catering spec ia lis ts . The Building Society consulted 

with the Contract Caterer In the design o f the Catering 

f a c i l i t i e s  and performance specifications. While this 

f a c i l i t y  has a l l  the equipment required, there is not the 

same evidence o f as strong a f inancia l commitment to Catering 

as was apparent in the Banks. Catering policy Is decided by 

the Personnel Manager in conjunction with the oontraotor.

The Catering Manager is  responsible for the day to day 

operation o f  the restaurant.

There are no Quality Manuals or documentation that r e fe r  to 

Quality sp eo if ica lly .  The contractor Is, in e f feo t ,  expected 

to know what the correct standards are and to fo llow  the 

speoif ica t ions as la id  down in the tender document. Heavy 

reliance Is placed on the experience and a b i l i t y  o f  the 

Catering Manager and his s ta f f .
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While the restaurant has a l l  the equipment necessary to perform 

eaoh aspect o f  production and service, i t  was observed that the 

salad bar is poorly positioned and poorly designed, with 

customers bumping their heads o f f  the glass top when reaching 

fo r  salads. When one considers that this f a c i l i t y  was designed 

on the basis o f the contractor's  advice, this ppor design is 

hard to understand.

In the case o f  equipment fa i lu re  the Building Soc iety 's  own 

maintenance s ta f f  provide immediate services on-going. 

Maintenance o f equipment is the responsib ility  o f  the Contract 

Caterer. I t  is  not clear who is responsible fo r  equipment 

review, particu larly  with regard to the Salad Bar.

The environment layout is  bright and airy and the overa ll 

design incorporates ease o f cleaning and maintenance. During 

service periods, i t  was observed that the service area was well 

organised (except fo r  salad bar) but sta ff were not as pleasant 

or helpful as in other operations audited. With regard to 

hygiene and safety, general high standards were in evidence 

but i t  was noted that cutlery and crockery were in some cases, 

stained with water marks. Uniforms are smart in appearance 

and maintained in a clean manner.

Performance checking and correction, where required, re ly  on 

the Catering Manager's personal a b i l i ty  and powers o f obser­

vation. Quality Audits or Customer Surveys are not conducted. 

One unusual aspect o f th is  audit was the v i s i t  o f  the Personnel 

Manager, to the Catering f a c i l i t y .  He welcomed the audit but 

stated he did not want to hear anything about i t .  The Catering
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Contractor o ffe red  the view that the subsidy fo r  this 

f a o i l l t y  was inadequate and that the Personnel Manager 

feared the resu lts  o f the Audit might force a re-think.

The key s ta f f  are trained. General assistants are trained 

on the Job and rotated around the various areas on a regular 

basis. The contractor stated that to provide the le v e l  o f  

service that he f e l t  was required, would necessitate the 

employment o f another general assistant but the host 

organisation was reluctant to sanction th is .

Documentation is extensive in the area o f cost oontrol but 

not at a l e v e l  as would be required fo r  reg is tra t ion  to 

ISO 9000 standards. As In other restaurants audited, there 

is l i t t l e  evidence that foodstuffs requiring precise 

temperature control are properly monitored (with documentary 

evidence) •

I t  is very d i f f i c u l t  to conclude that the Management system 

in th is organisation fa c i l i ta te s  practices that lead to 

conformity o f  standards. The contractor claims in his defence, 

that the budget is too small to provide the required service 

and standards.

Consumer Questionnaire (Building Society) :

In terras o f  o vera ll satis faction , the Caterer achieved 20%,

The auditor noted that when conducting th is consumer survey, 

a high le v e l  o f  eagerness on behalf o f the consumers to 

express opinions on the quality o f the Catering service.

There were high le ve ls  of d issatisfaction with the food
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(cold, l i t t l e  choioo), the service (slow, unfriendly) 

cleanliness and hygiene (cups, cutlery stained) Decor and 

Restaurant Environment (more chairs and tables needed).

I t  should be noted that while one may accept that the Caterer 

is understaffed, such a high le v e l  o f complaints, and in every 

area, indicates fundamental problem* in the Management and 

organisation o f th is restaurant that need to be addressed 

urgently.

Semi-State Bodies :

As noted e a r l ie r  in th is chapter (5 .2 .2 . ) ,  two semi­

state bodies were selected. In one, a l l  of the 

Catering services are contracted out while In the 

other, In a similar manner to one of the Banks, 90j£ 

o f the Catering Is provided ln-house while the rest 

Is contracted out. However, unlike the Bank, the 

Contractor does not report to the in-house Catering 

Manager.

Management System (Semi-State 1 ):

The approaoh o f this semi-state Body to Catering ia 

that i t  is a non-core a c t iv i ty  and ia therefore, 

contracted out to Catering specia lists . The design 

o f  the Catering f a c i l i t y  was through consultants who 

also advised on Catering po lic ies  and specificationa. 

While thia f a o i l i t y  has a l l  the required equipment, 

i t  is not to the le v e l  aa was apparent In the Banka.

The Catering po licy  ia decided by the Contracts manager 

in consultation with the Contract caterera. The 

Catering manager ia responsible for the day to day 

operation o f the restaurant.



There are no Quality Manuals or documentation that re fe r  

to quality  sp e c i f ic a l ly .  The contractor is expeoted to 

operate to the guidelines la id  down by the oonsultant and 

to the spec ifica tions in the tender document. Heavy reliance 

is placed on the a b i l i t y  and experience o f  the Contract 

Caterer, i . e .  qua lity  is  somehat taken fo r  granted.

The restaurant f a c i l i t y  is  w ell appointed with a l l  the 

required equipment. Review and maintenance o f  equipment is 

on an on-going basis. In the case o f equipment fa i lu re ,  the 

host organisation 's own maintenance s ta ff  w i l l  provide an 

immediate service.

The environment design is bright and a iry  and the overa ll 

design Incorporates ease o f  cleaning and maintenance. There 

is evidence o f  the practice o f  high standards o f  hygiene and 

safety. During actual service times, the service areas 

appeared highly organised, s ta f f  fr iend ly  and e f f ic ie n t ,  but 

the overa ll speed o f  service appeared slow with 'bottlenecks' 

at the Cash point.

Performance checking and assessment is the responsib ility  of 

the Catering Manager. Personal observation and experience 

are the c r i t e r ia  used. Surveys, audits e to . are not used.

The key s ta f f  (Management/Chefs) are trained but the general 

assistants are not. Documentation or quality  standards is 

not much in evidence. S im ilar ly , the v i t a l  area o f  temperature 

control o f  foods and equipment has no documented evidence to 

support i t s  performance.
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The Management system o f  th is organisation does not appear 

to f a c i l i t a t e  practices that lead to conformity of standards. 

Questions need to be asked with regard to s ta f f  training and 

the over-reliance on one person (Catering Manager) to ensure 

adequate quality  standards.

Consumer Questionnaire (Semi-State 1):

In terms o f overa ll sa t is fac t ion , the Contractor achieved 75$. 

The qua lity  o f  food, general cleanliness and hygiene a l l  

received good marks. However, the service was c r it ic is ed  

(s low ) and inconsistency o f standards was a general comment.

Management System (Semi-State 2 ) s

The o r ig in a l approach o f th is semi-state Body was somewhat 

s im ilar to that o f Bank No. 1 and the Insurance Company.

That was to buy the best equipment and systems, hire the 

best people and the, under the d irection of an experienced 

and competent Catering Manager, to operate the service. 

O r ig ina lly , a l l  Catering services in the Dublin area, were 

under the d irection  o f the Catering Manager, but in recent

years, i t  was deoided to allow each unit operate on its  own,

and in addition , to contraot out one o f these Units. For 

the purpose o f this Audit, two units were seleoted. The 

f i r s t  unit is the Head O ffice which is under the control 

o f  the o r ig in a l group Catering Manager. The second unit

is  the contracted out unit.

I t  is  d l f f l o u l t  to ascertain who in this organisation 

decides on Catering policy. The Catering Managers are 

responsible f o r  day to day operation o f each restaurant 

and i t  appears have an input into policy making. The



Catering Managers o f  both units report to the Building tc 

Maintenance Department. There is evidenoe o f  a strong 

financ ia l commitment to catering in the area o f  equipment 

and f a c i l i t i e s .

There are no Quality Manuals in e ith er  unit. The in-house 

operation has deta iled  guidelines with regard to product and 

operational standards. The contractor operates to similar 

guidelines and to the general spec ifica tions  in the tender 

document. Both units have a l l  necessary equipment to perform 

the Catering service required. Review o f  equipment is on an 

on-going basis and is carried out in consultation with the 

Manager o f  the Building and Maintenance department.

The environment design in both units is  bright and pleasant 

but somewhat cramped In appearance. The overa ll design 

Incorporates ease o f cleaning and maintenance. One o f the 

techniques o f th is Audit was observation and during actual 

service periods, service performance appeared highly organised 

and s ta f f  were fr ien d ly  and e f f i c i e n t  in both operations.

With regard to performance checking, the experience and 

observational power o f  the Catering Manager is  a l l  Important. 

Both Catering Managers indicated that while they do not oarry 

out Audits or Questionnaires, they ( in  a sim ilar manner to 

Bank No. X Group Catering Manager) approach seleoted clients 

o f  whom one may expect to give balanced views. The in-house 

Caterer also operates a suggestion box scheme.
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In the area o f temperature control, neither o f  these estab­

lishments oan o f f e r  c lea r  dooumented evidence o f scrupulous 

attention to th is  v i t a l  matter. I t  was not o lear when, i f  

ever, thermostats were checked and only the ln-house caterer 

had probles ava ilab le  f o r  checking incoming raw m ateria ls.

In the areas o f  hygiene and sa fe ty , the in-house Caterers 

Unit was Immaculate. The Contractors Unit was not as clean, 

with some o f  uniforms being in a " ta t ty "  condition, and food 

handling somewhat excessive. With regard to recruitment and 

s ta f f  tra in ing, there are marked d ifferences between the two. 

The in-house operation invests heavily in tra in ing. This 

training takes place at a l l  le v e ls  and inoludes in-house 

training schemes and day release courses to the lo ca l College 

o f  Catering. One surprising fa c t  emerged, in that the Eead 

Chef does not have any high le v e l  qua lifica tions  but, however, 

is  now being encouraged to return to College on a part time 

basis to update his s k i l ls .  A l l  the rest o f the s ta f f  are 

fu l l y  qu a lif ied  in th e ir  respective areas.

The Contract Catering unit does not Invest as heavily in 

s ta f f  tra in ing. A l l  the key personnel are trained (Manager/ 

Chef) but the general assistants do not receive any training, 

other than on-the-job.

Documentation, in e ith e r  organisation, is  not at a le v e l  as 

would be required fo r  reg is tra t ion  to ISO tfOOO standards. 

Nonetheless, the Management system, in both organisations, 

by virtue o f  the commitment and strong involvment o f the 

Catering Managers, highly trained and experienced key s ta f f



(with one exception ) oontrol o f purchasing and production, 

environment design and financia l commitment, would appear 

to fa c i l i t a t e  practices that lead to uniformity o f  standards.

Consumer Questionnaire (Semi-State 2) :

Tbs results o f  these questionnaires make fo r  an interesting 

comparison between the quality  le v e ls  o f  both units* In 

terms o f o ve ra ll  sa t is fac t ion , both units are nearly identical 

at 83% (ln-house) and 84# (con tractor ). Criticism o f  the 

in-house Caterer centred on the food with complaints about 

temperature, i . e .  hot food served cold* The contractor was 

c r i t ic is e d  In the area o f hygiene with some adverse comments 

on crockery, cu tlery  and s ta f f .

Manufacturing (Communications ):

As noted e a r l ie r  in this chapter (5 .2 .3 ),  three 

manufacturing industries were selected. Two are 

based in the Computer/Communications industry while 

the th ird  is  a large brewing concern. The two 

Computer /Communications organisations have in-house 

Catering in one company and contractors In the other 

firm . The brewery was ohosen because i t  had moved 

from an ln-house operation to a contract.

Management System (Manufacturing Company No. 1 )

The approach o f  this organisation is  to where possible 

provide a l l  services in-house. In a s im ilar manner to 

Bank No. 1 and the Insurance Company, the po licy  is to 

buy in the best equipment and systems and have the 

best people to run the serv ice . In addition, this
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organisation, has in the past, hired consultants to advise 

on Catering po licy . Catering po licy  is deoided by the 

Personnel Manager in conjunction with the Catering Manager, 

who is also responsible f o r  the day to day management of 

the Catering serv ice .

There is  no Quality Manual sp e c i f ic a l ly ,  but the Catering 

Manager has drawn up s t r i c t  guidelines f o r  the production 

and service area* In add ition , the recruitment po lioy  is 

to have people with both qua lifica t ions  and experience. 

S tr ic t  ( f in a n c ia l )  control is very evident in this organis­

ation* In common with a l l  other organisations surveyed, 

great re liance Is placed on the a b i l i t y  o f  the Catering 

Manager.

The restaurant and kitchen have a l l  the equipment required 

to function properly. This company has its  own maintenance 

department who are on -ca ll should problems occur in the 

Catering area.

The environment and layout is  bright and a iry  and the 

overa ll design Incorporates ease o f cleaning and 

maintenance. During serv ice  periods i t  was observed that 

service was brisk, e f f i c i e n t  and fr iend ly .

Performance checking and correction, whew required, r e ly  

on the Catering Manager's a b i l i t y  and experience* He does 

not use Quality Audits or surveys but fe e ls  his 'c lose 

re la tionsh ip ' w ith his c lien ts  would quickly a le r t  him to 

any problems.
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A l l  s t a f f  are trained. General assistants are given a 

sp ec ia lly  designed on-the-job train ing course. They are 

trained in every area and moved around on a regular basis. 

Written documentation, p a rt icu la r ly  in the area o f  stock 

and cost control is  extensive, but not to the le v e l  required 

fo r  reg is tra t ion  to ISO 9000 standards. Unlike the other 

restaurants surveyed, there is evidence that a monitor on 

temperature gauges is  performed on a regular basis. Every 

fr id ge  has two gauges, one on the outside (manufacturer) 

and one placed in the fr id ge  (by the Caterer).

I t  may be concluded that the Management system,by virtue 

o f  a committed and involved Catering Manager and s t r ic t  

p o l ic ie s  and guidelines on s t a f f  hiring, tra in ing, control 

o f  purchasing and production, environment design and 

financ ia l commitment would appear to fa c i l i t a t e  practices 

that lead to uniformity o f  standards.

Consumer Questionnaire (Manufacturing Company No. 1) j

In terms o f overa ll  sa t is fa c t ion , th is Caterer achieved 

90%. There were high le v e ls  o f  sa tis faction  with food, 

serv ioe , c leanliness, hygiene and decor and the restaurant 

environment. The one area o f  c r it ic ism  was, Inadequate 

seating f a c i l i t i e s  in the Coffee/Tea area.

Management System (Manufacturing Cdmpany No.2):

The approach o f th is organisation to Catering Is that, I t  

is  a non-core a c t iv i t y  and is  therefore, contracted out.

The Catering f a c i l i t i e s  were designed in consultation with 

the Contraot Caterer, and there is evidence of a strong 

fin an c ia l commitment to catering. Currently, Catering policy
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is  decided by the Personnel Manager in conjunction with the 

Contract Caterer. The Catering Manager is responsible fo r  

the day to day operation o f the restaurant.

As with a l l  other organisations, there are no Quality Manuals.

The contractor is expected to know the product and operational 

standards required and to fo llow  speo ifica tions as la id  down 

in the tender document. Heavy emphasis is  based on the 

experience and a b i l i t y  o f  the contractor and his team.

The restaurant has a l l  the required equipment, fieview o f 

equipment is  on an on-going basis between contractor and host 

organisation. Where equipment fa i lu re  occurs, the host 

organisation ’ s own maintenance s ta f f  w i l l  provide immediate 

service.

The environment design is bright and a iry  with the exception 

o f  the service area which appears somewiiat claustrophobiao, 

due to the layout o f the building whioh only allows a small 

"corr idor” fo r  the servery. The overa ll design incorporates 

ease o f cleaning and maintenance. In addition, there is 

evidence o f  the practice  o f high standards o f  hygiene and safety.

During actual serv ice , the service area appeared highly 

organised, s ta f f  fr ien d ly  and e f f i c i e n t  but the overa ll speed 

o f service appeared somewhat slow, particu lar ly  around the 

cash point.

Performance checking and assessment is the responsib ility  o f  

the Catering Manager. Personal observation and experience are 

the c r i t e r ia  used. Surveys, audits e tc . are not used.
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The key s ta f f  (Management/Chefs) are trained but the general 

assistants are not. However, the assistants are rotated 

around the various areas. W ritten documentation, particu larly  

in the area o f  stock and cost control is  extensive but not to 

the le v e l  required fo r  ISO yOOO. Neither is there evidence 

o f a s t r io t  monitoring o f temperature controls fo r  the 

equipment and food s ta f fs .

I t  must be open to question whether the Management system 

fa c i l i t a t e s  practioes that lead to conformity of standards. 

Questions o f s ta f f  tra in ing and over-reliance on one person 

(Manager) need to be addressed.

Consumer Questionnaire (Manufacturing Company No. 2):

The resu lts o f  this questionnaire gave the contractor an 

o ve ra l l  sa t is fac t ion  rate o f  84$. The principal area of 

c r it ic ism  was one o f inconsistency in the areas o f food 

and serv ice .

Management System (Manufacturing Company No. 3);

Perhaps, the most in teresting aspect o f  this organisation 

is that during the period o f  Research fo r  this thesis, they 

changed from an in-house Catering arrangement to employing 

contractors (see 5.2.3 this chapter).

The Catering f a c i l i t i e s  were o r ig in a l ly  designed by the 

Catering department. Current Catering policy  is decided 

by the Contract Manager who consults with the Contraot 

Caterer. The Catering Manager is  responsible fo r  the day 

to day operation o f  the restaurant. There is evidence that 

in the past, a strong financ ia l commitment was made to the 

provision o f  Catering serv ices.
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As with the other organisations surveyed, there are no Quality 

Manuals. The contractor is  expected to know the product and 

operational standards required and to follow specifications as 

agreed in the tender document* Heavy emphasis is  placed on the 

experience and a b i l i t y  o f the contract Caterer and his team.

The restaurant has a l l  the required equipment. However, in 

appearance, i t  is  shabby looking and old fashioned with the 

exception o f  a dishwasher which has recently been purchased. 

Review o f equipment is. on an on-going basis between contractor 

and host organisation. Where equipment fa i lu re  occurs, the 

host organisation ’ s maintenance department w i l l  provide 

immediate serv ice .

The environment design is as already noted, somewhat old 

fashioned and dowdy in appearance. I t  cannot be said that 

the overa ll  design incorporates ease o f  cleaning and 

maintenance. There is l i t t l e  evidence of the practice o f  

high le v e ls  o f  hygiene and sa fety . The kitchen area has 

an untidy appearance.

During actual serv ice , the service area appeared speedy, 

e f f i c ie n t  and highly organised. Performance checking and 

assessment is the respon s ib il ity  o f  the Catering Manager. 

Personal observation and experience are the c r i t e r ia  used. 

Surveys, audits e tc . are not used*

The key s t a f f  (Management/Chefs) are trained but general 

assistants are not. Assistants are rotated around the v 

various areas. Written documentation is heavily biased
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towards financ ia l and stock control, but not towards 

'Q ua lity ' and the requirements f o r  reg is tra tion  to ISO 9000 

standards. There is l i t t l e  evidence o f  s tr ic t  monitoring 

o f  temperature control.

I t  must be open to question whether the Management system, 

part icu la r ly  with regard to Environment and maintenance o f 

same, is conducive to f a c i l i t a t in g  practices that lead to 

conformity o f  standards.

Consumer Questionnaire (Manufacturing Company No. 3):

As noted e a r l ie r  (5 .2 .3 . th is chapter), the Contracts 

Manager did not permit a consumer survey to be held as he 

deemed i t  to be 's en s it ive  at th is  point in time'. Having 

regard to the findings o f the Audit o f the Management 

system, i t  is d i f f i c u l t  to believe that such a survey would 

y ie ld  high rates o f  sa tis fac tion . However, this organis­

ation is somewhat o f an unique situation, In that a l l  food 

is free  o f  charge. One o f the main reasons fo r  change to 

a contractor may be the organisation 's wish to exercise 

more control over portion sizes, and hence lower costs by 

using a th ird  party. (See 5.3.2. "History and background 

Host organisation" - th is chapter.

5.6. Summary o f Quality Audit Findings:

Thirteen d if fe ren t  Catering operations were audited 

across a broad spectrum of financia l institu tions, 

semi-state bodies and maufacturing industries. Eight 

o f  the operations were operated on a contract basis
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and f iv e  were in-house. The audit consisted o f  two in ter­

rela ted  parts which were f i r s t l y ,  an examination o f the 

qua lity  o f the Catering management system to re l ia b ly  

provide the required qua lity  le v e ls ,  and secondly, an 

examination o f the le v e l  o f  consumer sa tis fac tion  with the 

ex is t in g  product offered .

One major conclusion o f the Audits was, that there was a 

noticeable d ifference in the quality  o f the surroundings 

and the equipment leve ls  o f  the various restaurants. As 

chapter t  I ’’The Catering Product” ) and Chapter 2 ( ’’Quality” ) 

c le a r ly  showed, consumer's perception o f the qua lity  of the 

meal ( ’’The Meal Experience” ) is influenced by more than 

just the food and service. The atmospher, decor, Image and 

f a c i l i t i e s ,  a l l  contribute and influence the consumer's 

f in a l  assessment o f the quality  o f  the Catering Product.

In a s im ilar manner to the dining area, the kitchens and 

production equipment o f  the in-house operations was generally 

o f  a superior standard to that of the Contractors. This 

contributes to more e f f ic ie n t  and e f fe c t iv e  food production.

The results o f  these Audits show c learly  that those organis­

ations that have made strong v is ib le  f inancia l commitments 

to the Catering Services, have a more sa t is f ied  customer, 

regardless of who is providing the food and serv ice .
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While the results o f  the Quality Audit of eaoh restaurant

were somewhat d if fe ren t ,  the fo llow ing  common features emerged:

*  Product and Operational Standards set by the Catering 

Manager in consultation w ith his/her superior.

*  Strong emphasis on Stock and Cash Control.

*  No formal Quality Audits or Consumer Surveys conducted.

(Two restaurants operate a suggestion box).

*  Po licy  decision making is  d i f fe r en t  in each organisation.

I t  is  d i f f i c u l t  to id en t i fy  who exactly  decides on po licy  

in may o f  the organisations.

*  No documentation on 'Q u a lity ' or Quality Standards.

No Quality manuals.

*  Quality is  somewhat "taken fo r  granted” and is understood 

to be "inherent" and "common sense", and somehow naturally 

emerges in a 'well run' restaurant.

*  The v i t a l  area o f  temperature, control is widely neglected 

(two exceptions) and ignored.

*  Value fo r  money. A l l  food is sold at cost (one exception ).
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Major d ifferences between in-house operations and

contracted out Cater ing  Serv ic e s .

*  Generally ln-house operations displayed a heavier 

f inancia l commitment to a l l  aspects of the provision 

o f  Catering Services.

*  Higher le v e ls  o f s ta f f  tra in ing In In-house operations.

*  Consumer Surveys indicated higher le ve ls  o f  s a t is ­

faction  with ln-house Catering.

*  Highest consumer sa t is fa c t ion  le v e l  with contract 

Catering was where they were under the control o f  

an ln-house Catering Manager (with one exception) 

and in organisations with strong v is ib le  commitments 

to Catering.

*  Lowest sa tis fac t ion  rates achieved in-house, 83%.

Lowest sa tis fac t ion  rates  achieved contractor, 20/6-

*  Major complaint about contractors was that o f  

Mincons latency”
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Chapter 6 

Conclusions and Recommendations .

6.1. Introduction;

The ob jectives o f th is d issertation  as previously

outlined In the Introduction were:

- To examine the conoepts o f  Quality Assurance and 

the Catering Product.

- To analyse the growth In contracting out non-core 

business act Iv ies  with speoif lc reference to Catering.

- To evaluat* and compare the quality o f  the Catering 

Services in selected organisations.

- To measure the d ifference , i f  any, in Customers 

(Host Organisatlon/Conaumera) perception o f  the 

quality  of the Catering product as provided by 

the Contract Caterer or in-house.

The structure o f  the study waa aa followas-

6.1.1. L lte ra t lv e  Review:

A thorough l l t e r a t lv e  review on concepta o f  Quality, 

Catering and contracting out aa a business option, 

was undertaken. The purpose o f th is  was, f i r s t l y ,  to 

id en tify  the role o f  qua lity  and the aignificance fo r  

the Catering Product. Secondly, there waa the need 

to id en tify  i f  a trend towarda contracting out exlated 

generally  and what e f f e c t ,  i f  any, thia has on Ir ish  

contract Caterers.
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This consisted o f  two surveys and a Quality Audit 

o f  se lected Catering serv ices .

6.1*3. Survey o f the Ir ish  Contract Catering Industry;

The l l t e r a t iv e  review indicated that the most accurate 

information available on Contract Catering was over six 

years o ld . In addition, there was no information on 

that industry’ s views on the concepts and role o f  

Quality and the future o f  contract Catering In Ireland.

In order to gain th is information, a survey involving 

in-depth Interviews with a representative sample o f 

Senior Management o f the Contract Catering Industry 

was undertaken.

6.1.4. Survey o f  Selected Business Organisations:

Organisations were chosen on the basis that th e ir  core 

business a c t iv i t ie s  are broadly similar, but by contrast, 

the catering function is managed by contractors in one 

firm and by in-house Caterers in the other. Nine 

d if fe ren t  organisations w ith th irteen separate and 

d is t in c t  Catering f a c i l i t i e s  were surveyed across a 

broad spectrum o f finan o ia l institu tions , Serai State 

Bodies and Manufacturing Industries.

The f i r s t  part . o f the survey was in-depth interviews 

with the Senior Management of the respective organis­

ations, in order to ascerta in  th e ir  views on contracting 

out as a business option, the role o f Catering, Quality 

assessment, contractor se lec t ion  and l ik e ly  future 

trends•

6.1.2. Primary Hesearch:
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The seoond part o f  the survey was to conduct a Quality 

Audit o f the restaurant f a c i l i t i e s  o f  each organisation. 

This audit was in two in ter-re la ted  parts. F ir s t ly ,  an 

audit o f the Catering Management system and secondly, 

an examination o f the le v e l  o f  consumer sa tis fac t ion  

with the ex is t in g  produot.

6.1.5. Dlsousslon of Conclusions:

The conclusions o f  th is  thesis are disoussed under the 

fo llow ing headings

6*2. The Hole o f  Quality Assurance and the Catering 

Product.

6.3. Trends in contracting out non-core business 

a c t iv i t ie s  and the Quality concepts o f Contraot 

Catering in Ireland.

6.4. Senior Management views on contracting out 

Catering a c t i v i t i e s ,  Quality, Contractor 

se leo tion  and assessment. Future trends.

6.5. Quality Audits.

6.6. Summary o f  conclusions.

6.7. Recommendations
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The concepts of Quality Assurance and Quality control 

procedures cannot be presented In Iso la tion , from the 

broader economics and marketing environment in which a 

Catering unit operates. However, qua lity  is central to 

and an in tegra l part o f  the Catering produot and must be 

c lea r ly  linked to marketing s tra teg ies .

The Catering "productN is  a complex blend o f tangible 

(food, beverage), and intangible (serv ice , atmosphere,

Image, value fo r  money, customer partic ipa tion ) items.

In addition , there are many operational fac tors , such 

as p e r ish a b il i ty  (a cooked meal cannot be held and stored 

fo r  any great period o f time without qua lity  loss ) and 

the serv ice  nature o f  the product ( 'v a r ia t ion ' is  a 

feature o f  a l l  servioe products) which make the manage­

ment o f  qu a lity  and oatering complex.

The pursuit of qua lity  is  a conceptual and practica l 

approach to ensuring that the customer is sa tis f ied  on 

each and every occasion and that the ob jectives o f  the 

organisation are met. A major problem with quality is 

the d i f f i c u l t y  in measuring i t .  For the customer i t  is 

o ften  subjective and personal and based on previous 

experienoe, while fo r  the organisation, qua lity  is 

concerned with the provision o f tangible oon tro llib le  

items and intangible items and therefore, less controllable. 

Quality Is  concerned with measuring actual performance 

against pre-detem ined standards. The problem o f

6.2. Role of Quality Assurance and the Catering Produot?
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performance se tt ing  is made more complex by the service 

nature o f  the Catering product where ’’varia tion '1 is  a feature.

There are financ ia l considerations involved in the production 

o f  goods and serv ices. A thorough review o f the l i t e r a t iv e  

c lea r ly  showed that qua lity  pays fo r  i t s e l f .  I t  pays to 

produce the r igh t  product, right the f i r s t  and every time.

There is a d e a r  l in k  between quality  and value fo r  money.

The term ’ q u a l i ty ' should faet be confused with 'the b e s t '.

The consumer evaluates every product o ffe r in g  against a 

personal c r i t e r ia  derived normally from previous dining 

experiences. This has Implications fo r  the ' l e v e l *  o f 

qua lity  o ffe red . The Caterer no longer needs to provide 

the "best11 f but the best the consumer's money can buy.

In Ireland, due primarly to membership o f  the B.C. there 

is a growing awareness o f  the concept of Quality. Ireland 

has adopted the ISO 9000 (international organisation fo r  

standardisation) series  o f Quality Management Standards as 

the Ir ish  standard. This in e f fe c t  means that i f  an 

organisation 's product conforms to these standards, then 

they have l i t t l e  to fe a r  from lega l action. To date, no 

Ir ish  Catering organisation has applied fo r  reg is tra tion  

under this scheme. However, with growing European Integration, 

th is may well become an essentia l requirement.

The summary o f  Chapter 2 (see Chapter 2 'Quality ' section 

2 .1.2 ) concluded with recommendations on a quality  assurance 

system fo r  Catering. I t  is  not proposed to re-produce them 

here In th e ir  en t ire ty ,  but attention is  drawn to the 

fo llow ing  features:
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(1 ) Make a to ta l  commitment to Quality a oore value o f the 

organisation1 a cultural c lim ate. This has Implications 

fo r  the setting  o f  Quality ob jectives, policy  and market 

research Into required quality  leve ls  and desired forecasting.

(2 ) C r i t ic a l ly  analyse and evaluate, on a regular b as is ,a l l  

aspects o f  the operation. This has Implications fo r  the 

setting  o f product and operational standards. F le x ib i l i t y  

and service parameters need careful consideration in 

setting  standards.

(3 ) Recruit the "Right People" .  Special consideration needs 

to be given to the le v e l  o f  customer contact and s ta f f  

recruitment and tra in ing.

(4 ) Document and communicate a l l  standards: Without proper

documentation, there Is over-rellance on memory and 

personal performance. Without communication there are 

no standards at sill.

Any organisation which is intent on a serious commitment 

to qua lity , w i l l  consider a Quality Audit as one of the starting 

points. This is  an independent evaluation o f product qua lity  

to determine its  f itn ess  fo r  use and confom ity to customer 

expectations and i t  also embraces an audit o f the Management 

system to ensure i t  also operates to an agreed standard.

I t  is , therefore, concluded, that a Quality Assurance system is 

essen tia l f o r  the Catering Product, because its  a guarantee o f  

consumer sa tis fac tion  with a complex product, and i t  pays fo r  

i t s e l f  in terms o f  cost savings and w i l l  be a l ik e ly  future 

requirement In the B.C.
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6.3. Trends In Contracting out non-core business a c t iv i t ie s

and the Quality concepts o f Contract Caterers in Ire land.

The l i t e r a t iv e  review o f Chapter 3 (Contracting out 

Catering A c t i v i t i e s ) indicated that technology, competition 

and demographic changes (a shrinking more educated and 

mobile work fo r c e )  in recent years, has forced Management 

to concentrate on 'essen tia l*  a c t iv i t ie s .  As a resu lt ,  

there is a d e f in ite  trend in contracting out many a c t iv i t ie s  

formally undertaken in-house. With regard to the in ter­

views with senior executives o f host organisations (See 

Chapter 5 "Research Findings" Section 5 .4 . ) ,  they indioated 

that while there is a d e fin ite  trend towards contracting 

out catering a c t i v i t i e s ,  many organisations have adopted 

a 'wait and see' a tt itude . This is partly  due to the 

h istory and background o f many organisations and the 

somewhat conservative nature o f many Ir ish  business leaders. 

One major advantage o f  the 'contracting out' option may be 

that i t  allows the exercise o f  control without the require­

ments and resp on s ib il it ie s  of ownership. The Impact on 

the host organisation o f contracting out business a c t iv i t ie s ,  

has yet to be fu l l y  examined but in considering the 

"contracting ouVoption , many organisations may need to 

re-asaess th e ir  business goals and ob jec tives .

In order to ascerta in what e f fe c t  th is trend has on the 

Contract Catering industry in Ireland, and in the absence 

o f  up-to-date, re l ia b le  published information, i t  was 

decided to interview a representative sample o f Senior
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Management of the Contract Catering Industry. In addition, 

the concept o f  qua lity  and Its  application in Contract 

Catering was investigated.

The survey was unable to id en tify  the size o f  the Contract 

Catering Industry in Ireland. None o f the respondents were 

prepared to indicate how large the market is ,  or what share 

o f  i t  they possess. I t  was indicated that the market is 

growing slowly, particu lar ly  In the area o f  ’’ executive dining". 

I t  was also f e l t  that the market was ’’very competitive" and 

that the Ir ish  business infrastructure is such that many 

organisations are too small, in e ither  to ta l nimbers employed 

or cash resources, to engage the service o f  contract Caterer.

A l l  o f  the contractors see a close personal relationship with 

the c l ien t  as the core of their  business success. I t  is also 

seen as central to the provision o f  a 'Quality ' product. 

Contract Caterers claim that their  vast experience o f Catering, 

large pool of highly trained s ta f f ,  competitive purchasing, 

f l e x i b i l i t y  and strong financia l control, give the c lien t a 

consistent qua lity  product at very reasonable cost. The 

contractor's view was that qua lity , as a resu lt of the factors 

raised above, was somewhat 'automatic' and could be ’’ taken 

f » r  granted".

Asked to name performance indicators fo r  the Catering Product, 

the consensus view was that the food, s ta f f ,  cleanliness and 

hygiene, menu var ia tion , decor and consistency were the key 

factors and that with th e ir  experienced Unit Managers, the 

quality  o f  these could be guaranteed to meet c l ien ts ' expect­

ations.
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None o f the contractors have a Quality assurance system such 

as is recommended by the findings of Chapter 2 ("Q u a lity " ) 

and as already discussed In this Chapter (6 .2 ).  This is not, 

in any way, to degenerate or b e l i t t l e  the views o f  the res­

pondents*. As they a l l  manage what are percieved to be 

successful Contract Catering Organisations, there is value 

in th e ir  expert opinions. With regard to Quality Assurance,

the areas o f  concern are the fo llow ing :-

*  No Quality Manuals or other documentation that re fe r  

s p e c i f ic a l ly  to Quality.

*  In the setting o f Quality leve ls ,  no market research on 

Quality Audits conducted. Over reliance on "experience".

*  S ta f f  tra in ing - key s ta f f  are trained but general 

assistants rec ieve  only on-the- job tra in ing. No c lear 

evidence, documented or otherwise, o f how comprehensive 

this is .

*  Checking o f  performances appears to be mainly financia l 

and qua lity  assessment is re l ia n t  on the experience o f the 

Unit Catering Manager. The Area Manager/Senior Management 

are involved in th is area by reason o f  th e ir  regular v is i ts  

to each unit, but i t  may be too la te  when they become 

involved. No records o f  customer complaints.

*  Environment. This Is seen as an area la rge ly  outside the 

control o f the contractor. I t  is often "inherited " and 

because the Contract Caterer wishes to continue In business, 

is prepared to accept conditions that may be fa r  from ideal.
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With regard to contracting out as a business option, a 

conclusion o f this d isserta tion  is : -

There is  a de fin ite  trend in contracting out non-core 

business a c t iv i t ie s  and th is  also applies to Catering.

This trend is slow due to the Ir ish  business infrastructure. 

History and background o f  *any organisations add to the 

somewhat conservative nature o f many Ir ish  business leaders 

who have adopted a "wait and see” po licy .

With regard to the Quality concepts o f Contract Catering, 

a conclusion o f th is d isseration is : -

Ir ish  Contract Caterers r e ly  heavily on the experience and 

observational powers o f  th e ir  Management, s t r ic t  financia l 

control and on a close personal relationsh ip with th e ir  

c lien ts  to ensure adequate Quality leve ls  and business 

success. There is l i t t l e  evidence o f an ob jective approach 

and commitment to Quality, particu larly  in the areas of 

se tting  quality le v e ls ,  setting  product and operational 

standards, s ta f f  tra in ing and checking and correcting 

performance.
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6.4. Senior Management (Host Organisations') views on

contracting out Cate r ing A c t iv i t ie s ,  Quality, Contractor 

selec t ion  and assessment and future trends.

As already discussed (Section 6.3. th is Chapter) there 

is a de fin ite  trend towards contracting out Catering 

A c t iv i t ie s ,  but many organisations are conservative 

and have adopted a "wait and see” policy .

The major advantage o f  contracting out was seen as the 

savings in valuable Managerial time (administration 

function) and in s ta f f  numbers d irec t ly  employed by the 

organisation (lower pay r o l l ) .  It  was f e l t  that the 

lim ited  time period o f  the contract gave control of both 

costs and qua lity . The major disadvantage o f  Contracting 

out was seen as loss o f  control o f  an important social 

f a c i l i t y  to an outsider.

A review o f the advantages and disadvantages o f  

contracting out or in-house Catering, indicated that 

while opinions were not unanimous, that with regard to 

overa ll costs, the m ajority  view is that contracting 

out is the best option and that with regard to quality  

standards, there is  l i t t l e  d ifference.

The provision o f  Catering f a c i l i t i e s  are seen as a 

•perk' and part o f  a 'Caring Philosophy' , and the growing 

need fo r  corporate entertainment at the work location 

indicates that Catering at the place o f  work is l ik e ly  

to continue.
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The systems and techniques used to monitor Quality le ve ls  

depends on word o f  mouth and personal v is i t s  to the Catering 

f a c i l i t y .  This was viewed as a "practica l approach". The 

problem with this approach is that i t  lacks o b je c t iv ity .

None o f  the Senior Managers interviewed, had instigated 

independent Audits o f  Consumer satis faction .

In choosing a contractor, a great deal o f  emphasis is 

placed on the Management structure, size and reputation 

o f the Caterer. The tender document is seen as being at 

the "heart" o f  the business relationship. I t  is very 

descriptive with regard to service requirements, review 

dates, budgeting and discounts. Quality Is not mentioned 

sp ec i f ic a l ly .  The view o f  these Senior Managers is  that 

Contract Catering "understands" what is required and that 

quality "naturally fo l low s " .

However, as the findings o f Chapter 1 ("The Catering Product") 

and Chapter 2 ("Q u a lity " )  c lea r ly  show, and as reviewed at

6.2. (th is  chapter) Catering is a complex product and defining 

Quality le ve ls  in a tangible manner is d i f f i c u l t .  A 

documented Quality system to cover policy , observations, 

standard setting and performance evaluation Is essentia l.
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ConclusIons a re :-

Senior Management often appear to lack a c lear under­

standing o f the ro le  o f  Quality and the complexities 

o f  the Catering Product. They apply personal and 

subjective judgments in assessing the quality  o f the 

Catering performance and in composing tender documents, 

assume that the Contractor w i l l  automatically under­

stand what le v e l  o f  Quality is  required.

With regard to costs, a conclusion is that Contract 

Caterers are competitive with in-house Caterers.

With regard to the future o f  Catering at work, I t  Is 

concluded that the provision o f Catering f a c i l i t i e s  

is l ik e ly  to continue.
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Tho audit consisted o f two in ter-re la ted  parts whloh 

were an examination o f Quality o f  the Catering Management, 

to r e l ia b ly  provide the required qua lity  le v e ls  and an 

examination o f the le v e l  o f consumer sa tis faction  with 

the ex is t in g  product o ffered .

Thirteen d if fe ren t  restaurants were audited. Eight are 

contracted out and the remaining f iv e  are in-house. Two 

o f the in-house and two of the contracted out operations 

are under the supervision o f  an in-house Catering Manager.

The major findings o f  the Audits are as fo llows;

(1) In-house operations are perceived by the Consumers 

to o f f e r  higher le ve ls  o f Quality (+ 6% on average). 

The highest le v e l  o f consumer sa tis faction  was 93% 

(in-house) and the lowest 20% (contractor). Based 

on these figu res , the average le v e l  o f  consumer 

sa t is fa c t ion  was 87% (in-house) and 74% (contractor). 

I f  however, the 20% received by the contractor is 

treated  as an exception to normal practise and 

s im ila r ly , the 80% received by the ln-house caterer 

(who was about to undergo major structural changes), 

the f igu res  are 89% (in-house) and 83% (contractor). 

For further deta ils , see Chapter 5 ( "Research Findings" 

section  5 .5 .1 ). These figures  mean that, fo r  example, 

in the case o f 89% (the highest average f igu re ) that 

e leven customers out o f  every hundred were unhappy 

and d issa t is f ied  with the product o ffered  and corres­

pondingly, more customers are d issa t is fied  as the

6.5. Quality Audita;
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percentage figures drops. These figures compare 

poorly with other Industries. (See chapter 2 

"Quality", section 2 .8 ).

(2) The restaurants that rated highest In terms of manage­

ment systems and consumer sa tis fac t ion  have a l l  made 

strong financ ia l commitments to the Catering Services 

( i . e .  Equipment f a c i l i t i e s  and general design). This 

applies to a l l  the restaurants, regardless o f whether 

they are managed in-house or by contractors.

(3) None o f the restaurants operate a Quality system as 

recommended by the findings o f  Chapter 2 ("Q u a lity " ).

As a resu lt the actual qua lity  leve ls  achieved are very 

dependent on the calibre o f individual Managers, who 

may not have an adequate system of support (f inan c ia l,  

tra in ing, environment). A l l  the Managers surveyed 

viewed qua lity  as something akin to 'common sense' and 

f e l t  that i t  somehow naturally emerges in a well 

managed restaurant.

(4 ) One o f the frequent complaints about contractors was 

that o f  "inconsistency", which is at variance with the 

benefits claimed by the contractors fo r  th e ir  services. 

(See Chapter 3, "Contracting out Catering A c t iv i t ie s " ,  

Section 3 .3 .4 ).
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(1 ) A l l  restaurants (in-house/contractor) are over re lian t 

on the a b i l i t i e s  o f the ir  individual Managers, because 

they do not provide an adequate Quality system to 

support them.

(2 ) A l l  Catering Managers (in-house/Contractor) have an 

inadequate understanding o f  the principals and practices 

o f  Quality as i t  applies to the Catering Product.

(3 ) In-house Catering f a c i l i t i e s  have higher standards o f  

Quality than contractors, due to higher le v e ls  o f 

financ ia l investment by the host organisation.

(4) Large scale financ ia l investment is required in 

Catering f a c i l i t i e s  i f  adequate qua lity  leve ls  are to 

be achieved, regardless o f whether they are managed 

in-house or by contractor.

Conclusions a re :-

6.6. Summary o f Conclusions:

Quality assurance is a conceptual and practica l approach 

to ensuring that the customer is sa t is f ied , each and 

every time. A qua lity  assurance system is essential 

fo r  the Catering Product, because i t  is  a guarantee 

o f  consumer sa t is fac t ion  with a complex product, and 

i t  pays fo r  i t s e l f  in terms o f cost savings and is 

l ik e ly  to be a future requirement in the E.C.
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There Is a d e fin ite  trend in contracting out non-core 

business a c t iv i t i e s  and this also applies to Catering.

The trend is slow due to the Ir ish  business infrastructure, 

history and background o f  many organisations, and the 

conservative approach o f many senior Managers.

Senior Managers lack a c lear understanding o f the role o f 

quality  and complexity o f  the Catering product. They apply 

personal and subjective judgments in assessing the quality  

o f  the Catering performance and in composing tender documents, 

assume that the contractor w i l l  automatically understand 

what le v e l o f  qua lity  is required.

For their  part, Contract Caterers also lack a clear under­

standing of qua lity . There is l i t t l e  evidence o f an 

ob jective  approach to qua lity  management, particu larly  with 

regard to setting  qua lity  le v e ls ,  product and operational 

standards, s ta f f  tra in ing and checking performance. I r ish  

contract Caterers r e ly  over heavily  on the individual 

performances o f  th e ir  Managers, strong financial control 

and a close personal relationship with their c lients  to 

ensure adequate qua lity  le v e ls .  The contract Caterers 

claim that qua lity  consistency is  one o f  the benefits they 

o f f e r ,  yet the Quality Audits c lea r ly  showed that in this 

area, they are o ften  most at fa u lt .

208



In-house Catering Managers do not understand qua lity  

concepts any more comprehensively than the contractors. 

They re ly  just as much on the experience and knowledge 

o f  the Individual, rather than a tangible structured 

qua lity  system.

The Quality audit showed c lea r ly , that while quality  

le ve ls  are somewhat higher in the in-house operations, 

that th is  is mainly due to the large finanoia l investment 

made In f a c i l i t i e s  and to a lesser  extent, s ta f f  tra in ing. 

"Quality” Catering, due to i ts  complex nature, requires 

large f inancia l investment, regardless o f whether i t  is 

managed in-house or by contractors.

The f in a l  conclusion o f  th is d issertation is that while 

Contract Caterers are price competitive, and current 

business trends favour contracting out non-core a c t iv i t ie s ,  

that they are un likely  to a tta in  high le v e ls  o f  consumer 

sa tis fac t ion  and future business success u n til  they make a 

to ta l commitment to qua lity  a central goal o f th e ir  

organisations and develop qua lity  assurance programmes 

fo r  the Catering Product.
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6.7.. Recommendations j

The fo llow ing are the reoommendationa aris ing out 

o f  the Conclusions to th is d issertation.

6.7.1. Industry genera lly  in Ireland needs to become more 

aware o f Quality. Third le v e l  Educational Institutions 

need to consider Incorporating Quality modules in the 

appropriate business and s c ie n t i f ic  courses.

6.7.2. Senior Executives should consider the advice o f  

Consultants in drawing up tender documents and 

performance spec if ica t ion s , with regard to quality  

requirements fo r  catering as an immediate f i r s t  

step to Improve standards.

6.7.3. The Catering Industry in Ireland needs to become more 

aware o f Quality. The Catering Colleges need to 

consider o f fe r in g  Seminars and Courses on Quality 

concepts and the study o f  Quality should be a module 

in every Catering Management Course.

6.7.4. Contraot Caterers need to invest In Quality Assurance 

Programs and to consider methods by which they can 

encourage host organisations to invest more heavily 

in Catering f a c i l i t i e s .

6.7.5. This d issertation  Is exploratory and i t  is  the f i r s t  

time that much o f  the information on Catering and Quality 

concepts has been compiled, together, in an Ir ish  context. 

As such i t  is worthy o f  fu rther study.
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Appendix I

A Guide to the Quality 
Standard Maze
Last year, w ith  the launch o f ISO 9000, and the European standard EN 29000 series promoted by the Euro­
pean Committee fo r  Standardisation fC E N ). national and in ternational quality systems standards began to 
come into line. In Ire land  certifica tion  is now issued as IS SOO/ISO 90(H); in B rita in  this fo rm a l identification  
w il l  occur before 1992, by which time BS 5750 w il l be issued as ISO 9(XX). U n til then, an Irish  issued ISO 
9000 may possibly not be treated by customers as equivalent to BS 5750, which is more widely known there. 
A t the moment 27 companies have been certified  under IS JOO/ISO 9000.

Quality Systems Standard Matrix Researched and compiled by: Boehling Associates SPRL, Brussels. 
First published in EOQC Quality (December 1987)

Level 1 Le'el 2 Le\el 3 Guidelines

Standards Body Quality systems Quality systems Quality systems Quality Quality
Model lor quality Model lor Model for management and management and
assurance in qualit} assur­ quality assur­ quality assurance quality system
design/develop­ ance in ance in standards - elements -
ment. production, 
installation, and 
servicing

production
and
installation

llnal inspection 
and test

Guidelines for 
selection and use

guidelines

ISO ISO 9001: 19X7 ISO 9002-1987 ISO 9003: 19X7 ISO 9000: 1987 ISO 9004: 1987
CEN EN 29001 EN 29002 EN 29003 EN 29000 EN 29004
Belgium NBN X 50-003 NBN X 50-004 NBN X 50-005 NBN X 50-002
Canada CSA Z299. 1-85 CSA Z299.2-85 CSA Z299.4-85 CSA Z299.0-86 CSA Q420-87
France N FX 50-131 NFX 50-132 NFX 50-133 NF X 50-121 NFX 50-122
Ireland IS 300: Part 1 IS 300: Part 2 IS 300: Pan 3 IS 300: Part 0 IS 300: Part 0
Netherlands NEN 2646 NEN 2647 NEN 2648 NPR 2645 NPR 2650
Norway NS 5801 NS 5802 NS 5803 _ _
Switzerland SN 029 I00A SN 029 IOOB SN 029 I00C
United Kingdom BS 5750: Part 1 BS 5750: Part 2 BS 5750: Part 3 BS 5750: Part 0 BS 5750: Part 0

(ISO 9001-19X7) (ISO *->002-19X7) (ISO 9003-1*1X7) Sec 0.1
tISO 9000-19X7)

Sec 0.2
(ISO 9()t)4-|VX7)

I niii'il Slates WSI/VSQC Q9|. WSI/ASOC Q‘>2- WSI/ASQC W .v ANSI/ASQC Q‘>0- ANSI/ASQCQ94
I9S7 IWS7 ll>N7 1987 19X7

W esi ( iemiam DIN ISO lHM) 1 DIN ISO l'Ul2 DIN ISO *J003 DIN ISO 9(XX) DIN ISO 9<HI4
NATO AQAP-I AQAP-4 AQAP-9 - \QAP-2 

and AQAP-5
United Slates 
i defense I

Mil. Q ‘>S5XA M il.-1-4521 ISA SI-32
Standard

- DOD Handbooks 
1150 and 1151

Inspection
Clause
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Appendix II

A Model Quality Assurance System:

Any system must incorporate all the elements necessary to achieve 

quality assurance. This starts with the quality of managerial 

ability in setting objectives and creating policies in line with 

research market information. From this extremely difficult task 

of drawing up specifications may be undertaken especially for the 

intangible areas. In addition to this, a system of measurement 

of the total product must be agreed. Here again, measuring the 

intangibles is a difficult process but the setting of parameters 

in which the measurement takes place and viewing service as having 

two inter-related dimensions of procedures and conviviality may 

help.

From this the inputs of labour, plant, raw materials and the 

environment are carefully integrated and the end result may be 

viewed in three different aspects. These are, the restaurant, 

food and beverage and staff attributes. However, it must be noted 

that the customer sees these three as a unified whole, and in 

addition his/her perception of these will effect the final outcome.

It is essential that monitoring of customer satisfaction on a 

regular basis takes place together with subsequent documentation, 

analysis and feedback to the relevant areas, to ensure corrective 

action, or product modification.

See overleaf for Diagram.
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Manager i a l
Skills:

Objectives 
Market Research 
Policies

s

S p e c i f i c a t i o n s :

Procedure s 
Recipes/Menu s 
Staffing
Price/Purchasing 
Environment 
PI ant/Machinery

Impl ementation 
(Performance)

Service 
Rel iability/ 
Maintenance 
Availabil ity

Inputs:

Labour 
Plant and 
Machinery

Raw Materials 
Environment

Process Controls

Labour:

Recrui tment ,  

s e l e c t i on ,  t r a i n i n g ,  

l e a d e r s h i p ,  control

Equipment:
Selection 
1 nspection, 
Acceptance 
Sam pi ing

Raw Materials:
Se I ec t ion 
Inspect ion 
Acceptance 
Sainpl ing

Envi ronment:

Trea tment ,

Design 
Decor

RetiU iuran l  
At t ribu t es

Comfort 
: Space 
: Noi se 
: TemporaInre 
: Anbiance 
: Image 
: Atmosphere 
: Facilities______

Food and Beverage 
Attributes 
: Menu style/Size 
: Variety 
: Service style 

Quantity

StaT f
Attributes

: Courteous 
: Pleasant 
: Clean 
: Efficient 
: Knowledgeable

Feedback

to
SJ

Cust omer

Percept ion: 
and

Expecta t ion

_A Model Quality Assurance System for a Catering Retai 1 Unit.
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HAZARD ANALYSIS CftTffCAL CONTROL POINT FOh^FOOD OPERATIONS

Appendix I I I

CRITICAL POINT CONTROLS/DOCUMENTATION CONTROL7PROCEDURES CORRECTIVE ACTION PERSONNEL RESPONSIBILITIES

(1) MENU DESIGN 

AND

SPECIFICATION

STAGE

1. IN ACCORDANCE WITH 

MANAGEMENT 

OBJECTIVES

2. PRECISE 

DOCUMENTATION

1. COST PARAMETERS

2. STAFF SKILLS

3. EQUIPMENT 

AVAILABILITY

1. TEST

2. REVIEW AND EVALUATE

1. GENERAL MANAGER

2. FOOD AND BEVERAGE 

MANAGER

3. CHEF

(2) FOOD

PURCHASING

PURCHASE SPECIFICATIONS 1. RECEIVING 

INSPECTION

2. LOT BY LOT 

SAMPLING

ACCEPTANCE/REJECTION 1. SUPPLIER

2. STOREPERSON

3. CHEF

(3) STORAGE

1. STORAGE PROCEDURES

2. INVENTORY CONTROL

3. STORAGE CONDITIONS

1. F.I.FO.

2. SAMPLING CHECKS

3. STOCK CONTROL 

CHECKS

WRITE OFFS/ISSUES STOREPERSON

(4) PREPARATION 1. STANDARD RECIPES

2. CONTROLLED ISSUES

1. SAMPLING

2. ASSESSMENT AGAINST 

STANDARDS

1. REMEDIAL/CORRECTIVE 

ACTION

2. TRAINING

3. MOTIVATION

1 COMMIS

2. SOUS CHEF

3. CHEF

<5)

m

COOKING

1. STANDARD RECIPES

2. TEMPERATURE SETTING

3. COOKING 

INSTRUCTIONS

4. COOKING TIMES

AS ABOVE AS ABOVE AS ABOVE
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Appendixill (Cont’d)

CRITICAL POINT CONTROLS/DOCUMENT^ JN CONTROUPROCEDURES CORREO £ ACTION PERSONNEL RESPONSIBILITIES

CO O KED/ COLD

FOOD

STORAGE

1. HOT PLATE SETTINGS

2. PRODUCTION TIMES

3. GOVERNMENT 

REGULATIONS HOT 

FOOD STORAGE 

>62.7C COLD FOOD 

STORAGE >10C

1. THERMOSTATIC 

CONTROLS

2. CHECK ON TIMES

3. SAMPLING

4. CORRECT USE OF 

EQUIPMENT

1. REGULAR 

MAINTENANCE OF 

EQUIPMENT

2. RAPID REPAIR OF 

EQUIPMENT IN EVENT 

OF FAILURE

1. MAINTENANCE PERSON

2. CHEF

•

ASSEM BLY/ 

PORTIONING

1. STANDARD YIELDS

2. DISH LAYOUT

3. GARNISHES

4. TEMPERATURE OF 

SERVICE DISHES

5. COLOUR PHOTOS

1. COMPARING

2. SCREENING

1. CORRECTIVE ACTION

2. TRAINING

3. DEMONSTRATION

1. CHEF

2. W A ITE R /E S S

DISTRIBUTION

1. STANDARD METHODS 

I.E. DISHES COVERED

2. TIME TAKEN IN 

DISTRIBUTION

SAMPLING

CHECKS

1. RETURN TO HEAT 1. CHEF

2. RESTAURANT MANAGER

SERVICE

1. STANDARDS OF  

PERFORMANCE

2. STANDARD SERVICE 

METHODS

1. MANAGEMENT 

SUPERVISION

2. SCREENING BY 

RESTAURANT 

MANAGER

1. DEMONSTRATION

2. O N -T H E -J O B  

TRAINING

1. RESTAURANT MANAGER

2. SUPERVISOR

CONSUMPTION MENU

1. CUSTOMER’S 

SATISFACTION

2. SENSORY ATTRIBUTES

1. ACCEPTANCE/ 

REJECTION

2. COMPLAINTS

CUSTOMER

(6)

(7)

(8)

(9)

(10)



Appendix IV. **
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COVER SJORY

Manpower study 
reveals 

buoyant industry

The calcring industry is 
among ihe most buoyant 
sectors of the economy with 
more than 4,000 outlets 
employing more than 64,000 people 
and set to create up to 2,000 new 
jobs during 1986.

This is the theme of the first com­
prehensive study of employment 
skills and job prospects across the 
full spectrum of catering under­
taken by CERT with the assistance 
of AnCO and the full co-operation 
of the industry.

The survey team was led by Mary 
Ena Walsh, research and planning 
adviser at CERT and the field work 
took place during 1984.

Eleven key areas of the catering 
industry have been surveyed and 
detailed reports have been produced 
on each. Six sectoral reports have 
been published and the remainder 
will be available before March 1986.

The survey highlights the impor­
tance of the hotel and catering in­
dustry as one of the country’s top 
employers. It is highly labou^intcn- 
sive, employing a total of 62,666 
people.

The downward slide of employ­
ment in the industry in the early 
I980’s appears to have hailed. 
Employment has now stabilised and 
shows a small but steady growth. 
Up to 2,000 new permanent jobs 
were forecast for the industry by the 
end o f 1985. The main growth areas 
are hotels, restaurants, popular 
catering, and industrial catering. 
Only three of the sectors surveyed 
remain static or show a slight fall- 
off.

The Hotel and Catering Industry 
has a high level of permanent 
employment. Out of the total of 
62,666 employed, 73 per cent of the 
jobs are full-time permanent. While

25 per cent of hotel and guesthouse 
employment is seasonal, other sec­
tors average only 6 per cent seasonal 
employment.

As an industry, it has a low staff 
turnover, averaging 8 per cent. Of 
those who change jobs, 50 per cent

Mary Ena Walsh, research and planning 
adviser at CERT who was co-ordinator of 
the industry manpower survey.

stay within the hotel and catering in­
dustry. It is an industry which per­
mits considerable ease of movement 
wiihin the various sectors.

Employment in the industry is 
highest in Dublin at 34 per cent, and 
in the Cork/Kerry region ai 19 per 
cent.

Hotels and guesthouses remain 
the largest employers in the industry 
at 24,698, with hospital catering 
providing the second highest 
employment at 11,893. Hospital 
catering features high job per­
manency with only 542 staff 
seasonal or casual.

216

Chefs emerge as the largesi 
employee group in the industry, 
followed by wailing stall.

There is a high proportion of 
owner managers in hotels and 
restaurants, yet less than onc-ihird 
have received formal training lor 
hotel or reslaurant work. There are 
very lew specialist managers in the 
industry as a whole.

‘Multi-skilling' is becoming a 
feature of the industry, especially in 
the smaller hoiels and guesthouses. 
There is growing demand for staff 
with a range of hospitality skills 
covering reception, diningroom, bar 
and housekeeping, and two out of 
three of the hotels and guesthouses 
surveyed featured multi-skilling. A 
new job area is emerging and the 
hospitality assistant will pla> a kc> 
role in the future of many smaller 
establishments.

Training provision has made an 
impact on the hotel and catering in­
dustry and over 70 per cent ol the 
industry commented favourably on 
the standard of trainees emerging. 
Sixty per cent of hotels and 91 per 
cent of industrial catering recruit 
staff from formal training courses. 
About two-thirds of senior chels in 
hotels and restaurants had received 
formal training.

Restaurants, popular catering, 
delicatessens and takeaways are 
highly mobile sectors. Hl'ty pci cent 
of the restaurants surveyed had 
opened since 1980; 7() per cent ol 
popular caterers had opened within 
the past ten years; 73 per cent ol 
ethnic restaurants opened wiihin ilie 
past four years; and 93 per cent ol 
delicatessens and lakcways opened 
within the past ten years.

The industry employs a higher 
proportion of women overall, 
averaging 60- 40 female to male.

Principal findings of the sectoral 
surveys were;



HOTELS AND GUESTHOUSES

* There are 632 hoiels and 1% 
guesthouses in (he industry employ­
ing 24,700 people.
* O f the total employed:
13,500 arc permanent 
6,200 are seasonal
5,000 are casual employees.

* The male/female split is 33/66. 
*'T h e  biggest regions of employ­
ment are Dublin and Cork/Kerry.
* Most establishments are small, 

I employing less than 30 people.
* There is a high proportion owner/ 
managed businesses.
* There was a move from permanent 
full-time employment to permanent 
part-time and seasonal part-time 
employment.
* An overall increase of 500 is 
forecast (2 per cent) between perma­
nent and seasonal staff. This in­
crease is mainly in the West and 
South East.
* About 30 per cent of hotels plan to 
change the type of service they pro­
vide.
* Twenty per cent of hotels had un­
filled vacancies.
* Difficulties in recruiting were put 
down to the non-availability of ex­
perienced staff and the non- 
acceptability of working conditions 
or terms of employment.
* Overall staff turnover is 8 per 
cent.
* Over 60 per cent of those who left 
stay within the industry; 18 per cent 
emigrated.
* The proportion of employees with 
formal training varies considerably 
between different occupations.
* Traiing is highest among kitchen 
staff and is a definite benefit to pro­
motion as about two-thirds of 
senior chefs had been formally 
trained.
* About 30 per cent of managers 
have received formal management 
training; less owner-managcrs have 
received this training. A further 15 
per cent have received other types of 
formal training (not necessarily, in­
dustry related). *
* Some degree of multi-skilling oc­
curs in two out of every three hotels 
and gucsthpuses.
* Multi-skilling mainly occurs bet­
ween staff in the bar, restaurant and 
house.

RESTAURANTS

* It is estimated that there are 498 
restaurants employing 7,500 people.
* O f the total employed:
5,800 are permanent

660 are seasonal
1,000 are casual employees.
* The male/female split is 40/60.
* The largest employment regions 
are Dublin and Cork'/Kerry.

* Most establishments are family 
run and smaM, employing less than 
20 people.
* This is a constantly changing sec­
tor and about 50 per cent of 
establishments had opened since 
1980.
* Restaurants expect an increase ol 
4 per cent (313) jobs, mainly for per­
manent staff.
* At the time of the survey 10 per 
cent of establishments had unfilled 
vacancies.
* Difficulties in recruiting were 
ascribed to the problem of finding 
suitable and experienced staff.
* Staff turnover among permanent 
staff is estimated at 10 per cent.
* Staff turnover is highest amongst 
diningroom staff.
* Over 50 per cent of those who 
leave slay in the industry and over 
10 per cent had emigrated.
* Training was highest in the kitchen 
and is of benefit for promotion as 
about two-thirds of senior chefs had 
received formal training.
* About half of managers had 
received formal training but only 
one-third of owner-managcrs had 
received formal training in either 
management or catering skills.
* There were very few specialist 
managers.
* Multi-skilling occurs in about one 
third of establishments.

y  POPULAR CATERING

* It was estimated that there are 484 
popular catering establishments 
employing 5,809 people at the time 
of the Survey.
* O f the total employment:
4,760 are permanent

434 are seasonal
615 arc casual employees.

* The male/female split is 27/73.
* The largest employment regions 
are Dublin and Cork/Kerry.
* The majority of establishments are 
family run and small, employing 
less than 10 people.
* This is a very mobile sector in 
which 70 per cent of establishments 
opened within the past 10 years.
* An increase of 2 per cent (107) 
jobs is forecast between permanent 
and seasonal staff, mainly in the 
Cork/Kerry and the South-East 
regions.
* Tw enty -tw o  per cent o f 
establishments plan to change the 
type of service they provide.
* Staff turnover is estimated at 8 per 
cent.
* Almost 50 per cent of leavers re­
main within the industry.
* Levels of training arc low in this 
sector.
* Seventy per cent of kitchen staff 
(568 of the total employees) arc un­
skilled.
* O f the skilled kitchen staff, 25 per 
cent are trained.
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An industry of many skills... our ( 
which are employed In the operation of

•  Forty-four per cent of gener; 
managers were trained, comparc 
with 8 per cent of owner-managcr
• Multi-skilling occurs in 70^« <. 
establishments and amongst a 
categories of staff.

E TH N IC  RESTAURANTS

* It is estimated that there are 12 
ethnic restaurants employing 1,32 
people.
* Of the total employed:
1,214 are permanent

11 are seasonal 
104 are casual employees.

* The male/female splh is 42/58.
* The larges employment regions ar 
Dublin and the South-East.
* Over 90 per cent of thcs 
establishments are small, employin 
less than 10 people.
* Most establishments are lamil 
run.
* It is a very mobile sector in whic 
73 per cent of establishments open 
ed in the last four years.
* No net change in employmen 
levels is forecast.
* Thirty per cent ol establishment



cture o (  staff members from Fitzpatrick's Castle Hotel Killiney illustrates the diversity of skills

*
/

plan to change the type of service 
ihey provide.
•  Approximately 10 per cent of 
establishments had unfilled vacan­
cies, mainly in the Dublin region.
• S taff turnover is estimated at 15 
per cent, and occurs mainly in the 
diningroom.
• Most leavers stay within the in­
dustry.
•  Overall level of training is low.
•  Chefs and some grades of 
managers arc the only occupations 
with formal training.
• Restaurant managers are the only 
occupations in ihc diningroom wiih 
formal training.
•  M ulti skilling occurs in 50 per cent 
of those restaurants.

C O N TR A C T CATERING

* There are 11 major contract cater­
ing firms employing 2,562 people.
•  O f the total employed:
2,260 are permanent

140 are seasonal
162 are casual employees.

• 89 per cent of staff are employed 
in the kitchen.
* The male/female split is H4/86.

* Most of the firms have their head 
offices in Dublin but (he personnel 
employed by them may be deployed 
throughout the country.
* Most employees are permanent.
* Total employment is expected to 
increase by 5 per cent (110), mainly 
in kitchen and management.
* One-third of establishments plan 
to alter the services they offer.
* Staff Turnover is negligible (less 
than 2 per cent).
* All senior chefs are trained.
* Over 50 per cent of other staff arc 
trained.
* Forty per cent of managers are 
(rained.
* Sixty-four per cent of firms have 
multi-skilling but only 35 staff are 
involved.

IN-HOUSE CATERING

* It is estimated that ihere arc 61 
establishments providing in-housing 
catering and employing 783 people 
— mainly in permanent jobs.
* The male/female split is 10/90.
* Fifty per cent of establishments 
are in Dublin.
* No change in employment 
numbers is predicted.

* Staff turnover is than five per
ccnt.
* There is a high level of training 
among skilled staff and managers.
* About 50 per cent of outlets hud 
multi-skilling.

1> CARRIERS

There arc seven major carriers 
employing a total of 1.340 people.
* O f those employed:
990 are permanent
349 are seasonal employees.
* The male/l'emale split is 7s, 25.
• Fifty percent work in the kitchen.
• An increase of 70 per cent (90)' is 
forecast, all in kitchen.
* One quarter of the linns planned 
to alter the type of service they pro­
vide.
* No carriers had unfilled vacancies. 
•Tw o firms regarded staff turnover , 
as a problem, but no valid figures 
were available.
• There is a high level of training in 
this sector.
• Two firms had multi-skilling. This • 
occurs in the unskilled areas and in- : 
volves 250 people.

£
HOSPITALS

* It is estimated that there are 270 
hospitals that provide their own 
catering service.
* These hospitals employ 11,893 
catering staff.
Of these:
11,351 are permanent employees 

109 are seasonal employees 
433 are casual employees.

* The male/female split is 17 83.
* The largest employment region is 
Dublin, followed by Cork- Kerry.
* Most hospitals employ between 10 
and 30 people in their catering func­
tion.
* About 25 per cent o f 
establishments plan to change ihc 
type of service they provide, mainly 
in relation to menu and food ser­
vice.
* An increase of less than one per 
cent of staff is forecast.
* Four per cent of establishments 
had unfilled vacancies in the kit­
chen.
* Overall staff Turnover is about tw o 
per cent and is not considered a pro­
blem.
* General recruitment problems are 
experienced by 10®# o f  
establishments.
* Sixty-eight per cent of establish­
ments have staff who regularly work 
in more than one department.

3) INSTITUTIONAL CATERING

♦ It is estimated that there arc 201 
institutions that provide a catering 11
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MANPOWER
SURVEY

. *• THE HOTEL 
0 CATERING 1 : 
'JDUSTRY # •

CERT chairman, Jim Nugent and director, Brendan Leahy announcing the findings of 
CERT’S Manpower Survey of the Hotel and Catering Industry.

service employing 2,555 catering 
staff.
* O f the total employed:
2,150 are permanent employees

251 are seasonal employees 
154 are casual employees.

*  The male/female split is 16/84.
*  Employment is well scattered 
throughout the country.
* Almost 60 per cent of kitchen staff 
are unskilled.
* Most establishments employ less 
than 10 people.
*  Very little change in numbers 
employed is forecast.
*  Fourteen per cent of establish­
ments intend to change the type of 
service they provide.
* Ten establishments had unfilled' 
vacancies — all in kilcKen.
* Recruitment difficulties seem to 
occur mainly in (he Dublin region 
and Midlands region.
* Average staff turnover is M per 
cent and 50 per cent of those who 
leave stay wiihin the industry.
* F ifty -seven  per cent o f  
establishments have multi-skilling.

Vo BAR FOOD

* It is estimated that there are 154 
bar food outlets employing 1,705 
people.
* O f the total employed:
1,498 are permanent employees

are seasonal employees 
154 are casual employees.

• The male/female split is 54/46.
• While employment is scattered 
throughout the country, Dublin, 
followed by the South-East are the 
major employment regions.
• Sixty-five per cent of establish­
ments are owner/managed and the 
average number of staff employed is 
eleven.
• Fifty per cent of establishments 
have opened in the last ten years.
• Twenty-five per cent of outlets 
planned to make changes in their 
business, mainly in the food area.
* Permanent employment is ex­
pected to show a small increase but 
a decrease is expected in part-time 
and casual employment in the bar 
area.
* Very few outlets had unfilled 
vacancies at the time of the survey 
but 38 per cent said that they did ex­
perience difficulties in recruiting, 
mainly for bar persons.
* Staff turnover was about 10 per 
cent and 40 per cent of those who 
leave stay wiihin the hotel and cater­
ing industry.
* Levels of training vary:
— On average 45 per cent of ihe 
skilled kitchen staff are formally 
trained;
— There is a very low level of for­
mal training amongst bar staff;
— Thirty per cent of owner- 
managers are trained.
* About 50^# of establishments had 
multi-skilling, involving bar service 
and food service and bar service and 
food preparation.

D E L IO  iESSENS AND 
TAKEAWAYS

* It is estimated that there are 324 
delicatessens and takeaways, 
employing 1,598 people.
* Of the total employed:
1,347 are permanent employees

40 are seasonal employees 
211 are casual employees.

* The male/female split is 40/60.
* The largest employment region is 
Dublin.
* All establishments are small; none 
employed more than 15 people and 
66 per cent employed less lhan six 
people.
* Most establishments are family 
run.
* Ninety-five per cent of establish­
ments opened within the past ten 
years; 54 per cent within the last 
four years.
* This sector forecasts an increase of 
three per cent (90) jobs, mainly in 
the kitchen.
* Eighteen per cent o f  
establishments plan to change ihe 
type of service they provide.
* Staff turnover is estimated at 16 
per cent, most movement is to non- 
catering jobs.
* The overall level of training is low.
* Only a small number of chefs and 
13 per cent of non-owner/managers 
had received relevant formal train­
ing.
* A bout 60 per cent o f 
establishments have multi-skilling 
and it involves those working in 
both the kitchen and restaurant 
areas.

SPORTS AND SOCIAL 
CLUBS

* It is estimated that there are 50 
sports and social clubs employing 
884 catering staff.
* Of the total employed:
468 are permanent employees 
143 are seasonal employees 
273 are casual employees.
* The male/female split is 32/68.
* The largest employment region is 
Dublin.
* Most establishments are private 
companies and employ nine or less 
permanent staff.
* Overall restaurant is the largest 
department, but kitchen has (he 
largest number o f permanen( 
employees.
* No changes in employment were 
expected.
* It would seem that clubs ex­
perience very little recruilmenl or 
turnover difficulties.
* Seven per cent of establishments 
had difficulties in getting casual 
staff.
* There is a low level of formal 
training in this sector.
* There is a certain amount of multi­
skilling involving staff in all depart­
ments.



Appendix V

PART A - C.E.R.T. Report)

(1) The number of major Contract Caterers in Ireland

(2) Numbers of staff employed. Categories.

(3) Payout Conditions

(4) Staff Training and Development

(5) Other Comments.

PART B - Industry Position and Role of Quality Assurance

(1) Membership of A.I.C.C. (Association of Irish Contract Caterers)

(2) Size of Organisation - i.e. number of Contracts. Types of Contracts.

(3) State of the Market - Growth/Decline. Saturation.

(A) Business Activities. Services Provided. Type and Level

(5) Why should a Firm employ a Contractor instead of catering themselves?

What are the advantages?

What are the disadvantages?

Interview Content - Contract Catering Executive.
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Appendix V (Cont’d)

(A) Level of Commitment:

How important is it? "Cultural Climate) of the Contract
#

Catering Organisation. Company Policy. Objectives. How 

I often do you critically evaluate every aspect of your operation?

Audits. Quality Manual. Quality leadership. Who is 

responsible for Quality?

(B) How are Quality levels set?

Customer profit + requirements. Market research. Marketing 

strategies. Quality viz-a-viz other factors. Price, 

availability. Quality. Opposition. Is quality taken for 

granted? Level of documentation.

(C) Setting Product and Operational Standards:

What Catering system, traditional, level of technology.

Raw Materials - specifications, evaluation, inspection 

Processing - Equipment, selection, maintenance, inspection 

Environment - Treatment design, decor, building construction 

Personnel - Recruitment, selection training, motivation 

Technical and behaviour skills, service parameters 

Documentation - Level of ,mt*

(D) Checking Performance and correcting non-Standard output 

Service - operational controls, time, temperature, food checks, 

sensory, customer surveys, audits, M.B.W.A. Statistical Analysis. 

Budget conformance, employee performance. Complaints. Is there 

a reliable, regular, accurate and fair system of checking and 

correcting output?. Is it documented? Quality improvement 

programmes.

(6) Quality:
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(7) What are your Marketing strategies?

(8) Advantages/Disadvantages of Vending Machines.

(9) Industrial Relations (H.M.R.)
Pay and Conditions

- Pension Plans

- Redundancy

PART C - Future Trends:

(1) Likely future trends?

(2) Any other comments?
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Senior Management (Host Organisation) Interview Content

(1) How many activities in your organisation are contracted out?

(i.e. Security, Cleaning, Catering etc). What are the trends 

in Contracting out?

(2) Why did you choose to contract out/not to contract out the 

Catering activities? What are the advantages and disadvantages?

(3) Who is responsible for the Catering Policy and who is responsible 

for routine catering decisions? To whom does the Catering 

Manager report? Why?

(4) Why do you offer Catering facilities to your staff?

What effect on Industrial Relations?

(5) What are the organisations future plans for the Catering Service? 

What factors would initiate a change?

(6) How"integrated" are the Catering staff with the other staff in

the Organisation? Are the Catering staff unionised?

OR

What criteria are used in selecting a Contractor?

What kind of contract do you operate?

(7) What is your opinion of the Catering Service provided?

How often do you monitor the Quality of the Catering Service?

What Criteria are used?

(8) General Comments:

223



Quality Audit (Consumer Questionnaire)

Dear Customer,

We would kindly ask you to fill in the enclosed questionnaire. The purpose of this questionnaire is to 

identify ways in which the food service may be improved. Your help in this matter is greatly appreciated.

The Management
(General Instructions)

1) This questionnaire is divided into 5 Sections

Section A - Food

Section B - Service

Section C - Cleanliness and Hygiene

Section D - Decor and Restaurant Environment
I Section E - Overall Satisfaction.

2) All answers to this Questionnaire will be strictly confidential.

3) Please place a tick in the box provided opposite the answer you feel most closely reflects your opinion.

4) If you feel that the listed answers do not accurately reflect your views, feel free to write your

response in the space provided at the end of each section.

(Appendix V II)
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Office Use 
only

Appendix VII (Cont'd)

Section A -  Food

Neither
Very

attractive Attractive
attractive

nor
unattractive

Unattractive
Very

-attractii
1. Is the appearance of the Food □ □ □ □ □

Excellent Good Neither good 
nor bad Poor

Very
Poor

2. Is the variety/choice of Food □ □ □ □ □
Always 

Piping hot
Always

hot
Inconsistent

(varies)
Always
lukewarm

Always
cold

3. What temperature is the hot 
food served at? □ □ □ □ □

A. Doyo« think portion sizes 
are

Too
large□

Just
right□

Inconsistent
(variable)□

Small

□
Unaccep-
tably
small□

5. Rate the overall quality of 
the food

Excellent 

• □
Good

□
Inconsistent
(variable)

□
Poor

□
Very
Poor

□
General comments on the Food:

Card No.
I.D. No. 
(Respondent)

1 2 3 A

□
□

□

□

□
□10
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section

Very
short

d  — service 

Short

a

Inconsistent
(variable) Long

Very
long

1. Is queuing time □ □ □ a □
Very

Clear
Reasonably

Clear Inconsistent Unclear
Not displayed; 
Not visible

2. Are the Menus clear/well 
displayed? □ □ □ □ □

Very
disor­ganised

Well
Organised Inconsistent

Somewhat 
disor- 
_ganlsed

Very
Disorganised

3. Does the Food Service area 
appear organised/efficient? □ □ □ □ □

At least 
once 

a month
Once a 
Quarter Once a year

Less than 
once a year Never

4. Are you ever asked for your 
opinions on Food and Service □ □ □ □

□ 11 

□ 12

□  l3

□  U

22
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5. Are the Catering Staff 
helpful/courteous

Very Quite Not very Very
helpful helpful Inconsistent helpful Unhelpful

□  □  □  □  □

Appendix VII (Cont*d)

6. If you do not like any of 
the menu items on offer, 
are the staff willing to 
prepare you something 
different?

Always
Most of the 
the time Occasionally

Dont know/ 
Never asked

□  □  □  □

Never

□

If you had a complaint, 
how do you think the 
Catering Staff would deal 
with it?

Very well Well Dont know Poorly Very poorly

□  □  □  □  □

8. How would you rate the 
overall quality of the 
Service in this Restaurant?

Excellent Good Inconsistent Poor Very poor

□  □  □  □  □

General Comments on Service:

□ 16

□ 17

□ 18 
| I 19

22
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Section C -  Cleanliness and Hygiene

1. Are the staff neat/clean/ 
presentable?

Always

□
Most of
the time Inconsistent

□ □
Rarely

□

2. Is the food handled in a 
hygenic manner at the 
counter (service area)

Always
Most of 
the time Inconsistent Rarely

□ □ □ □
Are the Areas you can see 
(kitchen and service area) 
maintained in a clean/ 
neat manner

Always

□
Most of 
the time Inconsistent Rarely

□  □ □
Is the Seating area 
maintained in a clean/ 
neat manner?

Always

□
Most of 
the time Inconsistent Rarely

□  □ □

Never

Q  p 20

Never

□  D 21

Never

□  □ »  

Never

□  o
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5. Are the toilets maintained 
in a clean/neat manner?

Always

□
Most of 
the time Inconsistent

□
Rarely

□
Never

□ □  24

How would you rate the 
overall quality of the 
cleanliness/hygiene of 
the Restaurant?

Excellent Good Inconsistent Poor Very Poor

□  □  □  □  □ □25

General comments on Cleanliness and Hygiene:

22
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Section D — Decor and Restaurant Environment

1.

2 .

Do you find the Restaurant 
pleasant/welcoming

Are you satisfied with 
the general decor?

Are the seating/table 
arrangements comforable?

Always

□

Very

Most of
the time Inconsistent Rarely

Neither 
satisfied or dis­

satisfied Satisfied Disatisfied satisfied

□  □  □  □
neither 

comfortable 
nor uncom-

Comfortable Comfortable fortable 

□  □  □

Uncom­
fortable

Never

□  P  □  □

Very dis­
satisfied

□
Very uncom­
fortable

□  □

4. How would you rate the 
overall quality of the 
Decor/Restaurant 
Environment?

Excellent Very good

□
Average Poor Very poor

□ □ □
General comments on Decor/Restaurant Environment:

□  27

□ 28

□ 29 8 CM

D 30 

□  3i



A j ^ j t a j j .  >11 .   ̂L O U  L  u  )

See''on E - Overall Satisfaction

Do you think this Restaurant 
gives you value for money

Rate your overall satis­
faction with the catering 
service provided

Very good 
Value

□
Totally

Satisfied

□

Good
Value

□
Satisfied

□

Dont know 
(Unsure)

□
whether satisfied or 

dissatisfied

□

Poor
Value

□
dis­

satisfied

□

Very Poor 
Value

□
Totally

Dissatisfied

□

■ n »

□ 33

What should be the most important consideration in a Restaurant such as 
left a number of blank spaces to allow you to indicate features, other

this. Please note we have 
than those listed.

Food

Extremely
Important

P
Important

P

Neither
Important

Unimportant

P
Unimportant

P
Entirely

Irrevalent

P P34
Service P P P P P P35
Value for money □ □ P □ □ □ 36

Cleanliness P □ □ □ P □ 3?

Atmosphere/Decor P P P P P P38
□ □ □ □ □ P39
□ □ □ P □ □ 40

□ □ □ □ □ □ *1

Please fill in



Appendix VII (Cont'd)

General Details:

Male □  Female □

Age: Under 25 □  26 - 35 □  36 - 45 □  46 - 55 □  56 - 65

Position iri Company (Occupation)  ___________________________________

Number of Breaks: 1 □  2 □  3 □  *  □

Length of Break: 15 mins

□I f  f t  TT •30 mins

if n tf 1 hour □

□ 65 + □
□  *2 

□  43

□  «*

□ 45

□ 45

□  *7
01

[ ] 4 8  8

Thank you for your co-operation.



APPENDIX VIII

Organisation Name: _______________________  Tel No.

Address: ___

Quality Audit Checklist (Management System)

Location of Facility:

Contact's Position in Company 

Date of Visit.

What Product Certifications held?

What Quality Certifications held?

Grading System. See Section (23)

Summary of Audit Checklist

Quality Policy:

(I) Setting Policy. (2) Responsibility. (3) Review

(4) Documentation - General. (5) Documents.

Setting Product and Operational Standards:

(6) Specifications - General. (7) Specifications - Purchasing

(8) Receiving Goods. (9) Traceability (10) Storage

(II) Preparation/Production. (12) Product holding - prior to Service.

(13) Equipment/Environment (kitchen). (14) Equipment/Environment

(Restaurant). (15) Service Performance - Procedures.

(16) Service Performance - conviviality.

Checking Performance/Correcting non-standard output.

(17) Procedures for checking Performance. (18) Consumer Satisfaction.

(19) Auditing. (20) Staff Training. (21) Taking action

(22) Grading System. (23) Summary Sheet
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Appendix V III (cont’d)

Quality Policy:

" v » l
(1) (Setting policy)

Are management quality policy and objectives clearly defined?

(Is there a Quality policy?) . Is there objective evidence 

that this policy and objectives are widely known to the 

workforce? Is there objective evidence of the implementation 

and maintenance of this policy? (i.e. what means are used 

to put a Quality Policy into effect for image, atmosphere, 

service, value for money, customer participation)

Key aspects are: Acceptable/Consistent Product : adequate

cleanliness, hygience, safety : efficient preparation/production 

service, feedback systems : pleasant working environment : 

profitability and cost effectiveness:

Comments:

*

Overall Assessment A B C D E
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2. (Responsibility) Yes No

Are those responsible for QA and Q€ clearly 

named and defined?

Are the duties/responsibilities of the Quality 

function clearly understood? (Is respons­

ibility balanced? Have those so named 

adequate authoritiy, ability and training?

Has the Quality Manager adequate resources)?

Comments:
A B C D E

Overall Assessment:

3. (Review) Yes No

Is there a regular review of the Quality

System to ensure continued suitability/ 

effectiveness?

Are these reviews recorded?

Is there a follow-up procedure?

How are Quality levels established?

Who establishes quality levels?

What methods are used to establish 

Quality levels?

Comments:

A B C D E

Overall assessment
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h . (Documentation - General) Yes No

Is the Quality System adequately documented 

by a Quality Manual (description of Quality 

system, objectives, policies, plans).

Is the Quality Manual maintained and 

available? Is the Quality Manual updated 

as required? Is there a Quality Plan adequately 

defining tests/inspections of the finished 

product?

Is that Quality Plan properly implemented?

Comments:

A B C D E

Overall assessment:

5. (Documents) Yes No

Are all documents related to Quality and 

Production available as required? Is there 

a review procedure for such documents?

Are changes to documents authorised 

by Management? Are there documented 

standards of performance and related work 

instructions for

Kitchen 
Management 
Menu/Wine Lists 
Other

Comments:
A B C D E

Overall assessment
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Appendix Vlll (Cont'd)
Setting Product and Operational Standards

6. (Specifications - General) Yes No
Are there specifications for menu planning and 

design? Are there specifications for hygiene?

(Personal, Work practices, work areas, premises).

Are there procedures for first aid, fire, 

emergencies, security? Does the "Goods inwards 

Dept" have access to purchase documentation?

Are suppliers assessed?

Are suppliers audited?

Comments:

A B C D E

Assessment:

7. (Specifications - Purchasing)
Yes No

Are purchasing specifications clear?

i.e. name of supplier, type, grade, trends, 

size, weight, cost, parameters, yields etc?

Do purchased goods (raw materials) conform 

to purchase specifications?

Are supply procedures and Inspection 

methods adequate?

Documentation

Review of purchasing specifications 

Comments:

A B C D E

Assessment:
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8. (Receiving goods) Yes No

Are facilities adequate (time, temp weighting^ 

equipment)? Are supplying and receiving speci­

fications understood and adhered to? (Refrigerated 

goods, d£y goods, frozen, fresh). Who (level) 

receives the goods? Do receiving methods prevent 

damage/deterioration? What is the level of 

inspection/visual, weight, time/temperature)? 

Treatment of non-conforming materials? Inspection 

of delivery vehicle? Inspection of receiving /K£A 

and equipment. (How often)? General level of

hygiene/cleanliness/safety?
Documentation (recording)

Review of receiving procedures?

Comments:

Are there adequate procedures for maintaining 

identifiability and traceability of product during

1) Storage

2) Production

3) Service

Comments:

A B C D E

Overall assessment:

9 Traceability
Yes NO

A B C D E

Overall assessment
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(10) (Storage) Yes No

Are storage specifications and regulations 

understood and adhered to? (Stock rotation, 

stock separation, levels, ventilation). How 

regularly is storage equipment checked/maintained?

(fridges/freezers). What back up facilities 

available, in case of break down? Are 

temperatures recorded? How? Verification charts?

Level of cleanliness and hygiene and safety?

Do storage conditions prevent damage/deterioration?

Random monitoring? Are storage areas secure?

Review of storage procedures.

Records (documentation)

Comments:
A B C D E

Overall assessment:

(11) (Preparation/Production) Yes No

Are preparation/production processes and 

standards adequately identified? Are such 

processes adequately controlled? Are 

detailed work instructions/standardised recipes 

etc. prepared for all items? Are such 

instructions available? Up to date?

Reviewed regularly? Level of support material 

(pictures/drawings etc)

Randon Inspection. Sensory?

Scientific?

How frequent?
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Time/Temperature: Is control adequate?

Portion Control: Is it adequate?

Waste Control: Waste Disposal

Hygiene cleanliness and Safety Levels 

Documentation (Recording)

Review Procedures.

Comments

A B C D E

Overall Assessment

(12) (Product Holding - Prior to Servicesj yeg

Are Food Holding Processes adequately identified?

Are Food Holding processes adequately controlled?

Time/Temperature monitoring - How adequate?

Rotation and Tagging (identification) strictly 

enforced?

Hygiene, safety, cleanliness levels 

Documentation.

Monitoring - (checks, inspections)

Review of Procedures.

No

Comments
A B

Overall Assessment
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Does equipment match requirements of the menu? 

(capacity, output, quality level).

Is equipment easy to maintain and clean?

Are operating instructions communicated and 

understood?

Are operating instructions adhered to?

Does the kitchen environment (layout, design) 

facilitate agreed work practices?

Do physical surroundings (light levels, noise, 

decor, size of work area) promote work 

practices conducive to quality attainment? 

What procedures are used in cases of equip­

ment failure (what "back-up").

Speed of work - does it facilitate quality 

practices?

What is the level of staff facilities?

What is the level of cleanliness of staff 

facilities?

Who cleans/maintains the staff facilities? 

Levels of Hygiene and Safety 

Documentation

Review of Equipment/Environment 

Comments:

Appendix V III (Cont'd)

(13) Equipment/Environment (kitchen)

Overall assessment

Yes No

B C D E
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(14)

)

Does Restaurant "Environment" (Image, Atmosphere/  

facilities) conform with planned "Customers 

Expectations" and arrangements?

How is restaurant "environment" decided and 

by whom? (By surveys/Audits, by Host organ­

isations, other means)?

Condition of Building, walls, ceilings, floors? 

Condition of toilets, rest areas etc?

Who is responsible for cleaning/maintenance 

of customer areas?

Is there a documented system for cleaning/ 

maintenance of restaurant?

Is this communicated/understood?

Are adequate equipment/facilities available 

to maintain agreed cleaning/maintenance levels?

Documentation 

Review Procedures

Appendix V III (Cont'd)

Equipment/Environment (Restaurant)

Comments:

B

Overall assessment

Yes NO

C D E
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(15) (Service Performance - Procedures)

Appendix VIII (Cont'd)

Yes No

Is there evidence of a smooth progression/ 

delivery of food go guest?

Are staff working at a steady/comfortable rate?

Are customer queue's overlong?

Is the customer length of time in the queue 

correct? (Customer not waiting in a line 

longer than designated time)?

Is queue time correct for all menu items?

Are tables cleaned and re-set within agreed 

time limits?

Is an adequate supply of materials (napkins, 

cutlery etc) available all the time?

Are menus clearly understood by staff and 

clearly communicated to customer?

Are there regular checks on customer satisfaction?

Can menu items be adjusted to meet customer 

desires? (i.e. can special requests be 

accommodated)?

Is there a visible managerial presence?

How 'active' is management with both staff 

and customers.

Level of Hygience, safety, cleanliness (Plant 

and equipment, staff, work practices)?

Closing down procedures 

Review procedures.

Documentation.

Comments:
A B C D E

Overall assessment
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( 16)

D

How pleasant/co-operative are staff? 

(enthusiastic, visibly happy, positive)

Are special needs catered for?

(Senior citizens, children, handicapped)? 

Tone of voice?

Body language, posture, grooming, hand and 

arm movements. Smiling, facial expressions? 

Use of customers' names?

Helpful/suggestive sales selling (Menu 

knowledge)?

Tactful language, proper etiquette, absence 

of slang?

Gracious problem solving - positive approach 

to customer complaints/comments?

Time keeping?

Level of hygiene, cleanliness, safety?

Review procedures?

Documentation.

Appendix V III (Cont’d)

(Service Performance - Conviviality)

Comments:

B

Overall assessment

Yes No

C D E
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( 17)

Checking Performance/Correcting Non-Standard Output

(Procedures for Checking Performance) Yes No

Are there clear procedures for the identif­

ication of non-conforming products.

(Investigation)?

Is there evidence that all required tests are 

being carried out at the correct rate?

Is there a consistent system of recording the 

results of all tests/inspections?

Are these results subject to regular review 

by Senior Management?

Is all inspection, test equipment subject to 

regular tests (i.e. calibration)

Can a product by-.pass a required inspection, 

by accident/error?

Is relevant scrap/rework data recorded?

Is reworked/repaired product subject to 

normal test/inspection procedures?

Hygiene levels (staff, equipment, plant, 

practices) checked on a regular basis?

Review of procedures.

Comments:

Appendix V III (Contd)

A B C D E

Overall assessment:
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(18)

(19)

Appendix VIII (Cont'd)
(Customer satisfaction) Yes No

Is consumer satisfaction monitored?

What methods are used?

Are these methods documented?

How often?/structure of assessment?

What customer complaints procedures exist?

How "active" is management (M.B.W.A)?

Are these results subject to regular Senior 

Management review?

Budget conformance analysis (consumer satis­

faction and Sales versus Quality costs)

Documentation 

Review of procedures.

Comments:
A B C D E

Overall assessment:

(Auditing) Yes No

Are Quality Audits carried out?

Are Quality Audits carried out without 

prior notification?

Who carries out the Quality Audits (how independent)?

Do these Quality Audits form part of the 

Management Review?

Are Audit results recorded?

Is there evidence of adequate follow-up procedures 

of implementation of correction action?

Comments:
A B C D E

Overall assessment:
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Appendix VIII (CCont'd)

Is there an organisation Training Policy? 

Procedures for identifying training needs? 

Training records?

Who provides the training?

Are the Trainers qualified in Quality concepts? 

How often are Training Programs held?

Who (grade of staff) is trained?

Are hygiene Audits carried out?

How often?

Are hygiene Audits recorded?

What follow-up procedures?

Are Quality improvement programs instigated?

Documentation

Review procedures.

Comments:

A

Overall assessment:

(S ta ff Training) Yes . No

C D E
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(21) (Taking action) Yes No

How is the cause of performance variation 

established? Is it -

* Management setting incorrect quality levels?

* Is it incorrect analysis of performance 

(materials, equipment, environment, staff)?

* Lack of communication to staff?

* Other

How quickly is action taken?

Who is involved?

Is the system reliable, regular, accurate and fair?

Documentation.
Review.

Comments:
A B C D E

Overall assessment

(22) (Grading System)

A = Excellent 

B = Very good 

C = Acceptable 

D = not acceptable 

E = Totally unacceptable 

Any organisation receiving less than "A" or "B" is deemed not 

to have an adequate quality system.
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( 23) Summary Sheet:

Graded A in the following categories:

Graded B ____________ __________

Graded C____________  ___________

Graded D_____________ __________

Graded E _ _ _ _ _  __________

Result:

Comments:

Signed:___________________________ Date
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