Chapter Six

Food and Beverage Operations
Food and Beverage Management
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	The director of food and beverage is responsible for the efficient operation of the Kitchen/Catering/Banquet departments, Restaurants/ Room Service/Mini bars, and Lounges/Bars/Stewarding.
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	Among the skills needed by food and beverage managers are:  leadership, identifying trends, finding and keeping outstanding employees, training, budgeting, cost control, and exceeding guest expectations.
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	About 20% of a hotel’s operating profit comes from the food and beverage division.  An acceptable profit margin for a hotel’s food and beverage division is generally considered to be 25 to 30%.
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	Food and beverage directors usually start the day at 8:00 am and the workweek is usually Monday through Saturday, unless special events/functions are scheduled.  The F&B director stays in close contact with the sales department.  Also, it is important for the director to attend staff meetings, executive committee meetings, and profit and loss statement meetings.
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	It takes years of experience and dedication to become a food and beverage director.  Experience should include practical kitchen work, dining room service, purchasing, stewarding, and room service.
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Kitchen
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	The executive chef who reports to the F&B manager manages the hotel kitchen.  The executive chef is responsible for efficient kitchen operations, exceeding guest expectations for quality and quantity of food, temperature, presentation, and portion size.  He/she must maintain company standards and achieve desired financial results.
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	Some executive chefs are now called kitchen managers.  In many smaller and even in some larger streamlined hotel properties, the executive chef may also serve as the food and beverage director.
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	Cooperation of kitchen staff is important to maintain operational controls.  Software that costs out standard recipes, establishes perpetual inventories, and calculates potential food cost per outlet can assist in this process.
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	Chefs not only examine the food cost of particular items, but also examine the contribution margin of food items.  The contribution margin is the difference between the cost and the sale price of an item. Labor costs are also important and must be carefully monitored.
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	Financial performance of the F&B department is often measured by performance ratios.  Food Cost Percentage – food cost dollars divided by sales – averages about 30% for hotels.  Labor Cost Percentage – labor dollars divided by sales dollars – varies significantly by operation.  One significant influence is the amount of food made from scratch.
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	The executive chef has one or more sous (under) chefs reporting to him/her.  The sous chef is responsible for the day-to-day operations of the kitchen.  Depending on the size of the operation, there may be several  “chefs de partie,” who rotate through the various stations in the kitchen to relieve the station chefs, who in turn report to the sous chef, all of whom have definite position responsibilities. In a nutshell, this process or concept is known as the Brigade system.  The Brigade system was developed by the great Escoffier, and in a kitchen includes sous chefs, banquets chefs, fish chef, roast chef, vegetable chef, soup chef, sauce chef, and pantry chefs.
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Hotel Restaurants
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	A hotel may have several restaurants or none at all.  A major hotel chain generally has two restaurants – a signature or upscale restaurant and a casual coffeeshop restaurant.  Guests expect more and more from these operations.
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	Restaurant managers are responsible for quality guest service, hiring, training, and developing employees, setting and maintaining quality standards, and presenting annual, monthly, and weekly forecasts and budgets to the food and beverage directors.  In some hotel restaurants, managers may also be responsible for room service minibars and/or cocktail lounges.
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	Forecasting the number of guests at hotel restaurants is difficult because hotel guests are unpredictable.  They may prefer to eat outside of the hotel, rather than dining in one of the property’s restaurants.  Careful records should be kept to determine the projected number of guests who might eat at the restaurants on a given day.  Other factors to consider would be functions scheduled for a convention group and any special needs/desires they might have.  The number of guests staying in the hotel who dine in the hotel’s restaurant is referred to as the Capture Rate.
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	In order to increase profitability, many hotel restaurants create incentives for guests to dine in their restaurants, such as meal discounts for people staying in the hotel and promoting the restaurant and menu at check in, as well as having cooking demonstrations.  Still other properties make restaurants responsible for their own profit and loss statements.  In any event, it is difficult for hotel restaurants to generate a profit.
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Bars
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	Hotel bars allow guests to relax and socialize for business or pleasure.  Bars can also generate important profits for the hotel operation and for the hotel.  Bars are run by bar managers.


	226-227
	3

	The cycle of beverages is complex.  It involves the following steps – ordering, receiving, storing, issuing, bar stocking, serving, and guest billing.  Beverages are not perishable – they may be held over if not sold.
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	Bar efficiency is measured by the pour/cost percentage.  The pour cost is determined by dividing the cost of the depleted inventory by the sales over a period of time.  A pour cost of 16 to 24 percent is considered appropriate for most operations.  If sophisticated control systems are employed, pour costs are likely to be closer to 16 percent.
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	Automated control systems are expensive.  They can, however, provide greater accuracy and protect companies from losses due to over pouring, pilferage, and other problems.
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	Operators must ensure responsible alcohol service.  If the guest becomes intoxicated and is involved in an accident, the server of the beverage, the bar person, and the manager may be held liable.  
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	Typical bar types in hotels are: lobby bars, restaurant bars (used as a holding area), the service bar (backstage bar), the catering and 

banquet bar (for functions), pool bars, mini-bars (in the guest room), night clubs, and sports bars.
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Stewarding Department
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	The chief steward reports to the F&B manager and is responsible for: cleanliness of the back of the house, maintaining clean glassware, china, etc., maintaining strict inventory controls, maintaining dishwashing machines, pest control and coordination with exterminating company, and forecasting labor and cleaning supplies.
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	The department is extremely important to the efficient operation of the food and beverage department; however, it is often an unsung hero of the operation.
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	Strict inventory control and attention to detail helps to keep pilferage to a minimum.
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Catering Department
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	Banquets and functions bring people together to celebrate and honor various events.  Events may center on anniversaries, weddings, political events, conventions, state dinners, etc.
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	The term banquet refers to a group of people who eat together at one time and in one place.  Catering includes a variety of occasions when people may eat at various times.  Catering may be subdivided into on-premises and off-premises.
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	The Director of Catering reports to the F&B director and is responsible for selling and serving, catering, banquets, meetings, and exhibitions.  These events must exceed guest expectations for quality and produce a reasonable profit.
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	A close relationship must be maintained with the Executive Chef to ensure that the menus are suitable for the client and practical for service.
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	The director of catering must be able to sell functions, lead a team of employees, set and maintain department sales and cost budgets, set service standards, be creative, and be knowledgeable of the likes and dislikes of various ethnic groups.
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	Over the years, the director of catering builds a list of clients and a wealth of experience with various events. The main sales function of the department is conducted by the director of catering (DOC) and the catering sales managers (CSMs). They obtain business leads from convention and visitors bureaus, corporate office sales departments, hotel’s director of sales, general managers, competitive hotels, rollovers (groups re-booking at the same properties), and cold calls. 
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	Typical flow for function booking – enquiry, check for space available in “bible,” confirm availability, contract and proposal completed, modifications made; client confirms event arrangements by signing the contract.
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	Room set-ups are determined based on client needs.
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	Catering Event Order (CEO) or Banquet Event Order (BEO)
	
	

	The Catering event order (CEO), or Banquet Event Order (BEO), is prepared and completed for each function to inform the client and the hotel personnel.  It communicates essential information about the function – what needs to happen and when.
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	The CEO/BEO is based on correspondence with the client and notes taken during meetings.  It specifies the room layout and decor, time of arrival, VIPs, special attention required, bar times, cash or credit bar, time of meal service, menu, and service details.
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	A guaranteed number of guests are agreed to prior to the function. Catering managers closely monitor the final numbers for each function. A final number is usually required anywhere from 7 days to 72 hours before the function.  This ensures that the hotel will have “prepped” sufficiently and that the client will not end up paying for a large number of “no-shows.”  Some hotels have a policy of preparing a percentage (usually 3-5%) over the guaranteed number of guests.
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	The director of catering holds weekly meetings with key individuals who will be responsible for upcoming events.
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	Catering Coordinator
	
	

	The catering coordinator is responsible for managing the office and controlling the function diary.  The function diary is often referred to as the “bible.”  Today, many hotels use a brand name computer program such as Delphi.
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	Catering Services Manager
	
	

	The catering services manager (CSM) is responsible for delivering service that exceeds the expectations of guests and the client.
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	He/she is responsible for directing the service of all functions, supervising catering house-persons, who set up the room, cooperating with the banquet chef, checking that the client is satisfied, making out client bills immediately after the function, calculating and distributing gratuities and service charges, and coordinating special requirements.
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Room Service/In-Room Dining
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	A survey by the AH & MA revealed that 56% of all properties offer room service and 75% of airport hotel properties offer room service.
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	Economy and many mid-priced hotel properties offer vending machines or food deliveries from local pizza or Chinese restaurants.  This allows them to provide a desired service to the guest without additional expense to the operation.
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	Challenges to address in providing room service include – delivering orders on time, making room service profitable for the food and beverage department, avoiding complaints of excessive charges for room service, and forecasting demand.
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	Room service managers analyze the front desk forecast, which gives details of the house count and guest mix.  Convention resumes show if a convention breakfast is scheduled, which would affect the level of room service orders.
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	Training is critical for the staff that will provide room service.  The aim is to transform an order taker into a salesperson.  
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Trends in Food and Beverage Operations

Use of branded restaurants instead of privately owned, 

           241            3      hotels not opting to offer F & B outlets, more casual restaurants, 

using themes, standardized chain restaurant menus, sports theme, 

technology used to enhance areas such as guest ordering, payment, 

food production, refrigeration, marketing, management control

and communication.

Check Your Knowledge, p. 216

1) Question: What are the skills and responsibilities of a food and beverage director?
Answer: The F&B director has to be a good leader, forecaster, trainer, and financial person and have a detailed knowledge of front-of-the-house operations.  Responsibilities include exceeding guests’ expectations in food and beverage offerings, identifying trends, finding, training, and motivating employees, budgeting and cost control.

2) Question: Describe a food and beverage director’s day.

Answer: 

· Checking messages, reading logs, and communicating with all subdepartments to ensure that everything is running well and efficiently

· Communicate with executive chef and other department heads
· Observe work being done and identify any problems, glitches, or setbacks
· Visit other department heads outside of food and beverage such as human resources, front office, and sales

· Special projects and assignments and other relationship type management

· More communication with departments to prepare for upcoming events such as happy hours and special dinner arrangements
Check Your Knowledge, p. 223

1)
Question: What is a food cost percentage and how is it calculated? 
Answer: Food cost percentage is the cost of food divided by the amount of food sales.

2)
Question: What is a contribution margin?

Answer: Contribution margin is the key operating figure in menu engineering, determined by subtracting food cost from selling price as a measure of profitability.

3)
Question: How is labor cost percentage calculated?

Answer: The formula used to calculate labor cost percentage – Labor costs divided by net sales = the labor cost percentage.
Check Your Knowledge, p. 229

1) Question: What departments does the food and beverage director oversee? 

Answer: The F&B director oversees room service, beverage, stewards, kitchen, catering, and restaurant.

2)
Question: What are the responsibilities of a food and beverage director on a day-to-day basis?
Answer: 

· Checking messages, reading logs, and communicating with all subdepartments to ensure that everything is running well and efficiently

· Communicate with executive chef and other department heads
· Observe work being done and identify any problems, glitches, or setbacks
· Visit other department heads outside of food and beverage such as human resources, front office, and sales

· Special projects and assignments and other relationship type management

3)
Question: Explain how the pour/cost percentage is used in a bar to measure efficiency.

Answer: The pour/cost percentage tracks purchases and usage – it compares the cost of drinks sold to drink sales.  Basically, it analyzes profit and loss.  The formula used to calculate the pour/cost percentage is obtained by dividing the cost of a depleted inventory by sales over a period of time.

Check Your Knowledge, p. 239

1) Question: What is the difference between banquets and catering? 

Answer: Catering has a broader scope than banquets.  A banquet refers to groups of people who eat together at one time and in one place.  Catering includes a variety of occasions when people may eat at varying times.  However, the terms are used interchangeably (See text p. 231).
2) Question: What does SMERF stand for?

Answer: SMERF relates to catering and involves how the department deals with the different SMERF organizations, which are social, military, educational, religious, and fraternal (See text p. 233).

3) Question: Where do the director of catering and the catering sales manager obtain their information?

Answer: Information and business leads typically come from (See text pp. 233-234):

· The hotel’s director of sales

· General managers
· Corporate office sales department
· Convention and visitors bureau

· Reading the event board of competitive hotels 

· Rollovers

· Cold calls

4) Question: What are the various styles used when setting up a meeting room?

Answer: Depending on the client’s needs setups are as follows:

· Theater Style – used with multimedia presentation. Requiring more space for reverse image projections.  This style therefore reduces the room’s seating capacity. 

· Classroom Style – as the name suggests, participants often need space to take notes. Usually takes up about 3 times as much space as theater style.

· Horseshoe Style – frequently used when interaction is sought among the delegates, such as training sessions and workshops.

· Dinner Style – frequently used in the form of large round tables primarily for parties and association dinners.  

IV.  Answers to Chapter 6 Review Questions

1)
The Food and Beverage Director is responsible for the efficient operation of the kitchen, catering, restaurants, room service, mini-bars, bars, and stewarding.  He or she needs to identify trends, budget, and central profits from all outlets; find, train, and motivate employees; and be aware of anything going on in any of his/her departments at any time.

2)
To determine the food and beverage department’s profit and loss the food cost percentage, labor cost, contribution margin of menu items, and the percentage of food sales must be considered.

3)
a) 
Restaurants face the problem that the number of guests who will dine on a particular day is not predictable.  It is a challenge to convert the food service from a necessary means to a profit center, since most guests prefer to dine out.


b) 
Hotel bars are an important revenue service for the food and beverage department, but strict control systems are necessary to ensure responsible alcohol service and prevent over-pouring or pilferage.


c) 
Profitable room service requires effectiveness and the combination of good service and prompt and quality food.  It requires forecasting demand, effective scheduling, and planned menu and methods that prepare quality food in advance.

4)
Catering is an important profit center for the food and beverage department.  It includes a variety of occasions when people eat at varying times and can be subdivided into on-premises and off-premises.  The director of catering is responsible for satisfying guest expectations and securing a reasonable profit for the business.  He needs to have a thorough knowledge of food and beverage management, ensure service standards, control proper maintenance of the catering department, show leadership and creativity, and be able to produce a profit.
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