Customer satisfaction is important to you. Success is all about consistency, doing it right every time. 73% of customers return because of service.

You believe there is a difference between an order taker and a successful server-seller. The order taker takes orders and uses sentences like "Are you ready to order". A server-seller guides the customer and uses sentences like "Our special today is..."

Restaurants thrive on repeat business, and the quality of service can be a determining factor when it comes to deciding whether or not to return. It is important for the waiststaff to read your guests from the moment they sit down. Know and anticipate what they want based on what they are communicating to you. And don’t assume that because your last table ordered multiple courses and bottles of wine that your next table will want the same full dining experience. People dine out for different reasons and you shouldn’t presume anything about them. Don’t oversell your customers - they will only get annoyed at you and be less likely to tip well.
[image: image1.emf] Recently, I had a class of servers who didn’t understand the power they had when dealing with guests and the occasional “sticky” situation.  They didn’t understand that a manager is probably not needed when a guest’s eggs are simply not cooked to order.  We devoted much time to dealing with these small issues and bigger ones, too.  Basically, the company and management wanted their staffs to be empowered to handle any situation until it was clear they couldn’t make a guest happy – then they could get a manager to step in.  They thought they had conveyed this message in orientation and initial training.
Genuine concern and care for our customers!  And you know what?  You can’t train someone to have a personality; you can train someone with a personality to be a great, caring server! 
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DO'S and DON'TS of Hospitality 

DO make all of your guests feel welcome. Greet them pleasantly and take the attitude that they are guests in your own home. 

DO be attentive, alert, and cordial, but don't be too 
"forward." 

DO be courteous and cooperative at all times. 

DO have a general knowledge of your community and the 
surrounding area. 

DO know the telephone number of the Chamber of Commerce and 
the most direct route there. Refer questions you cannot 
answer to the Chamber of Commerce. 

DO know where "services" can be located. 

DO talk up local events. 

DO smile and greet your customers cheerfully when you come 
to take their order. 

DO know your menu. 

DO be prepared to talk intelligently with regard to casual 
information often requested by a customer. 

DO double-check the customer's order, so he receives 
exactly what he ordered. 

DO ask the customer when he wants his beverage. 

DO use a deodorant, bathe daily. 

DO make a point of giving excellent service - replenish ice 
water promptly, replace a soiled napkin with a fresh one, 
remove soiled dishes promptly, see that the ash trays are 
clean and within easy reach. 

DO make sure wash rooms are clean and tidy. 

DON'T use cheap perfume. 

DON'T visit with fellow employees during service hours. 
Your customer comes first. 

DON'T make substitutions until you have checked with the 
customer. 

DON'T hurry your customer unnecessarily or show annoyance 
if he dawdles over his coffee. 

DON'T keep customers waiting for the check. Bring it 
immediately, following dessert or coffee. 

DON'T do anything which shows you desire a tip. 

DON'T be surly or discourteous in any way. 

DON'T allow diners to sit unnoticed. Greet them saying, 
"Will be with you in a moment." Provide a menu so they will 
know their presence has been noticed.
 Excerpt from a typical manual (about 3 pages)
The manual is typically about 55 pages in length, depending on your selection, and goes into greater detail on each of the subjects sampled below. 

Avoid slang, company expressions and restaurant lingo:  Avoid uncommon expressions when speaking to guests, such as “deuce”, “four-top” or “bullet.”  Instead, refer to a party in one of the following manners:
“party of two”
“table for four”
“the Johnson party”
Avoid slang, such as “yeah,” “nope,” “beats me,” “hang on,” “How ya’ doin’?”
Avoid shopworn phrases, such as the following, which are so overused they sound insincere and “canned.”
	Examples: 

“Enjoy your meal.”
“Thank you; have a nice day.” 
Instead, we prefer:
“Enjoy dining with us today.”
“Thank you for your visit.  Please come back soon.”


Be Polite:  Always use a greeting and parting phrase, just as you would with friends, when dealing with our guests.  “Two for dinner?” is NOT a greeting.  Start with:  “Good evening (afternoon, morning).”  OR  “Welcome to ABC Dining,” before asking for their information.  Having seated a table, use a parting phrase such as “I hope you enjoy your evening with us.”  OR  “Your server will be here to take care of you shortly.”
Say “please” when you ask the guests to do something.
Example:
“Follow me, please.”
 When seating guests, pull out as many chairs as possible for the party.  Go to the farthest chair from you and pull it out.  Proceed to the other chairs and pull them out for guests, as well.  Place the menus in front of each guest, ladies first whenever possible.  Offer to take coats and hats off and hang them up or drape them over the backs of chairs.
 Address guests by “Sir” or “Ma’am.”  Save words like “Hon,” “Babe” or “Dear” for your relatives and friends.  “How ya’ Guys doin’?” is unacceptable.  Our guests are “Sirs”, “Ma’ams” or “Folks,” not “Guys.”
 Use the guest’s name.  Make a point of remembering regular guests and of using their names.  Call guests by their last name, such as “Mr. Smith” or “Ms. Jones.”  “Please have a seat at the bar, Mr. Brown, and we’ll call you just as soon as your table is ready.”
 Always thank guests who are leaving the restaurant.  This is everyone’s job, because our goal is to say goodnight and thank you to ALL departing guests.  Also, hold the door for guests whenever possible and assist with coats.
 Say “excuse me” or “pardon me,” if you do not hear what a guest says, or if you need to interrupt a conversation to speak to several guests.  Stand near the guests and wait to be recognized before interrupting their conversation.
 Excuse yourself if you happen to bump the chair of a guest on your way through the dining room.  Also excuse yourself if you bump into a guest on your way through a congested area.
 Always stand aside for our guests; on the highway of our restaurant, guests always have the right of way.  Do not push your way past a guest, no matter how busy you are.  Be patient.
 Say you are sorry if you make an error or if you cannot accommodate the guest.  “I’m sorry, Ms. Jones, but we don’t have a booth available at this time.  It might be about 20 minutes; you can have a seat at our bar while you wait, if you like.”
 Text continues in greater detail on this subject in the manual.


Every Guest is a VIP
 Every person who joins us for a meal is to be treated as a guest in the same manner that you would treat guests in your own home.  Treat them as you would like to be treated.  Remember the following:
 Be Personable:  Being “personable” means being warm, friendly and helpful to our guests.  Take the time to listen to them and treat each person as a special guest.  In other words, take special care not to get mechanical and curt.
 When seating guests, politely ask them to follow you to their table:  “Please follow me to your table.”  Walk slowly enough that you don’t lose them and fast enough to be assertive.
Text continues in greater detail on this subject in the manual.


 Team Work
 As mentioned in the introduction, we are a team.  That means everyone pitches in whenever necessary to make our guests' experience the best.
 As a server, part of your responsibility is making sure the floor and tables are maintained and ready for guests.  You may need to help the hosts seat guests and answer the phone.  Primarily, you need to be able to give the best possible service to our guests.  Help your buspeople and hosts when you can, but never at the expense of guests.
 It's helpful to communicate with the host staff about tables that are ready or are about to be ready.  Hosts should be walking the floor to see these things; however, sometimes they are too busy to get away from the front.  Help them out by telling them table numbers that are ready; tell them table numbers that are close to leaving.  This information helps them tell guests how long a wait will be.
 Understand that we have standards that our guests expect from us and we expect to meet.  Table and floor maintenance are two of those standards that guests experience first-hand; that means we all keep our eyes open when passing through any section of the restaurant:
- pick up trash and debris from the floor and tables
- pick up empty dishes and/or glasses from tables
- be proactive; if someone looks like he/she needs something - ask!
- guide a guest to the restroom rather than point and tell how to get there
- ask your teammates if they need help and help if you are able!
 
 Policies and Disciplinary Procedures Pertaining to Front-of-House Employees
 Our reputation depends on not only the quality of our food, but the quality of our service, as well.  In order to keep up this reputation we need to run a smooth shift and present our guests with an irreproachable image.  This means the front-of-house employees need to be on time, show up for all scheduled shifts, show up well-groomed and talk and act in a professional, mature manner while on the floor.  Servers must also have the necessary and proper tools in order to perform their jobs.  The following is an outline of the procedures and policies that need to be followed by front-of-house employees:
 Pre-Shift Issues:  Schedules, Shift Changes and Calling In
 Employees need to show up at the scheduled time and be ready for service within 15 minutes of the scheduled "in-time."  Host staff needs to be ready at the scheduled in-time.  However, should business call for it, service staff can be asked to start service earlier than scheduled.  If you find that you are running late, you should call and inform the management.
 You and no one else are responsible for being aware of your own schedule and should write it down once it is posted.  Calling in to find out scheduled shifts takes away from someone else's ability to provide excellent customer service.  Please refrain from calling in to find out your schedule.
 Should you need to change a shift, you alone are responsible for finding another employee to cover the shift in question.  The management will not do this for you unless there is a specific request that was previously discussed between your department's manager and you, and the management had guaranteed time off.  Otherwise, requests are only requests and you can still be scheduled for those shifts requested off if you are needed.
 If you find that you cannot make it to work due to an illness or other physical ailment, you must call a floor manager no later than 2 hours before your scheduled shift.  If you call off for a day shift, you cannot work the night shift.  If you call off two (2) or more days, you must get a doctor's note to confirm the illness or disability.
 Management reserves the right to move service staff or change stations between staff according to the needs of the restaurant.
 Appearance and Professionalism
 Good hygiene is expected of all our employees.  We expect every employee to shower daily and use deodorants, style hair in a neat, conservative manner and keep hands and nails clean and well manicured.
- Unnatural, strange hair colors will not be permitted.

- Please keep nails short and clean and refrain from wearing false fingernails. Nail polish and false nails can fall off into food, which is completely unappetizing and unsanitary.

- While on the floor and in view of guests, no employee is allowed to chew gum, conduct personal phone conversations, eat or smoke while in uniform.  Employees are not allowed, for any reason, to sit down in any area of the restaurant where they are in view of guests while they are in uniform.  This includes the lobby, bar and tables on the floor.

- Smoking and eating are only allowed in designated areas.  No smoking or eating is allowed in any area where food or beverages are prepared or where dishware is to be used for service is stored.  This includes all kitchen prep areas, bar and bus stations.

- Personal use of the telephone is allowed only before and after shifts.  Employees are not allowed to receive personal phone calls during a shift, although messages can be taken for them in an emergency situation.

- Employees are expected to perform in a professional manner at all times while guests are present.  That means no horseplay, no loud or foul language, no conversations between employees within the table stations and no congregating at the host area.  All business on the floor should be conducted with the guest's impression in mind.
	Eight Steps to Successful Server Sales Training 

Create a Sequence of Service - The most important part of your server sales training program is establishing your sequence of service. This means that you will need to detail each and every service step from the time the guest is seated to the time the check is presented. The best way to gather information is by being a Spotter in your own restaurant, or better yet, visit a competitor. Decide which elements of service you like and don't like. Then document them in a logical, sequential order. Be sure to include details such as when to inform the guest's about the daily menu additions, how to handle requests for water, include the basics of etiquette and, most important, be sure to identify the key sales opportunities. 

Document Product Information - There is nothing worse than a server who doesn't know their product line. Servers need to be reminded that they are salespeople, not order takers, which means they need a complete working knowledge of every item in their sales kit (the menu and all supporting beverage lists). So don't assume that everyone knows what cilantro is, or even demi glace for that matter. You'll need to compile several pages of product information. I generally include a Sauce and Dressing Description List, which identifies the key ingredients in every sauce or dressing that is offered. Next, you will need to review your menu and look for any words or phrases which may be unfamiliar to your customers. Although your chef may be comfortable with tomato coulis, bruschetta and ganache, can your servers explain these in layman's terms? If they can't, you'll need to prepare a list. We refer to this section as Menu Descriptions and Definitions. 

With wines, you'll need a Pronunciation Guide for starters. Then you'll need detailed information on how the wines taste (Wine Description Sheet), which wine goes with which food (Wine Pairing Guides), and be sure to include information or actual practice time on How to Open a Bottle of Wine. Many servers don't want to admit that they're afraid to open a bottle, so take the time to show them and use a "friendly" opener like a Screwpull. The key advantages to this particular opener: 

1) whether you are left handed or right handed, you can use a Screwpull, 2) the "worm" is automatically centered, 3) since there is no leveraging involved, it is impossible to chip the glass, and 4) servers feel comfortable using them (ask any one of the hundreds of servers who have attended one of my live server sales training classes). 

With regards to liquor and beer, be sure to include lists of brands available with their corresponding prices (Liquor, Beer and Wine List). Even though I love point of sale systems, servers are not always familiar with the advantages of selling an Amstel vs. a Bud or a Johnnie Walker Black vs. a Dewar's because they no longer have to manually enter the price on the check. 

Provide a List of Buzz Words - If a server came up to your table and offered Fettuccine Carbonara as the Chef's Addition to the menu, you might order it (assuming you know what Carbonara means in terms of ingredients). BUT, if a server came up to the table and said, "In addition to our menu, this evening we are featuring Fettuccine Carbonara which is ribbons of pasta tossed in a creamy alfredo sauce with just a hint of nutmeg, fresh green peas, bits of sweet red onions and pieces of crispy bacon," you'd probably be convinced. Granted, not every restaurant needs this volume of descriptive adjectives, but words like "Fresh squeezed" and "sizzling" sure do go a long way. Have a buzz word contest at your restaurant or just grab a few good menus and pull out as many adjectives as you can find for both food and beverage items. 

Identify the Times to Sell - While creating your sequence of service, bear in mind that you will need to identify both when a sales opportunity exists and what to sell. By this I mean that it would be inappropriate to sell or suggest Creme de Menthe as a before dinner cocktail, but this is a reasonable recommendation for an after dinner with an older clientele. In the same sense, servers should suggest the menu additions before they le retrieve the beverage order. Many servers wait until they serve the first round of beverages and seem to forget that while they are getting drinks, the customers are deciding on their dinner selection. If a server tells the customer about the menu additions after they have already decided on their dinner selections, one of three things will happen: 

1) the customers will need more time to decide, which may actually slow down the table turn, 2) the customer will say that they do not want to hear about it because they have already decided, or 3) the customers will listen half heartedly and the menu addition will not be viewed in an equal light to other menu offerings. 

If the chef is in the process of test marketing items for a new menu, #2 and #3 will have a negative effect on customer sales and may make a potentially good menu item appear as though there is no demand for it. 

Teach the Servers to Try (also known as the ability to overcome the fear of rejection) - In order to increase a person's confidence in their ability to sell, they will need to believe in themselves. Knowledge is a big source of self-confidence. Practice is also key. As Henry Ford once said, "If you think you can do it, you're right. If you think you can't do it, you're still right." Those who are successful are those who are willing to try. The worst case scenario is that the customer says, "No," when a server makes a recommendation or attempts to upsell. The best result is higher check averages and higher tips. One 26-year veteran saw the light during a recent training session. "I used to be an order taker. But now I'm no longer afraid to sell juices, liquor and desserts." For servers, higher tips is usually worth the risk. 

Give the Program a Proper Introduction - After your sales kit is complete, it's important to introduce your new training program at a server sales meeting. Choose the best cheerleader on your management staff, or consider bringing in an outside authority. Before the session is held, let your staff know that the purpose of the session is to establish and/or reinforce basic service skills and then build on these skills with active sales training. Because each member of a restaurant staff enters the session with varying degrees of service experience, you will need to review the basics before you can teach the staff how to stop playing "order taker" and make the transition to "salesperson" (using the sequence of service). 

During the live server training session, be sure to include a number of activities. DO NOT HAND YOUR SALES TEAM A MANUAL AND EXPECT THEM TO READ AND MEMORIZE IT. Adults learn by doing. Create a series of interactive role-playing exercises. Have their co-workers vote on their "performances." This program tends to build staff confidence and morale. Make it fun! And most important, REWARD everyone who attends. 

Conduct Follow up Evaluations - In order to evaluate the progress of the staff, I recommend that you sit down for a meal on a regular basis approximately two weeks after the training classes commence. You will also need to perform staff evaluations and reviews with each server after you have experienced their service. These evaluations should be conducted in a one-on-one session in private, at the conclusion of the server's shift. Be sure to include a number of positive and negative comments, sandwiching the negative between the positive (my Oreo Cookie guideline). 

Or, hire professional Spotters to provide narrative reports detailing their experience and documenting missed sales opportunities and successful sales techniques. 

Provide Ongoing Incentives - You will need to find out what motivates your employees and you will need to post the results of your ongoing contests. Not all of these incentives have to cost a lot of money. Although gift certificates to your own restaurant or a popular after work spot are a sure bet, a no cost alternative could be an employee designated parking space in the lot nearest the restaurant. Maybe extra uniform shirts are in great demand. Or, better yet, maybe they'd like to get out of sidework for a week or the daily napkin folding ritual. Be creative, but first talk to your crew and see what they want. 

That's all there is to it. Stop the excuses and start reaping the rewards. "The results speak for themselves," says the manager at a high volume rib restaurant. "We achieved a $3.00 increase in per person check average within nine months of introducing the program." Another corporate manager saw the lucrative rewards of server sales training. "Through suggestive selling we should receive the highest ROI (return on investment) in comparison to any other marketing program." Isn't it great to know that the key to higher sales is already right in your own restaurant. Turn the key - and turn up the profits. 

	 


Part III

· Servers taking it to the next level.

· Good service

· Treating guests like they’re in your home

· Introducing at the beginning & letting know there is a team.

· Not just order-taking

· Entertainers

· Names from listening to your guests

· Teamwork

· Upselling

· Elderly & others complaining of price.  

· Listen to your guests

· Self-motivated not talking about tonight’s party or getting drunk.

· Incentive programs

· Morale

	People who matter are most aware that everyone else does, too.

	-  Malcolm Forbes


Either you’re green and growing; or ripe and rotting.

Nobody cares how much you know until they know how much you care.

