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Chapter 1
INTRODUCTIOK

It is the writer's view point thet food control and food cost
control, whether applied to botels, clubs, restaursnts, or institu-
tions, constitutes ons of the more importent responsibilities of man-
egement. The successful operation of the food depariment requires a
careful day to day analysis of cost accounting information. The com—
pilation of daily and menthly reports and supplementary records that
result from this applicetion provides the tools whereby management
can analygze the operation, detect its weak points, and correct them.

The purpose of food control is to assist management in ob-
taining the highest possible gross profit on food sales consistent
with the policy of management as to quality and sise of po:l“l;ion.1
Although institutions may differ s to the grade of food served,
type of service and clientele, each has the same basic problems,
these being: purchasing, receiving, storage, issuing and production
controls. “The methods through which these fumctions are carried out
largely determines the success or failure of the operation.

One definite disadvantage of many club operations is that they
are limited in the funds necessary to introduce a system of satis=-
factory food control within their operations. ZThis factor tends to
limit the pumber of persomnel to provide the basic controls of food
cost accounting and clerical help necessary to prepare a daily report.
This, to the writer's kmowledge, is the position in which many club
nanagers find themselves. The truth is that in many situations the

chef buys, receives, and stores the merchandise, prepares the food,
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makes and prices the menu and takes the periodic inventories. This
is an example of poor internsl control.

8ound bases for food control deal not only in the various ac-~
counting phases, but emphasis mmst be place on pre—purchasing con-
slderatioms » choice of buying procedures = quality and quantity
considerations, specifications, etc. Each integral phase of the over-
all control function, as mentioned previously, will be discussed in
detail in the following chapters.

If the primary objection of effective control is to provide
useful, informetive operational data as quickly as possible to man-
agemsnt, so0 that corrective mesasures, 1f needed, can be taken in
time; then each of the control functions must be applied and prac—
ticed. If each dependent function is properly handled the end re-
sult should prove a profitable operation. One of the early attempts
at controlling food cost, was quantity control. The purpose was to
compare the quantity of each raw material used imn preparation with
the quantity sold and as a result eliminate losses by bringing waste
to light. This procedure was not successful. Not all food sold
lends itself readily to quantity control; so the end results in
many cases were unreliable due to the clerical work involved in
translating portions eold into quantities. However, quantity com~
trol is still of great value as an auxiliary instrument of present
dey food coatrel systou.z

A second attempt at food comsrol was the analysis of food

costing into ten or twelve groups, such as meats, poultry, vegetables,
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etc., and the assumption that the ratio of the cost of each group to
the total sales is fairly constant. It was assumed that the cause

of any umusu:l increase in cost would be located ima one or two groups,
by comparing the ratio of ths cost of each group with past records.
This precedure did not prove sound in practice. It was found that
even with a constant total cost, the ratios of the cost groups varied
to such an extent, due to seasonal and other changes in the memm,

that a reliable conclusion could not de arrived at simply by comparing
the group costs with the total sales.J

After working with the early systems, the importance of anal-
yzing the sales, as well as the cost, became apparent. The desired
results could be obtained only if a practical method could be found
for grouping sales and cost on the same dbasis. The priﬁciph in-
volved in finding the logical groups is the foundation om which food
control is 'built.l"

In the industrial situation, the cost accounting purpose is to
determine the cost of a particular product: the unit for such cost-
finding is the finished product; however, in food control this has
not been found possible. The sales of any particular raw material
can be determined accurately within certain limitations, the urnit for
the purpose of control is the ingredient and not the finished product.
FJood control determines the sales applicable to a certain cost. In
its practical application, the primary purpose of food control is met
to reveal from day to day the exact cost of é particular menu item,

but to £pply the selling prices of combined dishes to the various main







i

ingredients. This is done to determine the return obtained for each

group of ingredients.
"Fo illustrate this procedure - if you wished to find

the exact cost of planked steaks sold, it would be neces-

sary to determine each day the quantity of potatoes and

vegetables used for this item and then calculate the

cost of each item in the garniture at the actual purchase

price. But with the principle ingredients as the units

of control, it is only necessary to ascertain once and

for all the fair proportion of the selling price applic-

able to vegetables, potatoes, and short loin, and divide

the total seles of planked steak in that proportion.

Yollowing the same procedure with all sales, the total

returns for vegetables, potatoes, etc. is arrived at.

Determining the cost of each of these ingredients is a

simple matter."S

FYood cost is subject to contimous fluctuations. With fairly
constant sales, food cost may rise suddenly due to a change in the
mem, incorrect pricing of seasonal dishes, or because of over-pro-
duction and waste.

It is stated by Horwath & Horwath that *"Food cost accounting®
or more commonly, "Food control,® is the application of cost account-
ing principals to operation of the restaurant clopaurtnmani;.6 There are
several systems used, ranging from a detailed analysis of both the
cost and sales of many individual commodities and commodity groups
and their respective ratios of costs to sales, to a simple summary
of the costs only of a more abdreviated group of commodities and their
respective ratios to the total food sales. The compilation of daily
and monthly reports is of little value unless these reports are care-
fully analyszed to determine and correct the weak points of the opers-
tion.

-Ageia-the five basic control functions - purchasing, receiving,
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storing, 1ssuing and production must be stressed if efficiency in the
food operation of a club is to be attained. If these procedures are
improperly conducted, the desired results cannot be attained.

¥rom the writer's experience as assistant manasger, working
with various control problems in a2 club operation, especislly the
food and beveraze departments, the internal control of this mest
important phase of management!s responsidbility to the organization is
definitely lacking in the basic fundamentals and principles. In
many instances the manager himself feels inadequate in dealing with
these problems; hence, he places the entire situation in the handl_
of an inexperienced person on his kitchen staff = one who is not
familiar with purchasing specifications, ete. In this type of situa-
tion the organization is left wide open to fraud end the numerous
dangers of collusion in wvarious forms.

The purpose of this study is to investigate methods of control
for food operations in clubs and procedures which may be employed in
their application. The writer proposes to imvestigate this subject
through the available literature and by recording his personal ex-
periences in club management. He will then meke a detailed study of
the food operation in 2 given club and meke recommendations for its
improveaent.

The writer is aware of cash control problems and considerations
relative to a system of food control; however, this function is con=-

sidered to be beyond the scope of this study.
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Chapter II
PURCHASING PROCEDURES AKD CONSIDERATIONS

Prior to aotnl.l purchasing of food stuff for arn organisation,
it is important to find out what the food industry has to offer.
Also of importance is the determination of what best fits the needs
of the particular organisation. ¥The wvarious factors to consider are:

1. %Type and character of imstitution.

2. The style of operation and system.

3. Class of people to be served.

4. Local tastes, eating habits, and prejudices.

5. Purpose or occasion for which the product is desired.

6. Intended use of the product.

7. Budgeted allowance per portion.?

The problems involved in making the proper selection for one
particnlar function or group of people will not necessarily apply
in all situations. %The food selected for an elaborate buffet dis-
play, where eye appeal is of major importance, are definitely unlike
those which could be considered when serving food in a caserole dish.

It is important to note that very definite local tastes, eating
habits and prejudices exist; the selection of food products should be
Judged accordingly. There are sections of the country where a par-
ticular type or variety of orangs is desired over another; a Florida
orange Jjuice would be unfavorably received by a Californian, as
would an Indiana tomate. These are typical examples of local tastes,
eating habits and preJjudices.B
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The purpose or occasion for which a product is desired will
determine the grade, type, style, variety, or sise required. A la
carte menus generally call fer selections quite different from Table
D'Hote or plate specials, especially in size, and quite often in
grades and varieties. Ususlly products for parties and banquets are
‘selected because of wmsual appeel which makes them different from
ordinary selections.

Careful consideration should be given to the intended use of
the product. TFor example, Fancy 25/30 Count Halves Pacific Coast
Bartlett Pears in 400 syrup might be selected for a dessert service
but it would be considered a waste, in most instances, to use the
same type of pear for a salad where no use is made of the extra
heavy syrup. It would hardly de advisable to use a dessert peach to
make & peach pie vhen a solid pack preheated peach pack would serve
the same purpose to a much better advantage.’

Tood cost limitations are frequently of major importance. How
much is budgeted per portion? This consideration will greatly influ-
ence the final selection of food items. While there is a substantial
variation in cost between a fancy grade and a standard grade, the
greetest difference im unit portion costs is accounted for by the
size of the portion. Yor this reason portion sizses mst de carefully
estimated and the standard uniformly observed.

Clubs vary as to their sige, available cash funds and exper-
ience of personnel dealing with these functions. The persea respon-
sible for the purchasing of food should acquaint himself with market







=8

conditions ~ source of supply = year around availability of produce,
etc. Knowledge of these factors mey save a considerable amount of
money and result in a materially improved product.

A buying procedure is the set pettern that the personnel in
charge of this function will follew, it is a course of uction.io ¥Wo
two operations are identical inm mature; the buying procedure for each
individual operation should be determined by the policy set forth by
the organization. It should be built to fit the needs of the opera~
tion. Much will depend upoa the time that food inventories are
taken, === Will the refrigerator inventories be talken after lunch
and orders placed at this time, or would a morning order bde more ad-
vantageous?

Before these questions can be answered there are several other
factors to be considered. The location of one club may permit a
daily visit to ths local produce markst;in another club, weekly
vigsits with future deliveries msy be the only solution. %o determine
the best duying methods the following points bear consideration:

1. Ownership policy - Does ownership want the greatest

portion eof purchasing done locally? Are there chain
or group commiiments? What rate of inventory tura-
over is desired?

2. Xype of operation - What are the hours of food ser-
vice? Are specialities featured? VWhat type of ser-
vice 1s rendered (lumry or standard)? Does the
sise of the cperation restrict advantageous purchasing?
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3. Storage space and hapdling costs ~ What sisze deli-
veries can be accommodated with the storage facil-

ities available?
L. Location and avallability of markets - What is the
location in relation to the nearest produce market -
is the business located in a truck-farming area,
vhere immediate delivery is possible? Will daily
market trips be made, or will purchasing be done by
telephone? Is there sufficient availability for
open market bidding?
5. QGeneral market conditions - What is the direction
of market prices?! Is the sise of the operation
large enough to warrant contract purchasing?ll
Club managers who are working closely with ownership may be re-
stricted in what they can do. In this particular situation the
buying procedure will, im all prebability, be pre-arranged. Under
these conditioas, group commitments have no doubt been made, and a
change to a new buying proecedure would be contrary to present policy
standards.

The writer hes seen this situation present itself. The man~-
ager is responsidle for the purchasing requirements, and will seek
the experience of the chef to aid with proper selection, etc. If
the operation is a largs ome, he will find that other duties, ether
than purchasing functions, will tend to divers his attention frem
this responsibility. As a result the chef is given complete freedom
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in buying food. At this point the operation lacks internal control.
Yor efficient control, whether it be with the handling of cash,
purchasing, or receiving merchandise, no one individual should be
responsible for both perfermance and checking results. Yor example,
if the chef im an operation is responsible for placing orders, at
time it i3 received, this merchandise should be checked-in by a
person other than the person that placed the original order. Better
still, all vouchers should be directed to the front office, or head
bookkeeper where he can assign a person to verify the im-coming ship-
ments of produce.

The most advantageous situation would be the case where the
manager and his chef carry out the purchasing function cooperatively.
All purchase orders are discussed with the manager and the source of
supply is known by both parties. There is always the danger of
collusion between the person who completely controls the parchasing
function and the purveyer. Merchandise received may be of top
quality, but may be billed above the actual market price at the time
of purchase.

The type of food service in clubs differs. Some clubs serve
their members three meals per day, others serve lumcheon and dinner
only, still others are limited to mid-day smmcks. The time and type
of service is directly related te purchasing requiremsnts. If
speciality items are featured on the menn, it is possible that orders
mst be placed well in advance before actual preparation; such would

be the case of the mid-westera club featuring speciality sea food
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items on their memn. After comsideration of the requirements, the
most practical purchasing procedure cen be determined.

Available storage facilities will greatly influence the pur-
chasing procedure. If the operatiom is located near a large body
of water, is theres space available for keeping merchandise dry? In
one particular club with which the writer is familiar, an unexpected
rise in the tide caused consideradble damage to merchandise stored at
ground level. What type of refrigeration equipment is available?

Is there enough space available for profitable "futures" buying? If
sufficient storage space is available, it might be wise to purchase
produce well in advence of actual preparation, assuming that the
market price is favorable.

Where to purchase produce and materials may be & problem in
itself. The location of the club will be a determining factor in
regerds to the markets used. There are clubs that are so situated
that they can be serviced by the local truck farmers, while others
may find it necessaxry or advantageous to purchase their produce at
the large city produce terminals. Seasonal changes will also effect
the source of supply - during the winter months a large amount of the
produce will come directly to the city terminals, and distridbution to
the various consumers will dbe done through the numerous jobbers,
wholesalers, etc. The important factor is studying the market and
what it hags to offer. Market conditions are always changing and
purchaging procedures should be flexible enough to meet these changes.

Frequent trips to the produce markets are desirable. There
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are definite advantages to this procedure. They are:

1. The purchaser becomes familiar with products available
at the local market.

2. The purchaser becomes aware of available varieties of
produce, the best brands, where they are grown and
how they are packed.

3. The purchaser will recognize standards of quality,
weights and grading systems.

4. The purchaser becomes familiar with various seasonal
varieties, when they appear on the market, possible
substitutes, the expected supply and the probable
price.

The information outlined above under mormal circumstances will not
be available to the purchaser at his desk or over the telephone.

"The purchaser must visit the market whenever pos-

gible since quality and price are most often a

matter of availability, and it is only by being at

the market frequently and making the true test o{z

comparison that the best value can be obtained.®

Mr. R. K. Wallen, past general manager of the Glen Ridge

Country Club, Glen Ridge, New Jersey, has followed this recommended
procedure as far as market analysis is concerned and it has proved
adventageous in the management of his operation. Mr. Wallen dis-
cugses the menu items to be featured each day with his chef, taking
into consideration leftover materials from the previous day. From
this discussion, his purchase order is determined for the day. A

daily trip is made to the local produce market and meat packers to
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gsecure his purchases for the day.

Before continuing with the discussion of purchasing pro-
cedures and considerations, it mey be advantageous to briefly dis-
cuss the food inventory phase of the control function. XEdmond
Hiller, C.P.A. for the firm of Harris, Kerr, Forster states that
from their wvarious studies mede in the field, they conclude that
excessive buying is the most frequent condition present in clubs
today. In many situations the chef, or the person responsible for
the purchasing function, operafu under the principle that his re-
frigerator should contain so many ribs, so many loins, so many crates
of lettuce, etc. It is the case of buying to a hypothetical par
stock. This system of purchasing has several disadvantages, the
principle disadventage is that it adversely affects costs. It is
costly beczuse:

1. It tends to overload storeroom facilities.

2. It creates larger inventories than necessary. The

larger the inventory the more attention is needed
end therefore the higher the labor cost.

3. In the event that the demand for food slackens,

especially food of high moisture content, this
food is stored for unreasonable periods of time,
resulting in a less from shrinh;ge. trim, and
spoilage.

L. The larger the inventory the more difficult it is

to detect pilferage. The larger inventory also

e
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encoursges waste from onr-preparation.n
Inventory will differ in various operations due to the local markst
corditions, ths proximity %o available markets and sales volume.
Inventory measured in terms of dollars and cents should turn over at
least four times a month. The turnover should represent a supply
sufficient to service sales for seven days of operation. %This can
be eccomplished by scheduling purcheses of meats and produce to meet
the requirements of the daily menus, and purchage of other items in
units and quantities sufficient only to meet the demand for a reason~
eble period of time.l%

There are several purchzsing methods that are practiced, the

more common methods are:

1. Open market buying - This method of purchasing is used
by approximately 95 per cent of all commercial and pri-
vately owned operations. In this procedure quotations
are requested from ons or more purveyors and orders are
placed where the terms are of best advantege to the
buyer; the elements of price, quality, yield and ser-
vice considered.

2. Sealed Bid Purchasing - This method is not likely to be
used in the purchasing of produce and materials for the
averege slze cludb operation. It is used primarily by
large hospitals, institutions, schools and governmental

agencies. BSealed Bid Purchasing follows this procedure!
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Vants are sdvertised in several forms and sealed for-
nal bids are returned by a stated date.

3. Jutures snd Contrect Purchasing - This procedure consists
of contracting for future delivery of food stocks that
are now or will be available at a current or future
price. This purchasing procedure would apply only to a
club of considerable sigze, it is used as a calculated
attempt to insure a supply at a facorable price. It is
not recommended for the small operation.l>

The next major consideration is where to tuy the produce and

meterials utilized by the operation. The major sources of supply
available to food buyers are as follows: |

l. Wholessle Supply Houses - These middle men comstitute the
major source of supply: they perform a service functioa
as a Jobber. Wholesalers stock many varieties of mer-
chandise from numerous sources and offer them for demand
sale. They buy in large quantities and utilize outlets
for bdy=products and items no$ usually used by food ser-
vice operations. TYor example, many food operations will
use many more ribs and loines than they do clmcks and
rounds, the purveyor buying his beef in sides or ia
quarters will also sell the chucks and rounds. Service
is provided not only in this manner dut also in the con
sistency of quality and in the delivery service available.

2. Mamufacturers and Packers - Usually these middle men sell
their products directly to the operator, or to the
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wholesaler or both. Meat packers also make their products
directly available, but in this situation they act as
wholesale purveyors and are in competition with them.
Locel Yarmers and Producers = During the summer months,
when fresh produce is available, the local farmer mey
constitute the major source of supply for fresh fruits
and vegetzbles, In most instances quality produce is
made available through this source; however, location
becomes an important consideration in the use of such
suppliers.

Municipal Markets - These markets are usually situated in
the larger cities; they offer many possibilities for food
buys, especially in fruits and vegetables. Basically
these larger markets function with the numerous wholesale
outlets; however the intelligent buyer who knows his
operation and his product can obtain excellent values.
Cooperative Associetiong -~ Cooperatives consist of many
producers who combine for the benefits gained through
central and large scale distribution and selling. Deiries
and fruit growers are the most common examples of this
type of operationm.

Ret2il ¥ood Stores = This source of supply should be
utilized in emergency situations only, if for no other
reason than their price structure; however if purchases

are made in quentity, price adjustments can at times be
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established.1

Good relations with purveyors seems to be essential irregard-
less of the source of supply used. It is important that the food
buyer understands the business and the business problems of those
with whom he deals. Consider the dealer's reputation for honssty
and for the quality of his produce before the actual purchase is
mede.

The establishment of proper specifications is an important
phase in the over=all food control function. The United States
Government defines a specification as a "statement of particulars
in specific terms." Proper specifications in any operation are
those best suited to the operator's particular needs. Food pur-
chasing specifications must conform to stendards of quality and pore
tion size requirements established by each club operator. Tae stan-
dards should be based on tests of the yields of various cuts of
meats, various sizes of figsh and poultry, and on portion tests of
several brands of canned goods. By using these tests, the most
economical cuts, sizes, or brands may be determined.l?

The statement has often been made by those personsa concerned
with food control, that only through specificetion buying is the
operator assured of his dollars worth. ‘This statement appears to
be correct. Harris, Kerr, Forster and Company gather from their
survey experiences, that too many club operators do not have speci-
fications for food items that are purchased.

Specification buying will accomplish the following:
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The person responsible for food cost control will leara
that the lowest price quotation from a purveyor is not
necessarily the most economical price. Tor example,
considering the case¢ of meats, the price may be two or
three cents per pound lower than that of the other
bidder but the "trim of the meat® makes up more than the
variance between the bids. Often the weight of the
packed items, such as oranges, carrots, potatoes, sent
by the low bid vendor is below the standard weight for
the packaged unit. This situation does not necessarily
denote that the vendor is dishonest. It may mean that
he has an over—supply of this particular item, and will
reduce his price to move the item. If specifications have
been esteblished, and bids requested in accordance there=-
with, the manager will know that there is a meeting of
minds betwsen himself and the purveyor as to the needs of
the operation.

Establishing weight specifications on meat items most
suitable for the operation will result in improvement
cogte~wise. To illustrate this point, assume that two
pleces of U.S. Good prime ribs properly trimmed were
bought. Bach of these pleces has seven ribs and the ribs
measure 10 inches. One of these pieces weighs 28 poumds
while the ether weighs 34 poumds. The question is raised -
What accounts for the difference in weight? The difference

is due to the meat content of the ribs. OConsidering this
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it would appear wise to purchase the 34 pound rib be-
cause it contains more meat. This may not necessarily
be the weight of the rib that is most suitable for the
particular operation. The weight is in the width of the
beef ridb, namely the eye, end the portion cut out of the
34 pound ridb may be too large, if served on & dinner
plate instead of a platter. As a result, the tail of the
rib is trimmed off for the sake of appearance, no benefit
is derived from the piece trimmed off. The portion ob-
tained from the 28 pound rid may fit very nicely on the
dinner plate without the necessary trimming. The same
principle of establishing specifications applies to all
primal cuts of meat as well as vegetables, eggs, fish,
fruits, otc.18
A set of specifications should be considered as a device or tool that
must be selected with care, and used. Specifications provide suit=
eble buying standerde for = particular operation and are a guide to
market bidding for the food buyer end purveyors. This procedure, if
follewed will give a uniformity and consistency to purchasing and
receiving that aids in maintaining a proper food cost.

The purveyors who service the operation should be informed of
specification requirements. Such specifications should include de-
livery conditions and instructions. A set of specifications should be
available for use by the personnel responsible for the receiving func-

tion. Effective specification buying requires receiving by
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specification as well.

Specifications must be followed consistently in order for
specification buying to achieve results. Clubs with a small volume of
purcheses may find this procedure impractical; however, the operator
should use the specification methods as a guide in order to know the
most suitable purchase weights, quelities and proper yields.

The value of specifications depends on the accuracy with which
they have been developed. When establishing a system of purchasing
specifications, the purchaser should be guided by the determined por-
tion size~ylields of wvarious cuts of meats and the quantity and quality
tests that have been run on various products. This procedure will
determine what is best for the operation; it will be based on need,
merchandising suitability, and final portion costs rather than unit
prices.

It is advantageous to have specifications written for all pro=
ducts usually purchased. The information for complete and accurate
writing should be based on the various tests, previously mentioned,
trade and government information concerning packs, grades and
varieties.

The writer believes that the most basic test applied to all club
food operations is the quality of the food served to guests. The
over-zll succeses of the operation depends to & great extent upon this
single factor. Members soon spread abroad the word that food is good
or bad - the most favorable kind of advertising on the one hand -~ the

most nundesirable on the other.
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Quality in food is defined as the combination of factors in
& product which provides the greatest desirability.l9 Quality
buying does not necessarily meen buying the best and most expensive
grade of any particular item. Quality buying refers to the best
grade sold to fit the need. The right grade where eye appeal is im=-
portant, such as in & stuffed pepper for salads, would require the
highest grade, but such uniformity and expensive quality are not
necessary where the pepper is to be cooked.

Quality as referred to food products is composed of varied
factors, it is 2n elusive thing and quite difficult to control =
quality control is a2 matter of comparison = the highest price paid
for the "best of the lot.®™ Quality will flow into a market as long
as prices in the market are profitable. Price of produce will fluct-
uate, while influenced by quality, it is not a true index of quality.
Conditions of supply and demand, shipping eand storage, affect both
the price and condition of the produce by the time of sale. When
this situation presents itself, the skill and knowledge of the food
buyer is the determining factor in the consistent purchase of quality
quality produce, meais and staples as close as possible to a given
standard. Federal grading and standards have provided great advances
in the uniformity of grades and qualities; however, this grading is
done at the source, and often utilizes minimum standards for each
€rade, allowing for considerable variations within each grade.

It would be desirable if the individual responsible for the

purchasing functions in the club were to secure a manual on purchasing
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guldes to quality produce. Many writers have published material es-
tablishing standards and specifications for fresh, canned, frozen and

numerous other forms of produce available at the markets. Material

of this nature describes the desired size, color, shape and weight

of warious items ¢f produce that must be present to represent a high

quality item. Quantity Buying Guides by Adline Wood is an excellent

text book covering food purchasing as to quality, etc.
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Chapter III

RECEIVING PROCEDURES AND CONSIDERATIONS

The importance of the proper receiving procedure is too often
lost sight of despite the fact thet failure to give it proper con-
sideration can result in substantial losses in operating a food de-
partment. If the receiving procedures are weak, gains made through
establishing a stendard purchasing procedure may be lost. If pro-
cadures of control are to strengthen the overall operation, each
phase of food control from the purchzeing considerations through the
final preparation of food, requires a close degree of control.

Harris, Kerr, Forster and Company, Hotel Accountants and Con-
sultants, conclude from their survey of cludb operations that the
receiving function has received too little attention in operating the
food department.zo Annually club operations are paying thousands of
dollars for merchandise, supposedly utilized by clubs, on the
suthority of individuels responsible for receiving merchandise. Yet
very little effort is made to determine if these individuals are
capable of fulfilling this responsidility. In some operations the
fault is not entirely that of the employee. If a job assignment is
to be done well, the individusl assigned the particular duty mmst be
instructed in the knowledge and techniques of his job to aid him ia
fulfilling his assigned duties. In many cases this person is hired
merely to fill in a vacancy without any consideration being given to
the importance of the function.

In the consideration of a receiving procedure, the following
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points warrant attention:

1. Are all deliveries checked carefully, every time or
only occasionally?

2. Are deliveries checked against purchase specifications,
or simply against the purveyor's invoice?

3. 1Is the individual responsible for receiving qualified
to check all meat deliveries properly?

4, 1Is all in-coming merchandise checked against the pur-
chagse order for (a) weight? (b) proper trim? (c) for
proper unit weight or average weight? () for fresh-
ness?! (e) for proper grade? (f) for proper wrapping
and packaging??l

Irrespective of the size of a particular operation, the factors

mentioned above should be practiced to insure a system of adequate
food control.

The necessary requirements of an adequate receiving procedure

to provide proper controls are as follows:

l. Competent receiving personnel.

2. Adequate facilities and equipment for receiving.

3. Charts showing specifications for guidance in receiving
merchandise.

L, Proper receiving routine.

5. Periodic independent checks of receiving methods and
procodnres.zz

Mtorf“l&-th&t'fhe desired characteristics for the indi-
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vidual receiving merchandise are: honesty, alertness, sound, Judg-
ment, the ability to organige his routine, and a basic knowledge of
foods. Receiving personnel should be qualified to inspect merchan-
dise to determine that it generally meets the specification standards
gset-forth by operating policies, and standards as to color, sise,
weight, etc. The person responsible for the purchasing function may
do the most careful kind of specification buying, tut if the re-
celving personnel do not check the receipts against the purchasing
specifications, the club is open to considerable loss. To illustrate
this point, one grade of fruit mey be specified for a certain item on
the menm, another grade for a different item. The differential in
price may determine a profit or loss. It is the responsibility of
receiving personnel to check deliveries for damaged cans, shortages
in weight or in number, quelity factors, etc.

The next major consideration involves the actual facilities
and equipment necessary to control the receiving function in a club.
The ideal location for the receiving activity is betwsen the ser-
vice entrance and the space allocated for storage. This location is
desirable because it permits control over the flow of deliveries.
The writer bellieves that the desirable layout lends itself to a con=
timuous flow pattern = Receiving - Storage = Pre-preperation - Pre-
paration - Holding of Hot and Cold Food and, finally, Service. It
has often been stated that an employee cannot perform his Job ef-
fectively if he does not have the proper equipment with which te

carry out his duties. This applies to a system of foed control as
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well as to the industrial situation. The sutomobile mechanic would
not attempt to adjust the timing of an engine without the necessary
equipment. The receiving personnel must have the necessary equipment
and facilities to check food into the club. Weight is of extreme
importance in the receiving of food, a suitable set of accurate
scales is necessary. If dock space is allocated, the scales should
be located close to this area, this permits the receiving clerk to
welght deliveries of meat and produce prior to their being placed in
storage. Scales should be checked frequently for accuracy. Imaccur-
ate scales result in costly errors, arguments, andi loss of payroll
time. There are several types of scales in use; however, the recom-
mended type is the open-face dial type, it can be read by more than
one person at a time, and tends to avoid disputes in readings between
the receiving clerk and purnyor.23

The receiving personnel should be imstructed, possibly by the
mansger himself, regarding the importance of weighing each individual
item. To illustrate this point - at times the receiving clerk may
be tempted to weigh an entire shipment of meat and compare the total
weight rezding esgainst the total om the purveyors invoice. This prac-
tice is 2 poor one. Ten pounds of top sirloin lacking in the delivery
order will not be off-set by an additional ten pounds of short ribs.'
Tach item delivered chould be weighed separately. It is advisable to
tag each piece of meat coming into the club as to weight. It will
prove advantageous at the time the chef prepares it for service. It
eliminates the necessary time required for a second weighing at the

time of preparation.
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It is the responsibility of management to instill in the em~
ployee's mind the importance of this procedure. Lexity in the re-
celving function can prove costly. Concerning the metter of weighing
merchandise, it may be advisable to have the manager inform the
various purveyors that all incoming merchandise mugst be weighed bdefore
the receiving clerk has the authority to sign an invoice. Yor
further emphasis, a notice should be placed at the point of receiving,
stating this particular management policy.

Poor receiving precedures are a common practice = too common
it appears to the writer. In one particular situation, the writer
has seen a purveyor deliver merchandise to a club, leave the order on
the dock without informing the kitchen personnel of the delivery,
take the invoice to the front office for a signature, and leave the
premises. This, in the writer'!s opinion, is poor internal contrel.
The mer.chandise left on the dock was subject to pilferage and immediate
spoilage.

The receiving of merchandise requires specific information con-
cerning the quality of perishable fruits and vegetables. A check
should de made to determine the grade, or quality of the goods re-
ceived which should agree with that indicated on the delivery invoice.
At frequent intervals it is advisable to choose at random, an item
such as a head of lettuce, cut it open and check for rust. Various
fruits should be spot-checked for taste and juice content. When this
procedure is practiced, it may be advisable to have an experienced
individual from the kitchen staff to aid in the final Jjudgment - one
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experienced in quality determination..

' The writer feels that a system of food control, a&s in any
other situation, requires inter—departmental communication. If the
receiving personnel are to perform their function, it becomes im-
portant that personnel know in advance those deliveries which are to
be made to the club. In many instances if a purveyor were to de—
liver items not ordered by the club, he would be paid for them. The
receiving clerk not knowing what he is to receive will approve the
invoice and affix his signature. This situatiom actually occurred
in a club with which the writer is familiar. A delivery was made to
the club, and the invoice was signed by a kitchen employee. When
the invoice reached the bookkeeper'!s hands, it was found that the in-
voice bore the name of a hotel having a name similar to that of the
club. This ies just one case where carelessness led to a weakness in
the control functiom.

To overcome situations like this, it is obvious that there 1is
a need for exchange of 1nformation between the individual doing the
purchasing and the person receiving the merchandise. The individual
considering the purchase requirements in all cases prepares a writtea
list of the items and quantities desires. In some situations this may
not be more than in a memorandum form. %o aid the receiving person-
nel, this 1ist should be arranged on an especially designed form which
could be used when receiving merchandise; however, a poimt of caution
bears mentioning. The receiving personnel should not have access to

invoices or copies of purchase orders showing weights and quantities
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until after recording the actual weights and quantities received.
It would be too simple for the receiving clerk to copy the amounts
from the purchase orders or invoice and omit the weighing or counte
ing. A more detaliled discussion on receiving records will be foumd
further on in this chapter.

Standard receiving specifications aid the receiving personnel
in performing their function = it eliminates guess work on the part
of this individual. Receiving specifications should correspond te
the established purchasing specifications. Once the purchasing spe=
cifications have been determined, it would be adveantageous to have
them prepared in chart-form to be used by the receiving personnel as
a guide. Such a chart would be arranged by item description, grede,
how purchased, and the desired weight or count.

Club operations vary as to sige, and the available personnel
necessary to carry out systems of control; however, every effort
should be made to set up some system of internal coantrol to gnard
against possible losses in the operation of the food department.
Various adaptations can be made from the standard procedures to fit
the particular operation, irrespective of size. In small operations
there is usually not the volume of deliveries to warrant a special
employee having the title of receiving clerk; it is quite possible
that this individual will perform several duties within the organiza-
tion. Club work usually calls for diversity in job assignments, this
is especially true of the smaller operation.

The club manager is usually responsible for all operating de-

partments within the club. If the food department shows a loss for
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any particular period, it is the manager who must account for this
loss or inefficiency. To strengthen the control function, -thewriter
believes, it would be advisable for the menager to take frequent sur-
prise receiving tests. When a periodic check is made, shortages in
weights and counts will be much less frequent; it will tend to keep
the receiving personnel aware of their responsibility. This proced-
ure applies especially to the smaller operation where the steward or
other kitchen personnel are doubling as receiving clerk. Again the
separation of the purchasing snd the receiving functions must be
emphasized. This refers to assigning the duty of checking weights
and counts to some employee in the food department, but a person not
connected with the purchasing function.

Many food operations use a system referred to as bdlind receiv-
ing. The receiving clerk has no access to the invoice or delivery
ticket containing the weight or count of the merchandise ordered.

The receiving clerk receives the purchase memorandum, stating that
certaln items have been ordered; however, weights, quantities and
prices have been omitted. This forces the receiving clerk to weigh
eand count all items being delivered. It would also be desirzble te
have 21l purveyor's invoices and delivery tickets mailed directly to
the bookkeeper's office where comparisons could be made with the re-
ceiving dstea.

The degree of internal control that each operation desires will
determine to what extent these procedures are followed. Much will de-

pend upon the types of individuals employed by the organisation -
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some employees require a closer degree of supervision than do others.
The meneger can do mch to increase the efficiency of his steff.
This is accomplished by pointing out to his staff the importance of
each employees function. By doing thia, an interest is created in
their work and the efficiency of the operation may be greatly im-
proved.

Receiving records of all incoming merchandise should be main-
tained. Various receiving records are utilized; however these re-
cords should be designed to suit the accounting system of any given
operation. Some club operations will use a more detailed accounting
system than others. Basically, the statements and schedules desired
by the membership will determine the type of accounting system used.

The principal methods of record keeplng as applied to the re-
ceiving function are!

1. BReceiving skeet - The recording sheet is primarily designed

for the larger type food operation. It has the advantage
of combining each day's purchases; it is also advantageous
in that it enables a comparison of day to day purchases.
Receiving sheets should be made out in duplicate. Ome
copy is retained by the kitchen staff-gteward or chef -
and one copy should be forwarded to the bookkeeper's
office, to be used in the verification of purchase in-
voloes. “The writer feels that it is important that all
records =~ purchase, receiving, requisitions, issuing,

etc. should be mede out in duplicate. It is a point of

extra precaution, in that a carbon copy can be used when
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checking and verifying verious records. There have been
cases where the original copy has been changed by some
unscrupulous person in the organization. It would be
desirable to spot=check various records for a compari-
son in regards to welghts, quantities and price note-
tions.
2. Indivi&ugl receiving ticketg - receiving tickets are
used as a direct support for each purchase invoice. The
receiving sheet and the receiving ticket contain essen-
tially the same informetion. Both records are not needed.
The receiving ticket is used advantageously in cases where
the purveyor's invoice is sent directly to the book-
keeper?!s office. The following informetion is ususlly
found on the receiving ticket: quantity column, descrip-
tion column, and the price column. Space is also pro-
vided for the purveyor's name, and date of shipment.25
If proper controls are to be emphasized, it is apparent that
some system of recording the receiving of merchandise must be main-
teined. The size of the particular organization and the available
personnel will determine to a great extent the number end types of
records utilized.
Before concluding this chapter a few words should be mentioned
concerning the returning of unsatisfactory merchandise. It is in
this phase of the food operation that the kitchen employees respon~

sible for the receiving function tend to become lax. It requires
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less effort on their part, to accept merchandise that does not quite
meet the purchasing specifications established by management than to
check merchandise in according to set receiving procedures.

Returning questionable merchandige warrsnts these considera-

tions:

1. The reason why merchandise 1s being returned should be
noted on the delivery invoice, receiving sheet and re~
celving ticket.

2. A form requesting credit from the purveyor should be
made out in duplicate and forwarded to the bookkseper's
office for transmittal to the purveyor.

3. The chef or his assistant should be notified of the
merchsndise returned so that any necessary changes can
be made in the menu for that particular day.

This particular consideration warrants the participation of

the manager. It is manasgement's responsibility to see thmt the re-
ceiving personnel understend completely what the acceptance of ques—

tioneble merchandise can meen to the food department.
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Chapter IV

STORAGE PROCEDURES AND CONSIDERATIONS

Storege control has been the subject of considerable contro-
versy, more than the other functions of the food department. The
controversy centers around the question, is the storeroom a necessity?
To answer this question, it 1s important that the definition and ob-
Jectives of a storeroom be understood.

If the storeroom is labeled as being an area where surplus
merchandise is kept, the storeroom, under this term, is not necessary.
Opposed to this, if the storeroom is an area where merchandise stored
is controlled, and the proper procedures are exercised in regards to
the care of perishable products etc., it can, under these terms, dbe
considered a necessary requirement to the food control function.

Vhat is meant by controlled food storage? It is an operation
whereby the accountebility of the store—~keeping personnel for the
merchendise entrusted to them can be determined.26 This procedure is
checked periodicelly, through a physical count of the merchandise. As
a result a determination is made to ascertain what the status of ac-
countability 1s with reference to the merchandise consigned to the
storeroom personnel.

The question is asked = does the storeroom function warrant
such & close control?! A controlled storeroom is another important
phase in the system of food control. To illustrate the importanée of
the storage function = if the club has food sales that average $20,000

per month, the cost of food consumed will be approximately $100,000
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per yea:.27 If this large sum of money is spent for merchandise, it
becomes important to know what happens to it. To neglect this is a
poor business policy.

The use of a properly controlled storage procedures should ac-

complish the following:

l. Management vi;].l have a greater assurance that the merchan-
dise paid for has been delivered. If merchandise is paid
for, tut not received, short#ges are noted in the ao~
countability of the storeroom personnel, or by those as-
signed this particular Job._

2. 1f spoilage memos or requisitions are prepared, they are
a guide as to the care given the merchandise purchasged.

It may also indicate that spoilage is due to overbuying.
If spoilage requisitions are not prepared, it will be
detected in the accountability of merchandise.

3. By the use of storeroom requisitions, a daily food cost
cen be determined.28

In the smaller type operation, simplicity is esssntial, especi-

ally with a high labor cost, as is prevalent today. The main objection
to controlled storsge is the time required to price merchandise be-
fore placing it in storage. To simplify this procedure, it is advan-
tegeous to mark the unit pricelon the items when they are received.
There are still many food operations that are using the price card
system - this procedure is time consuming due to the fact that a

change in the purchase price necessitates 2 change on the price card.
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It i8 also time consuming in that it requires time to locate each
individual card used in the system.

Storege control, as well as the previous controlled functions
discussed, warrants the active participation of top management. Man~-
egement must set the policies and see that adequate control proced-
ures are maintained at all phases of the food control system.

The first procedure to be followed when setting up a system
of storeroom control, is to teke a complete inventory of all stocks
of merchandise, noting quantity, value and their present location in
stozlago. This system will point out such things as "dead Stock®
spoiled items, and in general the adequacy of present storage facil-
jties.

The ideal stock control necessitates one central storeroom
operation, where all types of merchandise utilized by the operation
is stored; however, this will not be the case in most operations.
Most club duildings were originally designed with 1ittle attention
given to adequate storzge space. To overcome this situation, manage-
ment should make a thorough study of the operation to determine suite
able space or spaces for the establishment of storerooms, which will
afford the desirable controls found in a centralized controlled
storeroom.

If this procedure has been adopted, the next step is setting
up par-stocks which will be determined by such factors as consump-
tion, experience, availability of items, purchasing procedures and

general market conditions. The space required for storage facilities
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is to a2 great extent determined by:

1. The type of operation

2. Dollar volume

3. Location to markets

4. BRate of inventory turnover<?

Assuming that previously mentioned controls have been adopted;
standard purchasing procedures and standard receiving procedures -
combining these control factors end putting them into practice should
lead to =n efficient system of control.

It is not the purpose of this document to present a detailed
enalysis of storeroom layout, types of refrigeration, time and tem-
perature relationship as to perishable products, etc.; however, there
are a few basic principles that warrant consideration. Spoilags is an
important consideration when dealing with costly merchandise. To
reduce spoilage to a minimum, it is important that storeroom facili-
ties be well ventilated and not over-heated. High temperatures re-
sult frequently in the destruction of canned goods.

The storeroom should be so designed that sanitation require-
mente do not present a problem. It is advantegeous to have a type of
flooring that will withstand heavy usage; it also is advantagecus to
locate & drein in the center of the room for purposes of draining
after the floor has been thoroughly washed.

Shelving is an important consideration. Shelving is dest con-
structed of steel -~ with adjustable shelves, Yariations as to shelf

heights can be accomplished by the use of this type of shelving.
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It is also advantageous to locate those items most frequently
used nearest the exit door leading to the kitchen. It will simplify
the taking of inventories if the location of various items are in a
relationship to the arrangement of items liested in the inventory books.
This also saves time in locating merchandise.

In the smaller type operation it is a common procedure to
store such items as china, glass and silverware in the same store-
room with items used by the kitchen. If this procedure is practiced,
these items should be under a separate lock and key and none should
be issued except upon properly authorized requisitions.

Control, as applied to spoilage, warrants the close attention
on the part of those persons dealing with the storage function.
Spoilage often occurs due to improper facilities. It is a costly con-
sideration, because the food department has peid for merchandise that
will not produce revemue.

Basically, spoilage is caused by two factors = internal snd
external. Imternal spoilage 1s generally caused by excessively leng
storage periods, improper ventilation, or inappropriate temperatures.
External spoilage is caused by vermin, rodents, leaky pipes, dirt,
dust, broken containers, and et times, outdoor weather conditions.’©

It is the responsibility of manegement to review periodically
all storsge conditions that might be the cause of spoilage, both the
internal and external causes. Inventory positions on all stocks of
merchandise should be checked by management to guard against lmving

slow-moving items turn into "dead stock."
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Storage controls are designed to guard against loss through
pilferage. There are three basic principles that should be practiced
if pilferage control is to be maintained, they are:

l. Xeep the storeroom entrance locked at 2ll times.

2. Safegnard the storeroom key when not in use.

3. Prohibit entrance into the storeroom by unauthorized

persons.’l

If pilferage is to be eliminated it is important that these
basic principles be applied. It is the responsibility of management
to see that employees are following the proper procedures.

Samuel Stahl, president of Master Lock Company, Milwaukese,
Wisconsin, states that management can protect its equipment and
stored property by observing the following rules:

1. Don't make it easy for burglars by relying on so=

called ®gkeleton key" door locks which can be
opened with the simplest burglary tool.

2. Select a protection system that offers the strong-
est burglary resistance. Laminated padlocks with
pin tumbler mechanisms will withstand hammer blows
and provide maximum protection.

3. Use a strong, pinless hings hasp which conceals the
screws, eliminating the danger of anyons getting
around the padlock by sawing through common “eye®
hasgps.

L, Never let padlocks hang open. Attach padlock to a
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chain when not in use during the day. it pre-
vents loiterers from switching padlocks.
5. Keep extra padlocks on hand so that they may
be interchanged periodieally.
Mr. Stahl concludes, from his survey, that the most frequently taken
items are cleaning equipment, tools, food and beverage supplies,
linen supplies, and stored furniture.’2
The third fundamental requirement = the storage function, must
be present. ZIXarlier in this chapter the question was raised as to
whether this particular function was necessary for the operation of
a food department. There have been several criteria applied in the
answer to this question. Because an operation may be small, does
not, in the writer!s opinion, excuse an operation for not having
adequate storage facilities and the necessary control procedures.
Unless procedures are conducted properly, an efficient food depart-

ment is not likely to be achieved.
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Chapter V

ISSUING PROCEDURES AND CONSIDERATIONS

The issuing function is of major importance in the develop-
ment of an efficient system of food control. Those responsible for
issuing should not be responsible for purchasing, receiving, etc.
This applies to the issuing function, as well a8 the previously men-
tioned control procedures. The writer feels that this particular
aspect of internal control cannot be overemphasized. Size is, agzin,
a major factor to the smaller type operation. Usually, the larger
the staff, the easier it becomes to maintain an efficient system of
control.

Since the number of available personnel is limited in the
smaller type operation, the emphasis on control might be the respon-
s8ibllity of some person connected with the front office or possibly
& person working with the bookkeeper. The writer is of the opinion
that this airangement will solve, to & great extent, the problem of
issuing merchandise to the kitchen staff. However, this suggested
arrangement has some definite limitations. KEstablishing the hours
of service that the storerocom is to remain open for issuing merchan-
dise is ons consideration. It is not necessary that this facility
remain open during the entire day and evening. The number of hours
that the storeroom should remain open will be determined by the
sigze and type of food service maintained. It is quite possible that
the chef's production schedule would call for the storeroom to remain

open for a set length of time each morning, and again in the early






-42-

evening hours. In the case of an emergency need, the storeroom
could, in most cases, be opened by contacting the authorized person.
When considering the issuing function, the following questions
varrant consideration:
1. Are adequate records maintained to show what goes
in and what comes out of the storeroom daily?
2. Are adequate records maintained to show the quantity
of food used by the kitchen each day?
3. Are these records put to use = are daily and weekly
comparisons made?
4. Is there an adequate system of inventory mainteined?
5. Are daily requisitions checked against production
gchedules?33
At first thought, the logical disadvantage one concludes
would be that to obtain this informetion would be an excessively time
consuming Job = this is not necessarily the case. To illustrate =
if the menager wishes to maintain a daily food cost, dbut has only
one walk=in refrigerator, a problem exists in that exact records as
to the quantity of meats, etc. taken out of the refrigerator cannot
be maintained. In this case a procedure could be adopted that
would still give a fairly valid daily cost figure. This could be ac-
complished by charging the meat, etc. directly from the invoices to the
days for which it had been ordered. However, if this merchandise was
not entirely consumed that day, a high food cost would be indicated

the first day, but a low one the next day, which in the end tends to
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balance out.3¥ The writer concludes thci this procedure has its ad=
vantages in the smeller club operation. It is a practical procedure
to be used in a situation where the chef and his assistants are pere
mitted to withdraw merchandise from the refrigerator without the
signing of a requisition, or where one individual is not assigned the
responsibility of issuing merchandise.

If food control is to be meintained on a daily basis, it is
essential that all merchandise withirawfrom the storeroom be
properly requisitioned, so that the cost of all issues can be deter-
mined.35 If possible, all items issued out of storage areas should
be issued by requisitions only. Merchandise charged directly to
operations need not be requisitioned, since a record of these costs
can be taken from the receiving sheets. To arrive at the total
amount of merchandise issued, for any particular day, all direct
issues, plus total requisitions should be added, the total will ac-
count for all goods put into production.

The following information should be noted on the requisitions:

1. Types of merchandise desired

2. Quantity desired

3. Grade desired

4. Size, weight, or measure

5. Authorized signature

6. Date
The importance of proper requisitioning procedures cannot be over-

stressed. Requieitions are the major key to reconciling inventories






and consumption.36

If a daily food cost is to be determined, it is essential
that all requisitions be priced. Pricing requisitions could te as-
signed to personnel in the bookkeeping office. As mentioned pre=—
viously, the unit price should be calculated at the time the mer—
chandise is received for storage. The individual unit price should
be marked on each item of merchandise before being placed in store
age. If this procedure is followed, it eliminates the task of cal-
culating the unit prices by the bookkeepers at some later date. BRe-
quisitions simplify the procedure in determining the total cost of
materisls used for any one day. The total cost of all food materi-
als utilized in one day, divided by the total food sales of that
day, represents the day's food cost percentages.3? Calculating
this percentage daily will point out to management when something
is definitely out of proportion in the food operation. At this
point steps cen be teken to correct and prevent loss before it is too
late. The cost percentage 1s also calculated for the accounting
period (usually the month) to date. This cumlative percentage is
possibly of greater value to the food operator than the daily per-
centage, because there is often an overlap from one day to another
due to foods being prepered in advance of use.38

If possible, a running inventory should be kept. The accuracy
of this procedure depends greatly upon the completeness and attention
€iven to requisitioning materials for production. An accurate system

of perpetual inventory requires a requisition for all materials
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issued. A running inventory is caleulated daily by adding the be-
ginning inventory (materials in stock from previous day) the total
value of the material received that day, as determined from the re-~
celving tickets and involces, and subtracting the total of the day's
issues = determined from the various requisition slips for that day.
A physical inventory should be taken periodically, preferably at the
end of the month, and the total value, at cost, compared with the
calculated running or perpetual inventory.’d

In one small operation that the writer hes observed, the fol=-
lowing system was devised to control the issuing of merchandise. The
persons authorized to withdraw merchandise from the storeroom was
lil;lited to the chef and his assistant. No one person was completely
responsible for the issuing function. To facilitate a system where-~
by a record could be kept of all materials withdrawn, a three-ring
binder was kept in the storeroom, 1listing, by name, the materizls
cerried in inventory. The binder was arranged as follows: large
sheets of columnar pax‘nr were used, to the left of the sheet was a
listing of materisls carried in inventory = reading left to right
were columns for the beginning inventory, the weight or number of
un:lts' withdrawn, price per unit or péund withdrawn, a date columm,
and a column for the remaining mumber of units carried in inventory.
Additional purchases of stock were noted im the fifth eolumn. This
gimple procedure enablod‘ mansgement to determine, with reasonable ac-
curacy, the inventory cerried in various items at any particular day,
and the cost of materisls utilized each day. However, this system re-

quired the close cooperation ef the chef = he was required to take
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the time to record each item he withdrew, or a true cost percentage
could not be determined. The writer is of the opinion that this pro-
cedure can be easily adopted to the small club operation where it is
impractical to make one person responsible for the issuing function.

Issuing the older items of merchandise carried in stock be-
fore issuing the new is a practice, which should de followed, but one
that 1s often overlooked. When deliveries are received and checked
in properly, and are to be placed in storage; the older items should
be removed from the shelves, allowing the new merchandise to be
placed to the rear of the shelves. The older merchandise should then
be placed to the front of the newer merchandise. This practice is
referred to in food issuing as *first in = first out." Issuing the
never stock first, and burying the older, can result in spoiled food,
resulting in money loss, either through direct waste or through the
loss of a guest due to dissatisfaction.

If management desires to kmow the food cost percentage, it is
essential that proper issuing procedures be established and followed.
To maintain proper control over the issuing function, it is esseatial
that all merchandigse withdrawn from the storeroom be issued by a
system of requisitioning. The size of the operation will determine
the hours of storeroom service, issuing personnel, and the particalar

method of accounting for merchandise withdrawn.






U=
Chapter VI

PRODUCTION PROCEDURES AND CONSIDERATIONS

In any system of controls, kitchen operation has been the
most difficult.*0 This is principally due to the fact that the daily
fabrication on production requirements consist of many different
items each day, produced in relatively small quantities. %The items
that are prepared vary from day to day and are produced for daily
consumption and not for stock or inventories. Due to these daily
changes it is essential that proper cost data and controls be
achieved. TFood production controls may be defined a s specific pro=
cedures governing the preparation of food to reduce waste and elimi-
nate portion inequalities.tl

Vhen establishing a system for controlled production, the fol=
~lowing are recommended procedures:

1. Planned preparation

2. Standard recipes

3. Standard portion sigzes

Planned preparations, in its simple terms, refers $o the ques-
tion of how mich of each menu item should be prepared. The problem
of determination of demend end gearing production thereto is a basie
problem that faces all food service operators. The demand experience
in memy food operations is determined from the memory of employees,
some who pay very little attention to past experience. As a result,
the quantity of food prepared is greatly in excess of the demand re-

sulting in high cost operations.
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To eliminate, to a great degree, the uncertainties as to the
amounts of food to prepare; a thorough study of sales histories is
advantageous. Harris, Kerr, Forster and Company states that their
experience indicates that a history sales record of the items of-
fered supplies the best practical solution to controlled productiom.
To obtain the desired inf-ormation. a set of cards can be used; how-
ever, cards are not necessary for each item appearing oa the mem.
In many operations, cards are used primarily for the main entries on
the du Jour menus, in others cards are used for the du Jour main
entries plus the more popular a la carte items. The extent to which
itens are covered depends upon the demand experience and the produc—
tion procedures of the operation.*2

The sales history card serves as a basis for determining the
quantities of food items to be prepared. Onos the quantities to be
prepared and the yleld from the merchandise, as purchased, have been
determined, the storeroom issues can be determined and controlled.
It also facilitates, 1f the cost of the items on the memu is known,
the potential cost of that memu. The potential cost can then de
used as a standard for that day with vhich to compare the actual re-
sults. If the actusl cost is i;<;ces| of the standard, a check
should be made of the refrigerators to determine if the high cost is
due to over production; over—prepared food is an excellent indicator.
A check should also be made of the individual requisition slips, or
requisition sheet -~ as mentioned previously, to determine if the

amounts issued from the storeroom correspond to the amounts estimeated






as necessary.

Jﬂ.'he menu presentation, itself, may serve as a sales index.
The number of portions serwved 1s recorded directly on the memm. When
taking a food popularity index, it is important that the test be
carried out for a reasonably long period of time, to ascertain the
true popularity of each menu item.

With these predictions, gained through the use of the sales
forecast, management can closely control the food purchasing, prepara-
tion, and personnel costs. Waste from over-purchasing and over pro=-
duction can be avoided as can difficulties from under-purchasing
and u.nde1~--'prepau'ad:i.on.L*3

The use of standard recipes, or formula cooking, refers to
setting up fixed methods of preparation and fixed product quality.i
Formula cooking substitutes science for the individual Jjudgment of
the chef and permits management to select and train the kitchen per-
sonnel instead of allowing them to develop in a2 haphazard way.

Formla cooking is not a new system of food preparation; it is
one of the oldest operational methods in the food industry. Many
famous European and American food operations, of past years, were
operated by men who were artists in creating disbg‘ g8 that appealed to
discriminating testes. After the dishes and their preparation methods
were developed, these culinary masters would not deviate from the
standard recipe, method of preparation or manner of service. Main-
taining a conaistently high standard is essential to contimual suc-
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The duplication of a mema item requires a quality minded
manager who desires to maintain a constant standard of food prepara=-
tion. This, to a great degree, is accumplished by adhering to the
directions incorporated in the recipe. It would be an exception if
the chef, even after several years of experience, could recall, from
memory, the exact quantities of every recipe. Standardized recipes
that have been tested and approved are of primary importance for
quality in quantity cooking.

The most difficult task of the kitchen supervisor = the chef -
in most cases in a cludb operation, is in teaching his employees te
follow the standard recipe every time.*5 To train the kitchen per-
sonnel to produce superior food, the chef should apply the following:

1. Furnish the cooks with recipes for everything they

prepare on the entire menu.

2. Insist firmly that recipes be followed exactly, in

this way the kitchen personnel are made to realize
each item in a recipe is there for a purpose; each
method is a considered one; each proportion has been
carefully worked out.

3. Practice complete loyalty to the recipes in his own

work.

Standard recipes are of importance in maintaining standards of
quality. Good recipes are those which are written to reflect the
methods and ingredients actually used in the kitchen for which the

recipes are intended.*6 It 1s a mansgement responsidbility that the






chef and the manager cooperate in preparing recipes covering their
own food preparation.

Menu planning could be treated as a complete subject in it-
gelf; however, a few words sbout menus should be considered. Memus
can present a difficult problem to the food operator, especially to
the club manager, where there is the possibility of offering menus
thet tend to become repetitious. This is basically a result of the
closed mewmbership, It is quite possible that the club member will
choose to dine several evenings a week at the club. The commercial
regtaurant, in comparison, may ceter to a changing clientele and will
not, in most cases, encounter the repetition in clientele that the
private club tends to have. To control this problem, it is essential
that a complete change in the menu lsyout be made from time to time.
The writer is quite confident that the success of the food operation
depends, to a great degree, upon the attractiveness of the mem pre-
sentation - which includes a variety of items offered, the highest
in quality of food to be served, and the most efficient service that
can be offered by the individual operation.

The age level of the membership will affect the type of memu
listings that should be presented. The younger set enjoy gay and
unusual wording; the older set employ a simpler wording of the menu
items presented.

The desire of the food service operator is to place before his
guests savory and wholesome food with portions properly sised and

correctly priced for profis; the food portion is an important key to






5o

the food control problem.*7

Portion control, in its end result, rests with the proper size
portion to the guest; however, portion control also deals with regu~
lating the quality, kinds, sizes and weights of the materiels that go
into the finished product. The great majority of food losses occur in
food processing. | To overcome this situation, many food operations
aere utilizing ready-to-serve items. Among these are pre-cut meats,
poultry, seafoods, frozen vegetables, fruits, juices, ready mixed foods
and pre~portioned soups, Juices, jams and jellies; these items lend
themselves to very exact cost control.

As in all previocusly mentioned control procedures, success in
portion control rests with the efficiency of the purchesing, recelv-
ing, storage and issuing functions. Specifications established for
these various functions have been discussed, so will not be repeated
on the subject of portion control. The entire food control system is
dependent upon its various segemenis for its overall success.

Portion control commences with setting the production goal for
the day. This goal is determined by management. A common tendency
of the chef is to over prepare food to protect s2gainst unforeseen in-
crecses in consumption. Over=-production results in leftovers aznd a
higher food cost for the particular day. Through portion planning,
over~production can be reduced. Overcooking and waste in the manue
facturing procese sust also be reduced if portion planning is to be
effective.

Portion planning and control necessitates controlling the
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amount of food that is served in each order. Xach serving of a food
item mst be equal in size and weight. This 18 one of managements
responsibilities « to determine the weight and size of the food item,
and to see that these specifications are followed by the kitchen
personnel. Any deviation from the established portion sige, will, in
the end, result in a higher food cost.

Paul L. H. Heine, manager of the Hotel Brunswick, Lancaster,
Pennsylvania, states that being without portion control in the
restaurant business is like trying to drive sn automobile without a
steering wheel. Portion control assures definite costs from which
he can establish e&n attractively priced menu, and assures his cus-
tomers of uniformity.48

Effective portion control requires the use of a portion con-
trol scale, used in conjunction with meat saws, choppers, slicers,
coffee mills and other pleces of equipment-49 Portion control
scales assure that the portions given to 2 guest are not too large or
too small, which if improperly controlled, can draw adverse comment
from a guest.

The use of a proper proportioning scale facilitates determin-
ing exactly the right amount of each ingredient that goes into the
food items prepared. Such a system eliminates uncertaintities, and a
better product is produced.

Mansgement is responsible for the effective system of portion
control in the kitchen. To aid the chef and other kitchen personnel,

it 1s odvisable to prepare a series of charts for all operations and






=5lim

post them where the kitchen persomnel will have them as a reference.
A chert of this nature should cover the cooking and food preparation
process maintained in the kitchen. The information noted on these
charts should explein, for example, the number of slices that should
be obtained from a cut of a meat of a definite size and type. Xnow=-
irg this would aid in setting the dial on the slicing machine. A
portion control scale should be available to test the slices to
determine that they actually do weigh out to the anticipated weight
that is noted on the portion control chart.

There are several methods used in establishing portion cone
trol for various types of food items. Most widely used are: stand-
erdized scoops, ladles and serving spoons.

Other devices utilized ere slicing machines, as mentioned
above, patty machines that exactly portion ground meats and fish
items, grids 2nd cutters that guide the cutting of pies, cakes and
breeds in uniform sections. There are also sectioners that aid in
the quick portioning of fruit.

Food is portioned in one of three ways:

1. By the unit (for exarple, two slices of bread, two

eges, etc.)

2. By weight (for example, a 3 os. serving of green

beens)

3. By volume (for example, 2 tbs. of tartar sauce or

3 pint of milk)50
Foods that are served by the unit are more easily portioned.

Portion control by weight tends to lend itself to approximations or
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guessing at the weight unless the system is carefully set up. The
more accurate method of portioning is by volume measurements. Pore
tion cups and paper contaeiners offer ome of the most accurate
methods of controlling portion ty volume. The size of the cup or
container selected determines the quantity of food to be served.
The sdvantages realized through a system of portion control
are pumerous, to mention the more important, thgrare:
1. Inventories can be reduced to the food needed for
only a few days. This reduces capital requirements
and 2ids in controlling loss through deterioration.
2. The unit of issuance is only enough food to prepare
the nmumber of portions planned - reduces over-pro-
duction and waste.
3. TFood preperation personnel know exactly how many
slices can be obtained per pound of meat, how many
slices per tumcto, how many slices from a pound of
cheese, etc.
L. Control by top management is8 provided by the system.
Portion control does not mean stinting the guest; it is a
method of elimineting waste and leftovers and of controlling cost.
Only if it is known exactly how much food is going on each
plate, can it be determined the amount to purchase, how much food to
prepare, how much the ready~to-serve food costs, what prices to list
on the menu and how to avoid spoilage, leftovers, early runouts and

the uneven portion siges that annoy the dining room guest.
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Chapter VII
CASE STUDY

COUNTRY CLUB OF LANSING, MICHIGAN

The five functions: Purchasing, Receiving, Storage, Issuing
and Production controls, essenticl to an efficient system of food
control for a club operation have been outlined and discussed in de-
tail. Emplhzslis has been placed on the recommended procedures and
controls; however, due to limitations of the physical plant, the
number of available and trained personnel, and the financial strength
of the individuel operation; the extent to which these essential
procedures are maintained and practiced is something limited.

It was the concern of the writer to conduct a study of a
typicel club operation to determine to what extent these five func-
tions are utilized. Through the cooperation of the management;the
Country Club of lLansing, Michigan, was selected as a typical club
operation having the numerous control problems characterized by this
type of institution.

The Country Club of Lansing, Michigen had a membership total-
ing 585 persons in 1955. This figure included all of the wvarious
type of memberships. In the year 1955 the club grossed $150,000 in
ite food department, which according to the manager, was an exception~
ally prosperous year for this department. The total number of person-
nel employed ranged from 30 employees throughout the winter months,
and as many as 50 employees during the summer months. The writer be-

lieves that this particuler club is a typical operation in reference






~57-

to physical size, number of personnel employed and average volume of
business within the food department to warrant a study of the food
control procedures utilized.

To simplify this study, the writer divided the study into
five functions - Purchasing, Receiving, Storage, Issuing and Produc-
tion controls, as discussed in the body of the text. Each individual
function, as being maintained and controlled at the Country Club of
Lansing was studied. The existing food control procedure was re-
corded and proposed changes in the planning stage were noted.

Reference to top management of this particular club should be
discussed briefly. Both the manager and his assistant are college
trained men in the field of hotel and restaurant management. Both
men are aware of the necessary food control procedures that must be
maintained for an efficient system within their food department.
Much has been done to standardize their food operation; however, there
is a great deal of room for improvement. Management realizes this,
and is constantly working to improve control procedures. Reference
will be made to these planned improvements throughout the study.

Purchasing Procedures - Purchasing of food materials at the

Country Club of Lansing is the responsibility of the assistant manager.
Prior to this arrangement, the chef was responsible for this most
fmportant function. However, it was realized by management that

under this system the club lacked the necessary controls over their
purchases. Under their present system, the assistant manager and the

chef determine the daily requirements.
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Very little "on the market buying" is practiced by this club.
Due to the numercus administrative details for which the assistant
manager is responsible, time does not permit a daily visit to the
loczl produce terminal, where actual market conditions may be anal-
yzed. It was stated by the person interviewed, that the advantages
to this system are realized, and an attempt is being mesde to correct
this situation.

The purchasing procedure at the Country Club of Lansing in-
cludes the request for quotation; forms have been designed for this
purpose. One form is for quotations for beef, pork (fresh and
smoked), veal, lamb and sausage products. A second form is for quo-
tations for fresh vegetables and fresh fruits. The information
noted on the quotation sheets for meats are: Column headings reading
left to right - unit (weight range 7-9# etc.), beef items (rid, loins,
etc.) and going price. The remaining verticel columns list, by name,
the several local sources of supply that stock the various meat items
desired. Space is allocated for the date, and the total amount of
meats purchased. The quotation sheets utilized for purchasing fresh
fruits and vegetables is very similar to that used in quoting meat
prices. The information noted on this sheet reads as follows: verti-
cal columns reading left to right - unit (case, basket, etc.), pack
(pounds, count, etc.) and the 1listing of vegetable and fruit items.
The remaining vertical ecolumns list, by name, the several sources of
supply that stock the fruit or vegetable items desired. The remain-
ing space on this quotation sheet 1s i1dentical to the meat quotation

sheet. The quotation sheet serves as one method in determining cost,
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in line with present market conditions. When merchandise is needed
by the chef, a telephone call is placed to each purveyor that is
listed on the quotation sheet. The purveyor quotes the price at which
he is selling his merchandise, if management is interested in this
price, a notation is made on the quotation sheet. This procedure is
followed with each purveyor that is listed on the club's quotation
sheet. The interviewee stzted that under their system of purchasing,
they purchase by price, which must be consistent with quality. It
was stated by the interviewee that, over the past years, the wvarious
purveyors supplying the Country Club, are definitely aware of the
desired quality that must be present if the merchandise is to be ao-
ceptable to the opersation. This same procedure is maintained when
purchasing meat items.

The writer found no system of specifications being maintained
and utilized &t the club. Judgment, &8 to quality standards, rests
with the person responsible for the purchaesing function. It was
stated that "specification buying is a matter of formality®™ and is
not practiced. To a lesser degree, the quotation sheets serve as a
gulde to purchasing quality merchandise.

The experience of the person responsible for the purchesing
function is the determining factor, as to the quantities that shall
be purchased. A scientific relationship as to supply and demand is
not, in a true sense, maintained. Tke writer believes that a consider-
able amount of unnecessary purchasing, is the result of following

this procedure. Inventories tend to be too large for the actual
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requirenents of the operation. An excess aumount of cash is also
tied up in inventories, that are not producing revenue.

Long range plans are directed toward establishing set pur-
chasing specifications. The numerous administrative problems that
are the responsibility of the essistant manager, do not, at this time,
permit specifications to be utilized. However, since the purchasing
responsibility now rests with the assistant mansger, a definite
trerd toward controlling this function is visible.

Receiving Procedures - Receiving functions are the responsi-

tility of both the chef, and the assistant manager. The writer be~

lieves thet the receiving procedures maintained at the cludb are wezak
in terms of internal control. This statement is made because of the
following points:

1. Incoming deliveries are not received under favorable con-
ditions. Dock spece is not available for receiving merchandise. At
times, merchandise is placed in storage without being properly
checked as to (a) proper weight, (b) proper trim, (c) for proper
wrapping and packaging.

2. Receiving specifications have not been established. The
purchese order is made out in single copy, onr no specific form, and
is not readily available to the chef if he is required to check mer-
chandise into the club. Hence he has no way of knowing the quantity,
specified quality, and other conditions that apply to the incoming
shipment. There is no form, specificelly designed to record purchase

orders.
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3. A further weakness is noted in the system of checking-in
merchandise. Merchandise received, is checked egainst the delivery
invoice, which lists the items in the delivery-ecmounts, weights, and
prices. This is a poor policy; it is too easy not to weigh the
items and check against the billed weight for the proper weight and
simply epprove the delivery. A receiving sheet should be maintained
for this purpose; however, it is not utilized in this particuler
operation. Details concerning the recommended receiving sheet, were
noted in chapter 3 page 31.

Under a situation such as the writer has described, there is
no method wheredy a discrepancy in the delivery invoice can be dis—
puted. Without the proper records on which to note this informetion,
it becomes difficult to prove to the purveyor that an error has been
made in a deliverye.

In this particuler operation; the use of a standard purchas=
ing form, on which all purchases have been recorded, would serve a2
definite purpose 28 & guide for receiving personnel. Effective
conmunication must be present = receiving personnel must know the
types of merchandise, and from whom he is to receive merchandise for
any particular delivery.

Meat items are checked for their proper weights; however, no
record is kept of the weight on delivery. Meat tags are not util-
ized; hence each piece of meat must be weighed twice before final
preparation.

Storage Procedures - Avallable storage space is limited. Tais

is primarily due to the location of the storage areas. A walk-in
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refrigerator, and facilities for dry storage are located in the base-
ment of the building. The physical structure of the building pro-
hivits storage in any other location witain the building. Realizing
this, management has recently completed an addition to the dry stor-
age facility, increasing the space available for the storage of dry
goods.

Tae responsibility of the storage control function lies with
the assistant manager. He is responsible for placing the merchan-
dise in storage, pricing individual units, stock arrangements, record
keeping, and the general cleanliness of the storage facilities.

Management control over the storeroom is difficult, due to
the decentralized storzge facilities. As mentioned, dry goods,
fresh fruits, vegetables, and meat items are stored at the basement
level. Dry goods sre stored in one section; the produce and meat
refrigerators are located et a separate basement level. Frozen
fruits, vegetables, meats, etc. are placed in a deep freeze adjacent
to the kitchen, which is located on the first floor. When merchan-
dise 18 received, it must first be separated as to frozen products,
produce, dry goods, and meats. All produce, dry goods and meats
must be transported by hand to the bzsement level, where this merchan~
dise is temporarily stored, until the merchandise is transported by
hand to the kitchen for final preperation.

Storeroom shelving is constructed of wood. Shelves are at-
tached in a permanent position and can not be adjusted to various

sigze containers.
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The writer believes that the storeroom ventilation is inade-
quate, wiich could quite possibly result in spoiled merchandise. No
system for ventileting this facility was visible.

Sections of the storeroom flooring are constructed of a semi-
hard clay-like material. This type of flooring does not permit
thorough cleaning aond presents general maintenance problems.

The system of price marking is maintained as each shipment is
received into the storeroom; the price is marked on each individual
unit. This unit price is then available for use in pricing issues.

It was stated, by the assistant manager, that frozen produce
mist be purchased in half-case lots, due to inadequate storage fa-
cilities. This situation is also presented when purchasing staple
articles. It is a definite disadvantage to an operation to purchase
merchandise in half-case lots; a considerable savings is realized if
merchandise is purchased by the full case.

The question was presented in the body of the text, as to
whether a storeroom was a necessity in a club type operation. This
question was presented to the person interviewed; the question re-—
ceived a positive answer. Although there are apparent weaknesses
to the system, which the writer studied, it was noted thet a definite
emphasig hes been placed on the improvement of the storage control
function, within certain physical limitations.

Issuing Procedures - Under the organizational structure of

this particular club, the assistant manager is responsible for the

overall issuing function; however, he is not the sole individual
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permitted to withdraw merchandise from the storeroom. The chef, in-
cluding his assistents, are permitted to withdraw merchandise.

A daily requisition sheet is maintained at the exit of the
storeroom for recording items withdrawn from storage. This is simply
a plain sheet of stationery on which the record is mede. It is the
indivlidual responsibility of the person withdrawing merchandise to
record each item he withdraws; he must record the item, amounts,
weights, etc. and the individual unit cost. Although this procedure
has definite limitations, it is probably the best solution to be uti-
lized under this particular type of operation, where there is a lack
of personnel qualified to perform the sole function of issuing mer—
chandise. If a true food cost percentage is to be determined, it is
essential that all merchandise be requisitioned and accounted for.
When a cost percentage is calculated, & set percentage is allocated
for the possibility of error in recording merchandise withdrawn. It
is manogement's belief that this system gives a falrly accurate pic-
ture of their food cost percentage.

A like system is maintained when meats, fresh fruits, vege-
tables a2nd frozen products are withdrawn from storage for production.
Separate requisition sheets are maintained for recording this classi-
fication of produce. The most difficult to control, is the issuing
of frozen products from the deep freezers. Kitchen personnel, during
peak production periods, will withdraw these products without meking
a note of it on the requisition shaet; maintained for this purpose.
This, in turn, creates problems in relation to accurage inventories,

and systematic purchasing.
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Standard hours of storeroom service are not maintained. The
storeroom is opened in the morning by the mznager, or his assistant,
and remains open until the evening meal is prepared. The storeroom
and refrigerators are locked between the hours of service.

Merchandise utilized in the production process is determined
by calculating the daily requisition sheets listing the merchandise
withdrawn. No separate record is maintained by the kitchen person—-
nel as to materials actually utilized in the preparatiorn of menmu
itenms.

A delly summary of food cost is calculated by the assistant
nanager. The figures listed permit daily, weekly and monthly com-
parisons.

A perpetual inventory is maintained; reductions in stock are
determined daily, from the sheet used to record items withdrawn. A
physical inventory is taken at the end of each month, and the total
value, at cost, is compared with the calculated rﬁnning or perpetual
inventory.

The "first in - first out" system of issuing merchandise is
maintained. A description of this procedure is made in chapter 5 =
Issuing Procedures and Considerations.

Production Controls - Of the five major functions under con-

sideration and studied, production controls appeared, to the writer,

to receive the least attention. In any system of food control, this

particular function is of essential importance to an efficient system
of food control.

One point should be clarified. The manzgement responsible for
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this operation is aware of the importance in maintaining various
forms of production controls, such as planned preparation, standard
recipes and standard portion size; however, it was stated that the
necessary equipment and persomnnel required to maintain this degree
of control, are not available at the present time.

The experience of the menager and his chef, determine to a
great degree, the amount of food that is to bde prepared. It was
expressed that previous requirements, as to items prepared, deter-
nines the production schedule. However, one positive reference is
utilized; a food count is determined and calculated by the manager
at frequent intervals = this consists of a food popularity index.
A special form has been designed to record this information. A
notation is made of the monia, day, and year. A 1list of all mem
items, appearing on the menu, for any one particular day, are
listed on this form end the total mumber of servings is marked op-
posite the listed menu item. This procedure is always followed on
special occasions, such as Easter Sundsy, Mother's Day, etc. The
figures obtained for Easter Sunday of 1955 were utilized as a guide
for the purchasing requirements and production requirements for
Easter Sunday of 1956. It was stated that the results of this pro=
cedure proved very satisfactory in gearing purchasing and preparation
requirements.

The use of standard recipes, or formula cooking, is a rela-
tively nev procedure that is in the infant stage in respect to this

particular operation. Actually, very little use is made of the
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standard recipe. Recipes are followed in the preparation of new menu
items. The desire of management, is to provide standard recipes for
ell items appearing on the menu. At present, the skill and experience
of the chef is the basis for a quality éroduct.

The edvantages realized to a system of portion control are
numerous; however, they are mot applied to any great degree in the
operation of this food department. Portion size is determined,
largely, by the dining room hostess. It was stated that she deter-
mined the acceptability of the prepared items before they enter the
dining room. She determines the zcceptability of the portion size,
as served to the guest. The writer believes that people do not under-
stand clearly, the meaning of the term = portion control. This term
is discussed in chapter 5 = Production Controls énd Considerations.

The mem: presentation appeared very favorable. A cycle memm
is used, which aids in a variety of menu items offered to the guest.
New menu items are featured, and presented on a trial basis; if ac-~
ceptable, they are used throughout the cycle memu pattern.

SUMMARY
) The favorable and unfavorable characteristics of the food con-
trol system, maintained'at the Country Clud of Lansing, will be out-
lined, and 2 recommended procedure, 2s applied to the operation will
be presented.
Purchesing Procedures
Unfavorable

1. Lack a thorough study of present market conditions.
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It is advantageous to visit the local produce

markets = determine what the market has to offer.

2. Over reliance on a system of buying by quotation.
3. VWritten purchasing specifications are not maintained.
L. A scientific approach to purchasing in the proper
quantities is not maintained = over - purchasing
is the end result.
5. Inventory turnover - no definite relationship as
to recommended turnover for this type of operation.
6. No permenent record of items purchased is maintained.
Favorable
1. Purchasing is the responsibility of top management.
2. Price must be consistent with quality merchandise.
3. Use of the quotation sheet.
4. Purchase quality merchandise.

Receiving Procedures

Unfavorable

1. Inadequate receiving area = no dock space.

2. Greater emphasis should be placed on proper receiving
routine - equipment for receiving.

3. Do not utilize charts showing specifications for
guidance in receiving merchandise.

L4, A permanent record of merchandise received, listing

qualities, weights, and cost is not maintained.

Lack of effective commnication between purchasing
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and receiving personnel.

Meat tags are not used at time of receiving meat

deliveries. (recording weights)

7. Excessive materials handling.

8. Merchandise is checked, only ageinst the purveyor's
invoice.

Favorable

1. Be#ponsibility of top management.

Storage Procedures
Unfavorable

1.

Required storage space is limited (inadequate deep

freeze facilities)

2. De-centralized storage arees.

3. Excessive materials handling.

4. Inedequate shelving.

5. Maintenance problem.

6. Inadequate ventilation.

7. Pilferage control is difficult to maintain.
Favorable

1. Responsibility of top management.

2. Advantageous system of price marking.

3. Storage facilities (presence of, and continuous im-

provement of this control function)

Issuing Procedures
Unfavorable

1-

Inadequate requisitioning procedures.
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System does not facilitate an accurate calculation of
a daily food cost percentage.

Standard hours of storeroom service not maintained.
Records are not maintained by the kitchen personnel
relative to the merchandise actually utilized ia the
preparation process.

Excessive materials handling.

Merchandise subject to pilferage.

Frozen foods control difficult to maintain.

Possible improvement relative to inventory control.

(Turnover factor)

9. Daily requisition sheet is not checked against pro=-
duction schedules.

Favorable

1. Responsibility of top manegement.

Utilization of a requisition sheet (continuous im-
provement relative to this control procedure. )
Comparative figures are maintained.

Physical inventory carried out on a monthly basis.

"First in - First out" system of issulng merchan-

dise is meintained.

Production Procedures

Dnfavorable
1. BRequired equipment to maintaln production controls

are not utiliged.

2. Inadequate procedures relative %o planned preparation.
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3. Standard recipes, or formula cooking, are not maine
tained for 211 food items to be prepared.

L. The extent to which portion control procedures are
maintained is very limited.

5. Over production as an end result.

Favorable

1. Responsibility of top manAagement.

2. System of utilizing a food count, or popularity index.

3. Attractive menu presentation —~ use of a cycle menu.
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Chapter VIII

RECOMMENDATIONS RELATIVE TO A SYSTEM OF FOOD CONTROL
PROCEDURES AS APPLIED TO THE COUNTEY CLUB
OF LANSING, MICHIGAN

The purpose of this study hes been to investigate methods of

control for food operation in clubs, and to study procedures em=

ployed. A detailed study has been made of a typical club operation

outlining the present control procedures being maintained. The un-

favorable, as well as favorable control procedures have been

sighted.

The final presentation will outline & procedure of controls

applied to the Country Club of Lansing, Michigan. These control pro=

cedures have been designed, keeping in mind the limitatioans previously

discussed. Recommendations will be approached considering the five
control procedures «~ Purchesing, Receiving, Storage, Issuing and Pro-
duction.

Purchasing Procedures

1. Maintain the purchasing function as a2 management re-
sponsibility. TFor purposes of internal control,
this system is most advantageous. However, the chef

should be well informed as to proper purchasing

routine.

2. Develop a scientific approach to the purchesing

function. Pre-purchasing considerations warrant
attention. The writer bellieves that a system pf

placing standing orders has been maintained in the
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past. This system should be strengthened with a
definite purchesing routine. Pzast sales records
should be compiled and sales averages established
for each day of the week for each month of the
year. On this basis, flexible "standing orders"
could be utilized. A relationship of supply and
demand should be developed. Scheduling of purchases
should be maintained to meet the requirements of
deily menus, and purchase of other items in units
and quantities sufficient only to meet the demand
for a reasonable period of time. It is advanta~
geous to prepare a list of food purchases by

groups, such o8 meat, poultry, seafood, fresh fruits
and vegetables, etc. At the end of the month, a

sub total of the items listed should be made, divided
by the totzl of the entire group, will give 2 per—
centage of item purchases to total purchases. These
percentzges will establish & pattern, or purchase
routine.

A thorough study should be undertcken of all avail-
able markets. 1Is price alwzsys consistent with quale
ity? This can be determined, only, if a study is
made of the present merket conditioms.

Establish end maintain a written purchasing specifi-
cation guide. The use of a quotation sheet is not

sufficient to purchesing quality merchandise. A set
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of 3x5 index cards should be developed, listing
the specifications as developed by the experience
of the assistant, who is responsible for the pur—
chaging function. In his absence, these specifica-
tions are avellable to the person not familiar with
the purchasing routine.

A purchzse order should be written, on an especielly
designed férm which will serve as a permesnent re-
cord. Such e form should include the dete of pur~
chese, purveyor'’s name, the items ordered, weight,
count, pack, grzde, etc. This record would serve

a8 a guide when receiving merchandise.

Periodic snalysis, on the part of top mansgement, to
determine the extent to which purchasing controls are
being maintained and utilized. Rapid advances in

food technology, will, at frequent intervals neces~-

sitete a change in the purchasing routine.

Receiving Procedures

1.

Maintein the receiving function as a management resron-
8ibility. However, the chef, and his assistant

should be given the resronsibility and the techniques
relative to a proper receiving routine.

Establish and maintein a written receiving specifice~
tions guide. BReceiving specifications should corres—
pond to the written purchasing specifications.

Establish a proper receiving routine. Incoming
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merchandise should te checked for proper weights,
counts, quality standerds, 2nd other established
purchasing specificetions.

Invoices should be mailed directly to the accounte
ing office. This procedure forces the receiving
personnel to weigh each shipment of merchandise re-
celved.

Esteblish end meintain 2 permenent receiving sheet.
All merchendise received is entered on the receive
ing sheet, listing the necessary information rela-
tive to each shipment.

Develop a system of effective commnication. The
chef and his assistant must be informed of incoming
deliveries.

Delivery of meat items should be tagged with the
proper information. The date received, dealers

name, type of cut, weight, and price per pound should
be listed.

Storege Procedure

1-

Esteblish and meintalin a systematized procedure to
guard egainst losses through pilfering and/or spoil-
age. To sccomplish this, definite hours of store~
room service should be introduced. When not in ser-
vice, the storeroom entrance should be locked; safe-

guard the storeroom keys when not in use; prohibit
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entrance into the storeroom by unauthorized per-
sons. Designate the chef, and his assistant as the
two persons authorized to withdraw merchandise.
Take & complete inventory of all resent stocks of
merchandise, noting quantity, value and their pre=
sent location in storage. This, combined with a
revised approach to purchesing merchandise, should
indicate items of "dead stock® and the inventory
turnover factor. BReduce the purchasing of slew
moving items to a minimum. Xstablish a systemetigzed
procedure, utilizing par—stocks, based on such fac=
tors as consumption, experience, availability of
iteme, purchasing procedures and general market con-
ditions.

Allocate additionel storage space, and equipment
necessary to handle larger stocks of frozen foods.
The initial cost of this equipment, would in time,
be offset by the savings realized through proper
purchesing procedures. (Purchasing in case-lots)
Establish and maintain a permanent record by item
classification of all merchandise placed into stor-
age. This record would be utilized also as a requ-
sition sheet for recording the withdrawal of mere
chandise. (Separate sheets for each function could

be made by the use of a carbon sheet.)
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Mzintain the present system of pricing merchandise

a8 it is placed in the storeroom.

Issuing Procedure

1.

L"o

Establish and maintain scheduled hours thet merchan-
dise may be withdrawn. This éystem would permit
keeping the storeroom locked when not in service.
Authorize only key departmental personnel to with-
draw merchandise.

Establish and mazintain a printed form, listing by
item classification, the items carried in stock.
(This form could be a duplicate of the form used to
record merchandise placed in storage) Information
recorded on this form should be: weight or mumber
of units withdrawn, price per unit or pound with-
drawn, and a2 signzture of the person withdrawing
the merchandise.

Under the recommended procedure, a perpetual inven-
tory is easily mainteined. The total number of
items withdrawn subtracted from the beginning ine
ventory, will give the totel items withdrawn for any
particular day.

The daily requisition sheet should be checked ageinst
production schedules, to ascertain the actual amount
of merchendise being utilized in the preparation

process,
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Maintain the "first in ~ first out®™ system of issuing
merchandise.

Maintain the issuing function es a management respon=-
8ibility. 1In the arrangement, where one indivi&ual
is not totally responsible for issuing, it is essen-
tial that frequent checks be made by mansgement, to
determine the extent to which the established con-
trols are being maintained.

A physical inventory should be taken periodically,
preferably at the end of the month, and the total
value, at cost, compared with the calculated running

or perpetual lnventory.

Production Controls

1.

Determine demand and gear production thereto. A
thorough menu analysis should be made to determine
the popularity index of various menu items. This
procedure will serve as a guide for production of
various menu items. It will also aid in a systematic
approach to the purchasing function. This procedure
should be carried out for a long enough period of
time, to ascertain the true popularity of the memm
items.

Develop and utilize a set of standard recipes for all
major food items prepared. Standard recipes establish

fixed methods of preparation and fixed product quality.
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3. Develop a2 systematic procedure relative to a systems
of portion control. Determine the production sched=-
ule on a daily basis; through portion planning, over-
production should be reduced. Equipment necessary to
maintain a system of portion control should be
utilized. The basic equipment being: & portion
control scale, standardized scoops,.ladles and
serving spoons. Purchasing ready to serve items
should be considered on a trial basis, until their
acceptance has been determined.

4. PFrequent checks by management to determine the extent
to which production control procedures are being
maintained and utilized.

The writer has presented the basic control procedures that are
essential to the proposed system of food control as applied to the
Country Club of Lansing, Michigan. The apparent size of the operation
necessitates that systematic control procedures be maintained.

Although several of the proposed control procedures introduce
new methods and systems; the writer feels that the initial study and
time required to introduce the recommended procedures will be offset
in the future by an improvement in the overall efficiency of the op~-
eration of the food department. Once these procedures have been es—

tablished they will become routine and an integral part of the opera-

tion.
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