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Preface

More than 70 years have passed since the first edition of this text
appeared in print. Introduction to Foodservice (then titled Foodservice in
Institutions) was first published in 1938. In each edition, the authors have
been committed to presenting the basic principles of foodservice man-
agement, which can be applied to all types of foodservice organizations.
This eleventh edition continues to give comprehensive coverage of all
aspects of foodservice management in one single volume.

The early editions reflected the distinct difference that existed between
commercial or profit-seeking organizations and noncommercial or institu-
tional (on-site) not-for-profit foodservice operations. Special emphasis
was given to on-site foodservices: schools and colleges, hospitals and
healthcare facilities, and in-plant or industrial foodservices.

In recent years, a philosophical change has taken place—first gradu-
ally, then dramatically—in the management of many not-for-profit, on-
site foodservices. With rising healthcare costs and the pressures of
healthcare reform, for example, hospitals have become more financially
competitive in order to succeed and remain in business. Not-for-profit
cost centers, such as patient meal services, exist alongside retail profit
centers, such as cafeterias, vending, and coffee bars, in hospitals.
Schools, too, are under pressure to implement self-sustaining Child
Nutrition Programs by offering revenue-generating options such as a la
carte lines and catering services. Today, most foodservices strive for
some margin of profit and make less of a distinction between the two
types of foodservice. In response to these changes, the title of this book
was changed with the seventh edition to Introduction to Foodservice. In
this edition, foodservices that are part of an organization, such as a
health system or school (on-site foodservice), continue to be the main
focus of this text.

Although the concentration is still on basic principles, this edition also
reflects the impact of current social, economic, technological, and political
factors on foodservice operations. Examples and illustrations reflect both
noncommercial and commercial applications.

FEATU RES

An indicator of a good education is the ability of the learner to adapt
knowledge to various situations in professional practice. It is not always
in the best interest of an organization to “go by the book.” A thoughtful
learner considers how material would be applied and how the applica-
tion would change under various situations. In other words, the student
needs to learn how to transfer knowledge.

XV
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Preface

We have integrated a number of teaching concepts aimed at helping the
reader make the transition from textbook to practice. Each chapter includes a
number of practice-based situations and scenarios to illustrate the variations
among individual foodservices. In addition, each chapter ends with “Application
of Chapter Concepts,” which describes how the contents of the chapter are
applied in a real, on-site foodservice operation. The foodservice for Mercy
Health Systems in Janesville, Wisconsin, is our featured operation. Following the
narrative, readers will find several “Critical Thinking Questions” written specifi-
cally to allow them to reflect on the material presented in the chapter from an
applied perspective.

In addition, the text includes the following:

e The discussion of the systems model has been expanded in Chapter 2 and is then
reintroduced in each chapter.

e Because the culinary side of on-site foodservice becomes increasingly important
each year, more focus is placed on food.

e Each chapter concludes with a Summary and print and online References.

e Review questions at the end of each chapter pinpoint the important concepts and
serve as a study review and test for the reader, ensuring that the more important
information is learned. Critical Thinking Questions challenge the student to think
conceptually in applying the concepts to real-world situations.

e The appendices, “Principles of Basic Cooking” and “Foodservice Equipment,”
provide additional, detailed information.

e A running glossary set in the margins defines and clearly explains some of the key
terms unique to this field of study. These terms are shown in boldface type.

We expect users to also supplement their reading with current journals, trade mag-
azines, and research reports, as well as attend seminars, exhibits, conventions, and
trade shows to keep themselves up-to-date.

Throughout this edition, the material has been updated and revised to reflect
current trends and practices. For example, the latest in processing technology
is discussed in the chapters on food safety, purchasing, and foodservice
equipment. Many new photographs and illustrations are included. In addition,
some chapter titles now incorporate new terminology to better reflect the sub-
ject matter.

ORGANIZATION OF THIS EDITION

Although it is unlikely that two instructors would organize the subject matter of this
course in exactly the same way, we believe that the information in this text is
presented in a logical sequence. First, the foundation is laid, then the fundamentals
are presented. Next, the technical operations and facilities are discussed so that
students will understand what is to be managed. Finally the presentation of man-
agement techniques follows.



Introduction to Foodservice is divided into five major parts. Part 1, “The
Foundations,” provides an overview. Chapter 1 gives a chronological review of
the history of food and foodservice organizations ending with the status of
the industry today, factors affecting its growth, current trends, and the chal-
lenges facing the industry. Chapter 2 includes an expanded discussion of the
systems approach to management and describes types of current foodservice
operations.

Part 2, “The Fundamentals,” includes chapters on food safety; cleaning, sanitation,
and safety; and menu planning. In Part 3, “The Operational Functions,” each chapter
discusses a function-by-function description of a foodservice operation. These
functions include purchasing; receiving, storage, and inventory; production; and ser-
vice. Each chapter includes factors that influence the management of that operational
function.

Part 4, “The Facilities,” is a three-chapter unit that focuses on the design of the
operational facilities, equipment, and environmental issues relevant to foodservice
operations. Part 5, “The Management Functions,” provides the reader with
the basic knowledge to manage all of the operational functions of a foodservice.
Chapter 13 covers the design and management of organizations. It is followed by
comprehensive chapters on leadership and human resource management. The unit
concludes with chapters on performance improvement, accounting procedures,
and marketing.

COURSES FOR WHICH THIS TEXT IS SUITABLE

Although colleges may use this material in a sequence different from that presented
here, the subject matter itself is appropriate for courses that include the following
(with these or similar titles):

e Introduction to Foodservice Management

e Quantity Food Production

e Purchasing for Foodservices (both food and equipment)
e Organization and Management of Foodservices

e Facility Design and Equipment Arrangement

e Foodservice Accounting/Financial Management

e Food Protection and Safety

e Menu Planning for Foodservices

e Foodservice Marketing and Merchandising

We hope that this revised edition of a classic text continues to meet the needs,
as it has in the past, of the current generation of students who are preparing to
become administrative dietetics professionals or foodservice managers. We hope,
too, that faculty members will find Introduction to Foodservice, Eleventh Edition,
a helpful guide and that foodservice managers will use it as a ready reference in
their work.

Preface

XV
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Part 1

The Foundations

The first McDonald’s hamburger stand opened in San Bernardino in 1948 (front
piece). There are now over 32,000 McDonald’s worldwide. This is just one of many
success stories in the foodservice industry. Where did it all start? To talk about the his-
tory of foodservice, we must first start with the history of food. Did you ever wonder
what was served for dinner in a prehistoric cave? Or, how the early presidents dined
in the White House? What the pioneers ate on their stagecoach treks to the West? Who
invented Jell-O® and why? The history of food is fascinating, ever evolving, and a mir-
ror of the social and economic times of the world in which we live. Because food is
the product of the foodservice industry, the food timeline shown in Figure 1.1 is an
important way with which to begin our discussion of the foodservice industry.
Compare the variety of foods available just 100 years ago (Figs. 1.2 to 1.5) to that
sold today. The dramatic increase in both fresh and processed foods may be attrib-
uted to those who work in the foodservice industry. Perhaps no other industry is as
pervasive and touches the lives of all of us on a daily basis as the foodservice indus-
try. Those employed in the industry—from research and development scientists,
food technologists, farmers, processors, manufacturers, distributors, suppliers, and
truckers to those who work in office, plant, and school cafeterias, hotels, hospitals,

17,000 BC prehistoric food and diet (water, salt, shellfish and fish,
eggs, rice)

16,000 BC emmer grain and einkorn grain

10,000 BC agriculture begins (bread and beer)

9,000 BC sheep and goats

8,000 BC apples and lentils

7,000 BC pork, beans, walnuts

6,500 BC cattle domestication

6,000 BC wine, cheese, maize, spelt, dates, broccoli, chickpeas, and
lettuce

5,000 BC chilies, olive oil, cucumbers, squash, avocadoes, taro, potatoes

4,000 BC grapes, citron, citrus fruits, watermelon, popcorn, chicken
domestication

3,000 BC butter, palm oil, barley, peas, carrots, onions, garlic, spices,
figs, soybeans, tea

2,000 BC radishes, purslane, marshmallows, liquorice, carob

1,500 BC peanuts, chocolate, horseradish

1,000 BC pickles, peaches

900 BC tomatillos

850 BC celery

600 BC cabbage

500 BC sausage and artichokes

490 BC pastries, appetizers, pasta, macaroni

400 BC garden cress, beets, bananas

200 BC asparagus

1st century AD rice pudding, chestnuts, flan, cheesecake, haggis, French toast,
omelets, strawberries, raspberries, capers, turnips, kale, ice
cream, challah bread

2nd century sushi

3rd century lemons, tofu

5th century pretzels

Figure 1.1 Afood timeline.



Chapter 1 The Foodservice Industry

6th century eggplant

7th century spinach

9th century coffee, cod

10th century loquats

11th century baklava, filo, corned beef, lychees

12th century breadfruit, okra

13th century ravioli, lasagna, pancakes, waffles, hamburgers

14th century kebabs, kiwi fruit, limes, gingerbread

15th century coconuts, Roquefort cheese, pork and beans, hot dogs,
pineapples, marmalade

16th century pecans, papayas, cashews, Brussels sprouts, kohlrabi

17th century shortbread, cornbread, hominy doughnuts, coffee cake, cream
puffs, eclairs, bagels, rum, croissants

18th century French fries, muffins, crackers, tapioca, casseroles, mayonnaise,
tartar sauce, sandwiches, soda water, lollipops

1853 potato chips

1869 Campbell’'s Condensed soup®

1872 Blackjack chewing gum®

1874 Ice cream sodas

1876 Premium soda crackers (later Saltines)®, Hires Root Beer®

1881 Pillsbury flour®

1886 Coca-Cola®

1888 Log Cabin syrup®

1889 Calumet Baking Powder®, McCormick spices®

1890 Knox gelatin®, Lipton tea®, peanut butter

1891 Fig Newtons®, Quaker Oats®, Del Monte®

1893 Cream of Wheat®, Good and Plenty®, Juicy Fruit gum®

1894 chili powder, Hershey bars®, Sen-Sen®

1896 shredded coconut, Triscuits®, Cracker Jacks®, Tootsie Rolls®

1897 Grape Nuts®, Jell-O®

1898 Graham Crackers®, shredded wheat

1899 Wesson 0il®

1900s Chiclets gum®, cotton candy, instant coffee

1910s Crisco®, Oreos®, fortune cookies, French dip sandwich

1920s Wonder bread®, Wheaties®, frozen foods, Kool-Aid®, po’boy
sandwiches, Gerber’s baby food®

1930s Bisquick®, tacos, Fritos®, Spam®, Krispy Kreme®, Kraft maca-
roni and cheese®} canned sodas

1940s M&Ms®, Cheerios®, corn dogs, nachos, cake mixes, loco
moco, Whoppers®, chicken fried steak, seedless watermelon

1950s American Tex-Mex, TV dinners, ranch dressing, smoothies,
instant pudding, beefalo, Rice-a-Roni®, E tickets

1960s buffalo wings, Gatorade®

1970s Egg Beaters®, Jelly Bellies®, Egg McMuffin®

1980s Yukon gold potatoes, spaghetti squash

1990s FlavrSavr tomatoes

2000s tear-free onions, breath strips, dipping chocolate, nutritionally
balanced candy bars, all-natural juice drinks, flavored whipped
toppings, Life Saver minis®, Oreos with chocolate creme
filling®, energy drinks—and currently being considered: french
fries with beef and cheese injected to simulate a cheeseburger
taste, the McGriddle®

Figu re 1.1 Continued



6 Part 1 The Foundations

Figure 1.2 Van Camp’s Boston Baked Pork and

Beans Ad.

Source: Ladies’” Home Journal (May 1898), p. 23.

Foodservice industry
All establishments where
food is served outside of
the home

correctional facilities, military, and in-flight foodservice—can be very proud of the
invaluable service they provide to us.

The statistics underscore the size and scope of the industry. Ranked number one
among private sector employers, foodservice directly employs more than 12.5 million
people. One third of all adults in the United States have worked in the foodservice
industry at some time during their lives. Foodservice is the largest employer of eth-
nic groups, minorities, women, workers with disabilities, and entry-level workers.
The millions of jobs provided and created by the industry, the training and teaching
of responsibility and skills, and the opportunities provided to develop self-esteem
and for promotion to management and ownership combine to make this industry an
exciting, rewarding, and dynamic career choice.

There are over 925,000 foodservice locations in the United States, with sales over
$511 billion annually. Almost 54 billion meals are eaten in restaurants and school
and work cafeterias each year. The restaurant industry’s share of the food dollar was
25 percent in 1955, compared with 47.5 percent today. The National Restaurant
Association Fact Sheet describes the magnitude of this industry (Fig. 1.6).

Today the foodservice industry is defined in its broadest sense to mean all estab-
lishments where food is regularly served outside the home. Such establishments
include formal restaurants, hotel or motel and department store dining rooms, coffee
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. Always
Ready
Soups

Always just what you want when you
want delicately flavored, deliciously
seasoned ‘‘ stocky’’ soups.

Tomato, Beef, Vegetable, Chicken,
Mock Turtle, Ox Tail, Consomme,
Chicken Gumbo-Okra
Put up in convenient ten-cent can,
enough for six portions—ready to serve

by adding boiling water.
New Booklet—yours for postal
Be sure you get ** White Label Concentrated Soups

Packed only by

ARMOUR PACKING CO.

DEPARTMENT®
Kansas City, Mo., U. 5. A.
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Figure 1.3  Armour Packing
Company Ad for Always Ready
Soups.
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shops, family restaurants, specialty and ethnic restaurants, and fast-food outlets.
Foodservices that are operated in schools, colleges, and universities; hospitals,
nursing homes, and other health care settings; recreational facilities; transportation
companies; the military; correctional facilities; office buildings and plants; conve-
nience stores, supermarkets, service delis, and department stores; and community
centers and retirement residences are also included.

The history and development of organizations within the foodservice industry
presented in this chapter are intended to give the reader a perspective on, and an
appreciation for, foodservices today. The background information should be of spe-
cial interest to those who already are, or are preparing to become, managers of
foodservice operations.

Why study the history of the industry? As George Santayana so wisely said,
“Those who cannot remember the past are condemned to repeat it.” History not
only can provide people with an opportunity to learn from past mistakes, but also
can show which of the seeds that were sown blossomed into successes and why.

The systems approach to management is introduced in Chapter 2. This concept is
based on the idea that complex organizations are made up of interdependent parts
(subsystems) that interact in ways to achieve common goals. Application of the sys-
tems concept is made to foodservice organizations, beginning in this chapter and
continuing in each of the subsequent chapters of the book.



8 Part 1 The Foundations

Figure 1.4 “A Breakfast for 2 Cents in 5 Minutes.”

Ralston/Purina Mills Ad.

Source: Ladies’” Home Journal (July 1899), p. 32.

Managers face decisions about how to organize foodservice departments for the
efficient procurement, production, distribution, and service of their food and meals.
Many options are available based on the type of food purchased, where the food is
prepared in relation to where it is served, the time span between preparation and
service, and the amount and kind of personnel and equipment required.

Foodservices with similar characteristics are grouped as particular types of pro-
duction or operating systems. Each of the four types of foodservice operating sys-
tems found in the United States today is described with its identifying features,
advantages, and disadvantages. The typical foodservice organizations that use each
type are also identified. This description should provide a basis for managers to
decide on the type of operation suitable for a particular situation.

The information in the succeeding chapters is basic to the successful operation of all
types of foodservices, whatever their philosophies and objectives. Despite the numer-
ous types of foodservices in operation in the United States today, the fact that they are
more alike than they are different should be emphasized. All are concerned with pro-
viding good, safe food to meet the specific needs and desires of people served outside
the home and to operate in a financially sound manner. In Part 1, the stage is set by
providing the reader with a picture of the history of the foodservice industry and its
current status and trends, followed by a discussion of the systems approach and the
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Figure 1.5 Van Camp’s Macaroni and Cheese Ad.
Source: Ladies” Home Journal (July 1899), p. 48.
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various types of foodservice production systems in use today. The fundamental aspects
of managing a foodservice are presented in Part 2, including the critically important
topics of food safety, Hazard Analysis and Critical Control Point (HACCP), cleaning,
sanitation, safety, and the menu. The technical aspects of operating a foodservice
are discussed in Part 3. These include purchasing, receiving, storage, inventory,
production, and service. The focus of Part 4 is management of the physical facilities,
including design and layout, equipment and furnishings, energy conservation, solid
waste management, and environmental safety. In the final section, the organization
and management of foodservice operations are discussed. Although the authors
believe that the sequence is a logical one in which to study foodservice, each chapter
is designed to stand alone; therefore chapters may be read in any order.

KEY CONCEPTS

1. Religious orders, royal households, colleges, and inns were among the earliest
organizations to practice quantity food production.

2. Advances in the fields of microbiology, physics, and industrial engineering led
to improvements in how food is produced.
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(This item omitted from WebBook edition)

Figure 1.6 NRA Fact Sheet.

Source: Courtesy of National Restaurant Association.

3. Innovative and visionary pioneers of the commercial foodservice sector introduced
many new foods and concepts that continue to enjoy widespread use today.

4. Several pieces of key legislation have affected school foodservice programs in
the past and continue to do so today.
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EARLY HISTORY OF FOODSERVICE ORGANIZATIONS

Well Run Kitchens Appear in Europe. Foodservice organizations in the United
States today have become an accepted way of life, and we tend to regard them as
relatively recent innovations. However, they have their roots in the habits and cus-
toms that characterize our civilization and predate the Middle Ages (Fig. 1.7).
Certain phases of foodservice operations reached a well organized form as early as
feudal times in countries that have exerted the most influence on the development
of American food habits and customs: Great Britain, France, Germany, and Sweden.
In each of those countries, partaking of food was a social event in which the entire
family, and often guests, shared. There was no withdrawal for eating that character-
izes the customs of certain peoples, no religious beliefs barring participation in
eating meals with others. The economic level of the country and the type of food
eaten also fostered the need to serve food to groups. Instead of the few grains of
parched wheat or corn, the bowl of rice, or a bit of raw fruit that satisfied some
races, these people ate meat or a variety of other protein foods from various
sources. Because meat and other protein foods could not be transported without
danger of spoilage, immediate food production in well established kitchens and
with good supervision was required. These countries, then, have contributed to the
evolution of the foodservice industry.

Some of the types of foodservices that existed long ago are contrasted in this
chapter with their present-day counterparts. Although in medieval times religious
orders, royal households, colleges, and inns were the most prevalent types of orga-
nizations in which quantity food production was the rule, other types of foodservice
organizations and their development are also considered. These include clubs and

Figure 1.7 Ancient Roman kitchen.
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other social organizations, schools, the military, correctional facilities, hospitals and
health care facilities, cafeterias for employees in industrial plants or offices, retire-
ment homes and residences for other groups of people, restaurants, and transporta-
tion companies.

Religious Orders

Religious orders and royal households were among the earliest practitioners of
quantity food production, and although these foodservices were far different from
those we know today, each has made a contribution to the way in which present-
day foodservice is practiced.

Abbeys that dotted the countryside, particularly in England, not only served the
numerous brethren of the order, but also thousands of pilgrims who flocked there
to worship. The space provided for food preparation indicates the scope of their
foodservice operations (Fig. 1.8). At Canterbury Abbey, a favorite site of innumer-
able pilgrimages, the kitchen measures 45 feet wide.

Records show that the food preparation carried out by the abbey brethren
reached a much higher standard than food served in the inns at that time. The vows
the brothers took did not diminish their appreciation for good food. Food was
grown on the abbey’s grounds, and lay contributions were provided liberally for the
institution’s table. The strong sense of stewardship in the abbeys led to the estab-
lishment of a detailed accounting system. These records showed that a specified per
capita per diem food allowance was in effect, thus creating an effective early day
cost accounting system.

Figure 1.8 Twelfth-century double octagonal kitchen of Fontevraud Abbey, Val-de-Loire,
France.
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Royal and Noble Households

The royal household with its hundreds of retainers and the households of nobles,
often numbering as many as 150 to 250 persons, also necessitated an efficient food-
service. The differing degrees of rank resulted in different food allowances within
these groups. In providing for these various needs, strict cost accounting was neces-
sary, and here, perhaps, marks the beginning of the present-day scientific foodser-
vice cost accounting. The cost record most often cited is the Northumberland
Household Book. For this household of more than 140 persons, ten different daily
breakfasts were recorded, the best for the earl and his lady, the poorest for the low-
est worker or scullion. A similar range is presumed for the other meals. There were
often two kitchens. The cuisine de bouche provided food for the monarch, the prin-
cipal courtiers, officials and their immediate servants; the cuisine de commun pre-
pared food for everyone else. Unless an important banquet was being prepared, the
two kitchens probably produced similar food. In the castle kitchen, the cook and his
staff turned the meat (pork, beef, mutton, poultry, or game) on a spit and prepared
stews and soups in great iron cauldrons hung over the fire on a hook and chain that
could be raised and lowered to regulate the temperature (Figs. 1.9 and 1.10).
Almost all of the kitchen staff were male. A woman’s place was certainly not in
the kitchen. Even though there is no official record of female kitchen staff before
1620, a few women certainly worked as ale wives, hen wives, and the like. Because
labor was cheap and readily available, a large staff of male workers was employed
to prepare the food. Rank was evident in the division of labor. The head cook might
wear a gold chain over handsome clothing and present his culinary creations to his
employer in person. The pastry cook and the meat cook did not rate as high, but
they were esteemed for their contributions. The average scullion often had scarcely

Figure 1.9 A royal barbeque at Stirling Castle in Scotland.
Picture courtesy of Kathleen Watkins, Norwich, England.
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Figure 1.10 Stews and soups cooked in great iron cauldrons.
Picture courtesy of Kathleen Watkins, Norwich, England.

a rag to wear and received broken bread and the privilege of sleeping on the hearth
through the chilly winter nights as his wage (Fig. 1.11).

The diet of the royal household was very largely dependent on meat and, during
Lent, on fish. Many castles had their own gardens that provided fresh vegetables,
herbs, and fruit. The gardener often received no pay unless he was able to produce
sufficient fruits and vegetables.

The present-day foodservice manager would be appalled by the kitchens in these
medieval households in their disregard for sanitary standards in food storage,
preparation, and handling. A clutter of supplies, which overflowed from inadequate
table and shelf space to the wooden plank floors and was handled by children and
nosed by dogs, commonly comprised the background for the preparation of elabo-
rate creations for the table (Figs. 1.12 and 1.13).

As time passed, discovery of the causes of food spoilage led to improved practices in
food storage and in food preparation in these noble households. Advances in the
understanding of the laws of physics resulted in the replacement of open hearths with
iron stoves and many refinements to the kitchen equipment (Figs. 1.14, 1.15, 1.16 and
1.17). A more convenient equipment arrangement led to a reduction in the number of
workers required, helping to relieve disorder and confusion. Employees’ dress changed
to show some regard for the tasks they performed by becoming more practical.

The United States has no equivalent of these royal households. However, the
White House, as the president’s residence, is one site of official entertainment in this
country. Whereas the feasts of the royal households in the past were of “formidable
proportions,” observers have noted that the White House kitchen staff could pre-
pare anything from “an egg to an ox.” The White House kitchen of 110 years ago is
shown in Figure 1.18. It had four gas ovens and two hotel-size gas ranges. In that
era, a state diplomatic dinner at the White House included seven courses, each with
many accompaniments. The present trend is toward simplification of menu patterns
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Figure 1.11 A kitchen worker brings in chicken
for preparation.
Picture courtesy of Kathleen Watkins, Norwich, England.

even for more formal occasions, which is in harmony with current American food
consumption habits. The 1975 White House kitchen is shown in Figure 1.19, and
the White House State Dining Room is shown in Figure 1.20. Both these rooms are
designed for efficient use of space. Equipment in the kitchen has been chosen and
placed to maximize productivity.

Notable among the other early foodservices were inns, taverns, and hostels which
were established by European colleges. From these, the foodservices in schools and
colleges, hospitals and other health care facilities, and retirement communities, as
well as the wide variety of commercial and industrial foodservices as we know them
today, have evolved.

DEVELOPMENT OF PRESENT-DAY FOODSERVICES

Restaurants

The Impact of Travel. Historically, the evolution of public eating places was
stimulated by people’s desire to travel, for both spiritual enrichment and com-
mercial gain. Religious pilgrimages played an important role in establishing the
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Figure 1.12 Bread ready to bake in the castle’s oven.
Picture courtesy of Kathleen Watkins, Norwich, England.

inns of France and England (Fig. 1.21). Merchants traveling from country to
country to buy or sell their wares also created the need for places to stop for
food and rest. These early inns and taverns were perhaps the forerunners of our
present restaurants. Many of them, however, were primitive and poorly orga-
nized and administered. The literature of the time describes unsanitary condi-
tions under which food was prepared and served, monotonous menus, and poor
service.

Stagecoach Travel in Colonial America. Tedious at best, stagecoach travel cre-
ated the need for inns where travelers could rest and eat. These inns were much
like those in England, but proprietors gave more attention to pleasing the
guests. Many inns were family enterprises located in somewhat remote areas.
The food offered was the same as that for the family: plain, hearty, and ample.
In urban centers during the early decades of the nineteenth century, hotels and
inns presented extremely extensive and elaborate menus to attract guests to
their facilities. Because revenues from these meals frequently did not cover
preparation costs, the bar and lodging income was needed to make up the
deficit.

Hotel Foodservice. Introduction of the European hotel plan, which separated the
charges for room and board, and later the 2 la carte foodservice, were steps toward
a rational foodservice in hotels. Through these measures, much of the waste that
characterized their foodservice was abolished, leading to the possibility that hotel
and inn foodservice could be self-supporting. This led proprietors to establish food-
services separate and distinct from lodging facilities.
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Figure 1.13 Fish and fowl stored in baskets
on the floor.

Picture courtesy of Kathleen Watkins, Norwich, England.

French Cook Shops. The origin of the restaurant concept, however, has been traced
to the cook shops of France. They were licensed to prepare ragofts, or stews, to be
eaten on the premises or taken to inns or homes for consumption. The shops had
écriteau, or menus, posted on the wall or by the door to whet the interest of the
passerby. The story goes that one Boulanger, a bouillon maker, added a meat dish
with a sauce to his menu, contending that this was not a ragott and, therefore, did not
violate the rights of the traiteurs, or restaurant-keepers. In the legal battle that fol-
lowed, the French lawmakers sustained his point, and his new business was legalized
as a restaurant. The word restaurant comes from the French verb restaurer, which
means “to restore” or “to refresh.” It is said that the earliest restaurants had this Latin
inscription over their doorway: Venite ad me qui stomacho laoratis et ego restaurabo
vos—Come to me all whose stomachs cry out in anguish, and I shall restore you!

Cafeterias Born During the 1849 Gold Rush. The cafeteria was a further step in
the simplification of restaurant foodservices. This style of self-service came into
being during the Gold Rush days of 1849 when the “forty-niners” demanded speedy
service. Regarded as an American innovation, its popularity extended throughout
the United States. Today, commercial cafeterias still represent an important part of
the foodservice industry.
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Figure 1.14 Windsor Castle kitchen, 1816.

Automats Appear in 1902 and the Hamburger in 1904. Another innovative
foodservice was the automat, first opened in Philadelphia in 1902 by Horn and
Hardart. Patterned after a “waiterless” restaurant in Berlin, it combined features
of a cafeteria with those of vending. Individual food items were displayed in
coin-operated window cases from which customers made their selections. This
“nickel-in-a-slot” eatery provided good food and high standards of sanitation for
nearly 50 years, drawing customers from every walk of life. For many people, it
became a haven, especially during the Great Depression years, beginning with
the stock market crash in 1929, the years of the automat’s greatest success. After
World War II, the automat’s popularity declined as a more affluent society sought
greater sophistication in dining. Competition with other types of foodservice
became intense.

Hamburgers are believed to have been served first at the St. Louis World Fair in
1904. This “innovative” sandwich later became the main menu staple of the fast
food industry. In 1919, the first A & W root beer stand was opened by Roy Allen and
Frank Wright, pioneers of the franchise concept in the foodservice industry. At one
time, they had more than 2,500 units; most were franchised.

The Impact of Prohibition. The passage of the Volstead Act in 1920, the Eighteenth
Amendment to the Constitution, which prohibited the manufacture, sale, and distri-
bution of alcoholic beverages in the United States, had a major and lasting impact
on commercial foodservice. With the loss of alcohol in the menu mix, everyone
began to get serious about the food served. Concerned restaurateurs gathered in
Kansas City, Missouri, and founded the National Restaurant Association (NRA).
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Figure 1.15 These 1826 kichen facilities and equipment at the Royal Pavilion
in Brighton, England, were considered superb for the time.

Photographs reproduced with the kind permission of the Royal Pavilion, Libraries & Museums, Brighton
& Hove, U.K.

Many landmark establishments went bankrupt while, at the same time, a new breed
of operation was spawned—the speakeasy. Two of the most famous “speaks,” the
Coconut Grove in Los Angeles and New York’s “21” club, became known not only
for the bootleg liquor served, but for the quality of food as well. The legendary
Musso-Franks Grill was founded during this time and is shown in a 1928 picture
(Fig. 1.22); and, since it is still in operation, as it appears today (Fig. 1.23).

The Impact of the Automobile (Figs. 1.24 and 1.25). As mass quantities of automo-
biles hit the roads, what is considered to be one of America’s first drive-in restaurants,
the Pig Stand, was opened on the Dallas—Fort Worth Highway in 1921 by J. G. Kirby,
a candy and tobacco wholesaler. Service at the barbecue-themed Pig Stand was pro-
vided by waitresses who jumped up on the protruding running boards of the automo-
biles—hence they became known as carhops. The same year, Billy Ingram and Walter
Anderson started their White Castle operation with a $700 investment. They sold bite-
size hamburgers for 5¢ each. Ingram was a pioneer of many fast-food concepts still in
use today, such as strict product consistency, unit cleanliness, coupon discounts, heat-
resistant cartons for carryout orders, and folding paper napkins.

Soda Fountains and Coffee Shops (Fig. 1.26). During the 1920s and 1930s, restau-
rants evolved from being luxuries to necessities. Perhaps no one took better advan-
tage of the growing popularity of automobile transportation than Howard Dearing
Johnson of Wollaston, Massachusetts. In 1925, Johnson took a bankrupt pharmacy
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Figure 1.16 Contrivances are shown for roasting,
boiling, baking, stewing, frying, steaming, heating hot
plates, hot closets, and steam baths in the Royal
Pavilion Great Kitchen.

Photographs reproduced with the kind permission of the
Royal Pavilion, Libraries & Museums, Brighton & Hove, U.K.

in Quincy, Massachusetts, and converted it into a soda fountain serving a trio of ice
cream flavors he had developed. After expanding his menu to include such quick-
service items as hamburgers and hot dogs, Johnson set his sights on opening more
units. Without the capital to do this, he decided to franchise. By 1940, he had 100
franchises and 28 ice cream flavors.

Alice and Willard Start Marriott Corp. At approximately the same time that John-
son was watching traffic on the highway, a 26-year-old from Utah was watching
pedestrian traffic in Washington, D.C., on a hot July day. J. Willard Marriott saw that
the thirsty masses had no place to go for a cold drink. With a $3,000 investment he
and his future wife, Alice, opened a nine-seat A & W root beer stand that grossed
$16,000 the first year. This was the beginning of the Marriott Corporation, currently
a multi-billion dollar foodservice and lodging empire (Fig. 1.27).

The Repeal of Prohibition in 1933. The repeal of Prohibition helped to boost
fine dining restaurants and deluxe supper clubs featuring live entertainment.
Theme restaurants with fun, but outrageous, gimmicks often thrived. Trader Vic’s,
Romanoff’s, Chasen’s, El Morocco, Lawry’s Prime Rib, The Brown Derby, and The
Pump Room were among those that became the haunts of the rich and famous
(Fig. 1.28).



Figure 1.17 The kitchen and dining room of the seventeenth-century Saint Fargeau
Castle in Burgundy, France.

Figure 1.18 1898 White House kitchen.
Reproduced from the Collections, Prints and Photographs Division, Library of Congress.
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Figure 1.19 1975 White House kitchen.
Reproduced from the Collections, Prints and Photograph Division, Library of Congress.
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Figure 1.20 White House State Dining Room set for formal service.

Copyright © White House Historical Association. Photograph by George F. Mobley, National
Geographic Society.



Figure 1.21 Kitchen with Gothic fireplace with dual hearth and mechanical spit (1698)
in Hotel Dieu, Beaune, France.

(This item omitted from WebBook edition)

Figure 1.22 Musso-Franks Grill in Hollywood in 1928.
Photograph by hollywoodphotographs.com.
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(This item omitted from WebBook edition)

Figure 1.23 Musso & Frank Grill in Hollywood as it looks today.
Photograph by hollywoodphotographs.com.

(This item omitted from WebBook edition)

Figure 1.24 Carpenter’s Drive In at Sunset and Vine in 1932.
Photograph by hollywoodphotographs.com.
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Figure 1.25 1948 Drive-in service by a car hop at Hot Shoppes.

Photograph from Ollie Atkins Photograph Collection, George Mason University Archives.

(This item omitted from WebBook edition)

Figure 1.26 Dining at Schwab’s Drug Store soda fountain in 1945.
Photograph by hollywoodphotographs.com.
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Figure 1.27 Anearly A & W Root Beer Barrel Stand
in California.

Fast Food Gets Its Start in 1941. Meanwhile at the other end of the dining spec-
trum, in July 1941 a former bakery delivery man in Los Angeles secured a hot-dog
cart with $15 cash and a $311 loan against his Plymouth automobile. Carl N. Karcher
made $14.75 on his first day in business. The hot-dog cart evolved into a drive-in
barbecue joint and then a quick-service operation featuring hamburgers and chicken

Figure 1.28 The original Brown
Derby restaurant.
N. d. California Historical Society Archives.

(This item omitted from WebBook edition)
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sandwiches. Some 50 years later, the Carl’s Jr. chain would ring up $640 million in
sales and number 640 units. Carl Karcher contributed air conditioning, carpeting,
piped-in music, automatic charbroilers, salad bars, nutritional guides, and all-you-
can-drink beverage bars to the fast-food concept.

McDonald’s Arrives. While this was going on, the face of fast food was being
changed forever just 50 miles east of Los Angeles in the then-sleepy little town of
San Bernardino. Brothers Mo and Dick McDonald had opened a 600-square-foot
facility that violated a basic rule of restaurant design by exposing the entire
kitchen to the public. The 25-item menu generated $200,000 in annual sales.
Twenty carhops were needed to service the 125-car parking lot. But, faced with
increasing competition and the constant turnover of carhops, the brothers made
the dramatic decision to eliminate the carhops, close the restaurant, convert to
walk-up windows, and lower the hamburger price from 30¢ to 15¢. After a few
months of adjustment, annual sales jumped to $300,000. By 1961, the McDonalds
had sold 500 million hamburgers, and they sold the company to Ray Kroc
for $2.7 million. Today, McDonald’s has about 32,000 units spread over 119
countries serving 50 million customers each day with annual sales of more than
$40 billion.

1950s Bring Coffee Shops. Spinoffs from the McDonalds’ concept included Taco
Bell, Burger King, and Kentucky Fried Chicken (now KFC), each with similar suc-
cess stories. In the 1950s, coffee shops began to proliferate, particularly in Southern
California. Tiny Nayler’s, Ships, Denny’s, and the International House of Pancakes
(now THOP) had their beginnings during this time. The Good Humor Man was a
favorite in every neighborhood starting in 1949. Ice cream was peddled from bicy-
cles and then vans playing a well recognized tune (Fig. 1.29). In New England in
1950, an industrial caterer named William Rosenburg opened a doughnut shop fea-
turing 52 varieties of doughnuts and Dunkin’ Donuts was born. In the late 1950s,
pizza moved from being served in mom-and-pop, family-run eateries to the fast-
food arena. Pizza Hut opened in 1958 and was followed within a few years by
Domino’s and Little Caesar’s.

The Innovative Marketing of the ’60s and ’70s. Innovative marketing concepts
were introduced in the 1960s in new chains such as T.G.I. Friday’s, Arby’s, Sub-
way, Steak and Ale, Victoria Station, Cork 'n’ Cleaver, Black Angus, Red Lobster,
and Wendy’s. The 1970s were marked by the conflict in Vietnam, the rising
popularity of ethnic foods, television shows featuring cooking instruction,
women entering foodservice management and back-of-the-house executive
positions, some interest in health foods and vegetarianism, and the beginnings of
California cuisine.

Economic Downturn of the ’80s. The 1980s were both good and bad for the
restaurant industry. On the positive side, progress was made with environmental and
solid-waste proposals and health and nutrition mandates. On the negative side, poor
economic conditions led to unbridled expansion, over-leveraged buyouts, employee
buyouts, a rash of Chapter 11 bankruptcy filings, system-wide restructurings,
downsizing, and job layoffs. General Mills opened its Olive Garden chain in 1982
and China Coast in 1990. PepsiCo Inc. acquired Taco Bell, Pizza Hut, and Kentucky
Fried Chicken to make it an industry powerhouse.

27
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(This item omitted from WebBook edition)

Figure 1.29 The Good Humor Man in 1949,
Photograph from Ollie Atkins Photograph Collection, George Mason University Archives.

Casualties of the 1980s included Sambo’s, Flakey Jake’s, and D-Lites of America.
Some believe that government regulations passed during this decade have been the
most harmful since Prohibition. Meal deductibility was reduced to 80 percent
from 100 percent, the FICA tax-on-tips mandate was instituted, and the Americans
with Disabilities Act and the Family Leave Bill went into effect.

Concerns of the "90s and Beyond. Value wars, environmental concerns over packag-
ing waste, and the public’s increasing interest in nutrition and freshness are all issues
that have been faced by the industry in the recent past. Operators have responded in
various ways to each challenge by offering low-price loss leaders, reducing packag-
ing, and offering lower fat, healthier alternatives prepared in front of customers.

Impact of the Baby Boom Generation. Perhaps the post-World War IT baby boom
generation and the resulting population bulge have influenced the growth of the
foodservice industry as much as any other factor in recent years. As this generation
raised on fast food matures, it continues to seek more sophisticated fast-food dining.
Many foodservice trends that seemed to be new at the time are in reality, as Wood-
man (1984) said, “One more repeat in a cyclic phenomenon, wrapped up in a new
language and viewed by a new generation.”

Colleges and Universities

Providing meals and rooms for college and university students has been the custom
for many years. However, responsibility for the kinds of services offered and the
administration of these living situations has changed considerably during the years.
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Twelfth-Century Hostels. From the twelfth century through the Middle Ages at
European colleges and universities, hostels were the accepted arrangement for stu-
dent living. On the continent, students managed these hostels. At Oxford, England,
however, hostels were endowed to provide board and lodging for students unable
to pay these costs for themselves. At least to some degree, the university managed
these endowed hostels—a policy that continues today.

Colonial Residence Halls. Colonial colleges in the United States provided resi-
dence halls with dining rooms for all students. Administrators, generally clergymen,
were responsible for their operation. They dispatched their duties prayerfully and
thriftily—not always with student approval! Later, with an interest in and, hence, a
shift toward German educational procedures, which did not include housing as
a school responsibility, some colleges lost interest in student living situations.
As a result, sororities and fraternities without faculty supervision assumed the feed-
ing and housing of large groups of students. In many cases, this also led to the
problem of providing adequate diets for all students.

Twentieth-Century Changes. The twentieth century has witnessed many changes
in college and university foodservices in the United States. A shift occurred from the
laissez-faire policy of early day administrators to a very strict one in the late nine-
teenth century. Until World War II, colleges provided separate dining halls for men
and women. Not only did students have their dietary needs satisfied, but they were
also trained in the “social graces.” Seated table service with students serving in rota-
tion as hostess or host and as waiter or waitress was the accepted procedure in
many residence hall dining rooms. Although this service may still be found in some
colleges and universities today, it is the exception rather than the rule.

Cafeteria Service. Gradually, with the influx of GI students into American schools
of higher education after World War II, the more formal seated service and leisurely
dining gave way to the speedy informality of cafeteria service. This service style
makes it possible to meet student demands for greater menu variety and to cater to
the food preferences of various ethnic groups that make up the student body. Also,
with coeducational residences and dining halls now commonly found on the col-
lege campus, the dietary requirements of both men and women in the same dining
hall can be met by cafeteria or self-service. Student food habits have also changed
as a result of today’s concern for physical fitness and weight control. Foodservice
managers have attempted to comply with this need through suitable menu selec-
tions. For example, salad bars, pasta bars, potato bars, and vegetarian bars are stan-
dard in most campus dining halls.

Other Trends in Residence Hall Dining. Residence hall dining now offers longer
hours of service, fewer restrictions on the number of services allowed, and greater
flexibility in board plans, including a “pay as you eat” plan, rather than having to
pay a set rate in advance.

In addition to residence hall dining, a diversity of other campus foodservices is a
familiar pattern today. Student union buildings have, for example, set up creative
and innovative units catering to students’ changing food interests and demands.
Commercial fast-food companies have been a major competitor for student patron-
age in many college towns. Some universities have contracted with these compa-
nies to set up and operate one of their food units on campus.
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Management of college and university foodservices is usually under the direction
of well qualified foodservice managers employed directly by the university or by a
contract foodservice company. Both plans are found in colleges today.

The use of college and university dining facilities as laboratories for foodservice
management classes is a common practice. Undoubtedly, this has helped establish
high requirements for foodservice directors on such campuses. Directing the stu-
dents’ laboratory experiences and the work of numerous part-time student employ-
ees presents unique situations not common in other types of foodservice
organizations.

School Foodservice

1849—Early Beginnings. The history of school foodservice is inevitably a part of
the larger story of the rapid development of public education. As reforms stemming
from the Industrial Revolution began to free society from the supposed necessity of
child labor, unemployment among children of school age increased, and public
concern with education soon became evident. To encourage school attendance,
parents and civic-minded townspeople in some European countries banded
together to provide low-cost school lunches. It is reported that canteens for school-
children were established in France in 1849 and that, in 1865, French novelist Victor
Hugo started school feeding in England by providing children from a nearby school
with hot lunches at his home in exile. At some time between these dates, school

Figure 1.30 Children preparing their hot school lunch in the schoolroom in 1938
in Franklin County, Massachusetts.
Photograph courtesy of USDA.
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foodservice began in the United States. The Children’s Aid Society of New York City
opened an industrial school in 1853, in an effort to persuade children from the
slums to seek “instruction in industry and mental training,” and offered food to all
who came.

1900s—Knowledge of Nutrition. Beginning in the early 1900s, growing knowledge
of nutrition placed an emphasis on the importance of wise food selection and the need
for nourishing school lunches at little or no cost to the students. Under the notable
leadership of Ellen H. Richards, the Boston school committee passed an order that
“only such food as was approved by them should be sold in the city schoolhouses.”
Figure 1.30 shows children preparing their hot school lunch in a schoolroom.
Figure 1.31 shows an early day school lunchroom. At about this time, other individuals
concerned with child welfare sponsored similar developments in several urban cen-
ters, and the two decades that followed brought significant developments in the school
lunchroom movement throughout the country. Although the program was imple-
mented most rapidly in large cities where sustaining organizations and concerned lead-
ers were prevalent, the cause of rural children was also championed by such groups as
the Extension Service and PTA councils. Improving the nutrition of schoolchildren
through adequate foodservices in schools was the goal (Figs. 1.32 and 1.33).

Impact of the World Wars. World Wars T and II again brought into focus the need
for improved nutrition among young people because so many were rejected from
the military for reasons related to faulty nutrition. Concern was expressed for the
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Figure 1.31 Children paid 1 cent daily for this hot meal made up primarily of food from

the surplus commodities program in 1941 in Taos, NM.
Photograph courtesy of USDA.
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(This item omitted from WebBook edition)

Figure 1.32 Preparation for a school lunch in an early day institutional kitchen
in the United States.

Reprinted by permission of School Food Service Journal. The American School Food Service Association,
Denver, Colorado, 1986.

future health of the nation if such a trend continued. As a direct result, the first
federal legislation designed to assist and direct school foodservices was enacted in
1933. This provided loans enabling communities to pay labor costs for the
preparation and service of lunches in schools. In 1935, additional assistance came
when the federal government was authorized to donate surplus farm commodities
to schools. With these aids, a noon meal became a common part of school activities.

Impact of Major Legislation. The major legislation governing the school lunch
program, however, was the National School Lunch Act of 1946 (Public Law 79-390).
Through this act, funds were appropriated “as may be necessary to safeguard the
health and well-being of the nation’s children, and to encourage the domestic con-
sumption of nutritious agricultural commodities and other food by assisting the
states through grants in aid and other means, in providing an adequate supply of
funds and other facilities for the establishment, maintenance, operation and expan-
sion of non-profit school lunch programs.” States were required to supplement fed-
eral funding as set forth in Section 4 of the act, and lunches served by participating
schools were obligated to meet the nutritional requirements prescribed. Although
the National School Lunch Act allowed Type A, B, and C meals, the Type A lunch is
the only one now served under the federal school foodservice program and is
referred to as “the school meal pattern” (see Chapter 5 for specifics).

Other legislation and amendments have changed the funding policy and circum-
stances for offering free or reduced-price meals to students, revamped the commodity
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Figure 1.33 Children enjoying their hot lunch that has been prepared by WPA-paid
cooks, 1941.

Photograph courtesy of USDA.

distribution plan, and provided for supplemental feeding programs. The Child
Nutrition Act of 1966 authorized the School Breakfast Program and the Special Milk
Program to further help alleviate inadequate nutrition. The Omnibus Reconciliation
Act of 1980 reduced the reimbursement rate to schools for the first time and
changed the income eligibility standard for students who could receive free or
reduced-price meals. Further adjustments were made in 1981 and 1982 to help
achieve reductions in federal spending. School foodservice managers work cre-
atively to adjust to these changes while maintaining an attractive meal program
which meets nutritional guidelines and appeals to students.

1980s Enrollments Decline. By the late 1980s, public school enrollment in the
United States had dropped dramatically, but spending continued to climb. School
foodservice directors had to switch from operating subsidized departments to self-
supporting ones. Some of the changes that were made in an effort to make the
switch included implementing centralized food production; raising prices for paying
students; attracting more paying students to the program to offset free and reduced-
price lunches; offering more high-profit, fast-food-style, a la carte items; and reach-
ing out to service community programs, such as Meals-on-Wheels, senior citizen
and day care centers, and community “soup” kitchens.

Management of School Foodservice. School foodservice is most effective when
dietitians, school administrators, food managers, and allied groups, such as the PTA,
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recognize its value in the child’s mental and physical development. Then they can
work together to make the foodservice not just a “feeding program,” but rather a
nutrition program for all students as part of their learning experience.

The type of organization and management found in school foodservices varies as
much as the size and location of schools involved. Small independent schools may
have simple on-premise food preparation and service supervised by a cook or
manager with one or two employees and part-time student helpers. Large city
school systems often use a centralized production kitchen and deliver meals for
service to individual schools in the system. Centralized management with unit
supervisors characterizes this system.

Clubs and Other Social Organizations

Clubs formed by people with a common interest have existed for decades. Member
dues and assessments in some clubs provide funds to establish a “clubhouse” or
building that usually includes foodservice facilities. These clubs were especially
prominent among the wealthy society class in England in the 1800s. As early as
1850, noted chef Alexis Soyer worked closely with the Reform Club of London to
provide a sanitary and efficient foodservice setup that would utilize the fairly recent
innovation of stoves, water baths, and refrigeration (Fig.1.34).

Today, city clubs, athletic clubs, faculty clubs, country clubs, and others attempt
to rival the settings of better hotels with a similar standard for foodservice. Few
homes are spacious enough or adequately staffed to serve meals to 25 or more
guests. Clubs provide these facilities and also cater such functions as receptions and
banquets, in addition to providing regular meal service for their members. Some-
times the foodservice helps subsidize the cost of other services such as swimming
pools or recreational rooms offered by the club. The number of meals served may
be irregular and the stability of income somewhat uncertain, making club foodser-
vice management a real challenge.

Hospitals

Eighteenth-Century “Mush and Molasses” Menu. The evolution of foodservices
in hospitals is as interesting as that of colleges and schools. The first hospital
established in the United States was Philadelphia General in 1751. Meals in early
day hospitals were simple to the point of monotony, and no attempt was made
to provide any special foods or therapeutic diets. Menus in an eighteenth-century
American hospital, for example, included mush and molasses for breakfast on
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Figure 1.34 One of the early plans for an institutional kitchen made by Alexis
Soyer for the Reform Club of London about 1850.
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Monday, Wednesday, and Friday, varied by molasses and mush for supper
on Monday, Wednesday, Thursday, and Saturday. Oxtail soup and black bread
appeared on occasion.

Nineteenth-Century Improvements. Accounts of the Pennsylvania Hospital in
1804 stated that milk, butter, pork, and soap were produced on the hospital grounds
for consumption in the hospital. Also, cows, calves, and pigs were sold for income.
Salary for a husband and wife serving as steward and matron was $350 for nine
months of service.

The Beginning of Dietetics. Dietetics, as a hospital service, had its beginning at the
time of the Crimean War (1854-1856). In 1855, Florence Nightingale, whom dieti-
tians, as well as nurses, revere and honor as the pioneer of their profession, estab-
lished a diet kitchen to provide clean, nourishing food for the ill and wounded
soldiers in Scutari (now Uskudar), Turkey. Until then, foods of questionable quality
were poorly cooked in unsanitary conditions and served at irregular intervals.

Alexis Soyer (who, as noted earlier, was a chef who had worked with the Reform
Club of London) contributed greatly to Nightingale’s efforts when he offered to
serve gratuitously as manager of the barracks hospital kitchen. Soyer’s plan for
operating it was as efficient as modern-day practice (Fig.1.35).

One Hundred Years of Improvements. Changes during the next 100 years in hos-
pital foodservice included the introduction of centralized tray service and mechani-
cal dishwashing, establishment of a separate kitchen for special diet preparation
and later elimination of such kitchens, and the advent of frozen foods and their use

Figure 1.35 Lakeside Hospital kitchen in 1905.
Picture courtesy of the Archives of the University Hospital of Cleveland.



36

Part 1 The Foundations

in food preparation. Also, pay cafeterias for staff and employees and separate
dining areas for these two groups were introduced during this period. Employing
qualified dietitians to administer dietary departments and “therapeutic” dietitians for
“special diet” supervision became the usual practice.

Today, hospitals comprise a large group of institutions operated and funded by
various governing bodies (e.g., federal, state, county, and city governments) or by
religious organizations; some are privately owned. Regardless of the source of sup-
port, the main objective of hospital foodservice is to improve patient health and
restore patients to normal activity and a state of well-being. A secondary objective
for most hospitals is to provide foodservice for staff, employees, and guests in order
to maintain happy, well nourished personnel and good public relations.

Efforts to Improve Efficiency and Revenues. The past 30 years have brought more
innovations and changes for greater operating efficiency and increased revenues to
hospital dietary departments. Some of the innovations that have been implemented
include increasing non-patient, in-house cafeteria volume; marketing catering ser-
vices; use of professional chefs to improve menus; contracting professional and
food production services to smaller operations; and creating new services, such as
diet workshops for the public, room service, and take-home employee and patient
meals. Vended foods are used to supplement regular meal service and provide
round-the-clock food availability. Many hospitals provide a dining room for ambu-
latory and wheelchair patients in recognition of the therapeutic value of mealtime
social contact with others.

Technological Advances. Foodservice systems have benefited from technological
advances with the introduction of new methods of food production, holding,
distribution, and service; computer use for many routine tasks; and use of robots in
some hospital foodservices.

Influence of Legislation. Federal policy has influenced trends in hospital proce-
dures and budgeting, as is true with school foodservices. A major source of a hospi-
tal’s income is Medicare and Medicaid reimbursement payments for certain patients’
hospital and nursing home expenses. In March 1983, Congress approved Medicare-
mandated rates for reimbursement of Diagnosis Related Groups (DRGs) for illnesses
and medical service for hospital inpatient services. This represents a strict set of cost
controls for health care and has created financial incentives for hospitals to contain
or reduce health care costs.

Establishment of Quality Assurance Standards. Ensuring quality care and service
has been the focal point in hospitals and health care facilities in recent years. The
Joint Commission on Accreditation of Healthcare Organizations has established
standards to enforce quality assurance (QA) programs for accrediting its member
facilities. One section is devoted to dietetic services to ensure that these services
meet the nutritional needs of patients. Compared with other segments of the food-
service industry, hospital foodservice today is unique and complex, requiring a well
qualified dietetic staff to coordinate activities that ensure optimum nutritional care.

Nursing Homes and Other Health Care Centers

Nursing homes and other health care facilities have come into prominence only rela-
tively recently, so their history is short compared with that of hospitals. However, the
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increase in demand for nursing home care has been phenomenal in the last 50 years
due to several factors, among them population growth, an increasing number of
elderly persons in the population, urban living with condensed family housing units,
increased incomes, and greater availability of health care insurance benefits.

The history of nursing homes tends to follow federal legislation enacted to
help provide funds to care for individuals in such facilities. The modern nursing
home era and the development of the nursing home as a distinct type of health
care institution began in 1935 when federal funds to pay for nursing home care
for the elderly were made available to the states by the passage of the Social
Security Act.

In 1951, the Kerr-Mills bill made federal matching funds for nursing home care
available to states that were establishing satisfactory licensing and inspection
programs. An amendment to the Hill-Burton program in 1954 provided financial aid
to construct facilities for skilled nursing care in order to meet specified require-
ments. Many large nursing homes were built, and older, smaller homes were forced
to close or to modernize and expand to meet the standards of the new program.
(Fig. 1.36)

Medicare and Medicaid legislation (1965) and its amendments (1967) established
minimum standards and staffing and inspection requirements that had to be met in
order for nursing homes to receive funds for their patients. The Federal Conditions

Figure 1.36 A nursing home
resident receives assistance with eating.
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of Participation Regulations (1974) spell out, in detail, standards that skilled nursing
facilities must meet.

General guidelines for all nursing homes include licensure, meeting the standards of
specific government programs in order to be certified, and one or more levels of care,
such as nursing care and related medical services, personal care, and residential care.

Nursing homes provide different categories of nursing care and are classified as
skilled, intermediate, and other.

Skilled Nursing Facilities. Skilled nursing facilities offer 24-hour nursing care
and provide other professional services as prescribed by the physician. Emphasis
is on rehabilitation, and the facility is eligible for both Medicare and Medicaid
reimbursement.

Intermediate Care Facilities. Intermediate care facilities provide basic medical, nurs-
ing, and social services in addition to room and board. Patients need some assistance
but not intensive care. These facilities are eligible for the Medicaid program only.

Other Facilities. In contrast to skilled nursing and intermediate care facilities,
which are certified under specific government programs, many nursing homes do
not participate in these programs. Therefore, they are not classified as such, even
though they may provide the same quality of care and categories of services. A facil-
ity may provide more than one category of care. The patients may be of any age.
Many facilities specialize in child care or care of persons with mental illness or men-
tal retardation.

Food plays a major part in the lives of most nursing home patients. For many, it
may be the one thing they have to look forward to each day. The quality and
amount of food offered as well as the care and supervision given to foodservice are
important to any nursing home’s success and effectiveness. Dining rooms are pro-
vided for patients who are ambulatory and able to participate in group dining. Oth-
ers are served in their own rooms. Many require assistance with eating.

The 1974 Federal Conditions of Participation Regulations, mentioned previously,
stated these general “conditions” related to dietary services:

Condition of participation dietetic services: The skilled nursing facility provides a
hygienic dietetic service that meets the daily nutritional needs of patients, ensures that
special dietary needs are met, and provides palatable and attractive meals. A facility that
has a contract with an outside food management company may be found to be in com-
pliance with this condition provided the facility and/or company meets the standards
listed herein.

The services of registered dietitians (RDs) are required to ensure that dietary ser-
vice regulations are adequately met and administered. Part-time or consultant RDs
may be employed by small nursing homes; full-time registered dietitians are needed
in the larger, skilled nursing homes.

Other Health Care Centers. Corrective institutions and homes for specialized
groups such as persons with physical or mental disabilities, orphaned or runaway
children, or abused and battered women, and short-term residences for parolees,
drug-abuse victims, or other groups during a rehabilitation period come under this
category. These organizations usually serve low-income groups and may be
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supported by the state, county, private charities, or fraternal orders. Residents may
or may not qualify for government assistance.

Trained foodservice supervisors are important to the success of these institutions
in rehabilitating their residents to good health or for maintaining a healthy body. A
well balanced, nutritious diet that is acceptable to the group being served and that
is within the constraints of the budget should be provided.

Day Care Centers. Day care centers for children of working parents, the under-
privileged, and, more recently, for elderly persons who otherwise would be isolated
and lonely offer an excellent opportunity for a foodservice to provide at least one
nutritious meal a day in an attractive, friendly atmosphere. Facilities for special
groups, such as camps for diabetics, combine social and recreational activities and
proper nutrition.

Senior Citizen Centers. Many senior citizen centers employ trained supervisory
personnel with leadership abilities to guide and assist volunteers who plan and
carry out programs of value to the members. Primary among these is a limited meal
service, usually a noon meal five days a week. In addition, a dietitian may give talks
and advice on meal planning and good nutrition. Eating the noon meal together
offers participants an opportunity to socialize. Often the meals served to senior citi-
zen groups are subsidized in part by church, fraternal, or philanthropic organiza-
tions within the community. Free meals provided to those unable to pay is a
common practice.

Meals-on-Wheels, a program for delivering meals (generally once a day, five days
a week) to the homes of persons unable to go to a center or to prepare their own
food, is usually funded through local charities. A large number of volunteer workers
are involved in the program to help make it possible. Food for such meals may be
prepared by contract with a senior citizen center, a school, a college, or a restaurant.

Health care of persons who are ill, disabled, and needy in the United States,
whether at home, in hospitals, or in other health care facilities, attracts unprece-
dented attention from legislative groups, patients, administrators, and the general
public. Recent government cuts in federal spending and the uncertain state of the
American economy, together with the high cost of health care, have tended to slow
the growth of and census in nursing homes and hospitals. Also, some of the funds
available for long-term care have been diverted to home care or to newly orga-
nized, cost-containing alternate care delivery entities. Among the latter are health
maintenance organizations (HMOs), which emphasize preventive care; immediate
care centers for urgent situations; surgical centers for surgical procedures not requir-
ing hospitalization; birthing stations; cardiac rehabilitation centers; and similar spe-
cialized units. Foodservice is a necessary part of such facilities. These developments
have occurred over a short time, and more changes are certain. On the part of all
concerned, constant alertness to any pending or new legislation that may affect our
present methods of health care is required.

Retirement Residences and Adult Communities

During the past few decades, many persons reaching retirement age have expressed
interest in an easier type of living than the total upkeep required by their own
homes. The result has been the development of group living and dining facilities for
retirees. These provide comfortable, congenial, independent living with minimal
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responsibility and offer freedom from coping with a large house, its taxes, and
maintenance problems, and also little, if any, food preparation.

Many types of residences or adult communities are available at various price levels.
Some are high-rise apartment-style buildings; others are on the cottage plan. Either
type may have individual kitchenettes, central dining facilities, or both. Figure 10.7,
Chapter 10, shows an attractive retirement home dining room. Other variations
include purchase or rental units with full meal service, one meal a day, or no meals
included in the monthly charge. Usually housekeeping, recreational and social
activities, and medical and emergency nursing care units are provided. Access to
public transportation is a factor, but adequate health care is considered the most
important provision.

Foodservice for this older clientele should be directed by a well qualified dietitian
or foodservice manager who is knowledgeable about their dietary needs and food
preferences and who can help contribute to the group’s good health and relaxed,
happy, gracious living (Fig. 1.37).

Industrial and Business Foodservice

Providing food for employees at their workplace has been necessary since early
times when labor was forced, or hired, to work in the fields or on the monuments
of antiquity, such as the pyramids and the great walls of the world. The apprentices
and journeymen in the guilds and manor houses of the Middle Ages had to be fed
by their owners, as did the slaves of ancient Greek and Roman households.

The Industrial Revolution brought great changes to social and economic systems.
The plight of child laborers, in particular, resulted in legislation in England that
forced managers to provide meal periods for the young workers.

Figure 1.37 Residents chat over breakfast in a retirement home dining room.
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Robert Owen, a Scottish mill owner near Glasgow during the early nineteenth
century, is considered the “father of industrial catering.” He so improved working
conditions for his employees that his mill became a model throughout the industrial
world. Among other things, it contained a large kitchen and eating room for
employees and their families. Prices for meals were nominal, and so began the phi-
losophy of subsidizing meal service for employees. In the United States in the
1800s, many employers provided free or below-cost meals to their employees, a
practice that continues to some extent today.

The importance of industrial feeding was not fully realized, however, until the
World War II period. Most of the workers in plants at that time were women who
demanded facilities for obtaining a hot meal while at work. Because new plants
were often in isolated locations and the competition for workers was intense, plant
managers complied with worker demands and provided meal service facilities.
Many plants have continued this service as an indispensable part of their opera-
tions, either under plant management or on a contract/concessionaire basis. Serving
units within an industrial facility may include a central cafeteria, vending machines
and snack bars throughout the plant, and mobile carts to carry simple menu items
to workers at their stations. Some also include a table-service dining room for exec-
utives and guests.

A newer segment of employee feeding, for office building workers, has mush-
roomed since the 1970s. Enterprising contract foodservice caterers or companies
have found this a ready market in larger cities. Many office workers enjoy the time-
saving convenience of having meals delivered to them at their desks, eliminating
the need to find an eating place during their brief meal period. This type of
employee feeding appears to be increasing in popularity.

Today, industrial and business foodservice managers face challenges on many
fronts. Their audiences are no longer quite as captive, and the employers are no
longer as benevolent as they were in the 1800s. No longer subsidized, in-plant food-
service must offer a variety of menu selections, at a reasonable price, which are
served in pleasant surroundings in order to compete successfully with the myriad
neighborhood fast-food outlets, mobile catering companies, sidewalk vendors, and
“white tablecloth” restaurants.

Transportation Companies

In the 1940s, noncommercial foodservice, a large but quiet segment of American
foodservice, began to branch into some nontraditional areas such as airline catering.
J. Willard Marriott (Fig. 1.38), who by this time had renamed his A & W restaurants
“Hot Shoppes,” began to supply box lunches to passengers on Eastern, American,
and Capital airlines leaving Washington, D.C.’s old Hoover Airport. Full meals were
supplied later on, delivered in special insulated carriers, and placed on board by a
custom-designed truck with a loading device attached to the roof.

Today a major segment of the foodservice industry—called “food on the move”—
is provided by airlines, trains, and cruise ships. For all three, food and foodservice
make up a marketing tool used to “sell” travel on a particular line. Both airlines and
railroads face the unique problem of planning foods that will “go the distance”; the
logistics of the food they serve is a challenge. Management must test the market to
determine who the travelers are and what they want or like to eat. Keeping up with
changing fads and fluctuations in food preferences is an important aspect of meal
service on trains and planes.
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Figure 1.38 ). Willard Marriott
in front of one of his Hot Shoppes
in 1948.

Photograph from Ollie Atkins Photograph
Collection, George Mason University
Archives.

(This item omitted from WebBook edition)

Most cruise ships offer such a variety of foods, styles of service, and presentations
that their passengers can find their preferences well met. Usually there is more good
food available than any person can consume. Food storage and preparation facili-
ties on these ships are adequate to make them self-sufficient for the length of the
cruise or ocean voyage.

Career opportunities in foodservice management with transportation companies
offer many possibilities for the future, especially for persons who have good busi-
ness backgrounds in addition to their training in foodservice.

SUMMARY

This brief history of the development of the foodservice industry should give read-
ers an appreciation of the industry as it is today. The present status of foodservice is
impressive. The overall economic impact of the foodservice industry is approxi-
mately $1 trillion. The industry employs 12.5 million people, making it the nation’s
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largest private-sector employer. The number of foodservice locations in 1978 was
491,000, today it is approximately 925,000—an 88 percent increase; meanwhile, the
population has not increased.

The large patronage given restaurant enterprises greatly exceeds any casual esti-
mate. Statistics on the number of persons in the military services, in hospitals, in
correctional facilities, and in other federal, state, or municipal institutions shows the
enormous scope of necessary foodservices. Consider also the thousands of students
whose nutrition the schools, colleges, and universities accept as a major responsibil-
ity. Industry, too, recognizes the importance of feeding its millions.

All Americans have direct personal contact with foodservices in institutions at some
time during their lives. By paying taxes, they support federal, state, county, and
municipal institutions that serve food to their residents. All persons probably have had
meals at school, some in college dining halls, and others at their workplaces. Some
people enjoy dining at their clubs, while others may have meals “en route” as they
travel. At some time, a large percentage of Americans may require the services of a
hospital or nursing home; still others may choose retirement home living for later
years. Whatever our involvement, we expect the food to be of high quality, prepared
to conserve its nutritive value, and served in the best condition and manner possible.

Essentials in attaining this goal are knowledge of food safety, menu planning,
food purchasing, preparation, delivery service systems, successful personnel direc-
tion including delegation and supervision, wise planning and clear-cut organization,
a good system of financial control, and efficient facility design and equipment
arrangement. These are the responsibilities of the foodservice director and are dis-
cussed in the following chapters.

APPLICATION OF CHAPTER CONCEPTS

In order to provide “real life” applications of the concepts presented in this text, a
case study is included at the end of each chapter. The case is real, and the data pre-
sented are factual and current. Critical thinking questions are supplied at the end of
the case study scenario that will require students to engage in some higher order
thinking skills and, in some cases, further outside research.

Mercy Health System of Janesville has a fascinating history and one that very
much reflects how healthcare, including food and nutrition services, have changed
since the late nineteenth century.

The system began with Mercy Hospital. Mercy Hospital was founded in 1883,
when Dr. William H. Palmer opened Janesville’s first hospital in what had been a
private home. By 1903, services were in such high demand that the physicians con-
tacted the Sisters of Mercy in Chicago and asked that they operate the hospital. The
Sisters purchased the 30-bed hospital in 1907 and renamed it Palmer Memorial
Mercy Hospital. The name Mercy Hospital was re-adopted in 1941.

By 1989, Mercy Hospital was losing market share. Area residents perceived it as a
primary care hospital and traveled to Madison or Milwaukee for specialized care
(see map of Wisconsin for location of Janesville). In response, the hospital’s board
of directors named a new president and CEO. At that point, Mercy Health System
(MHS) began its transformation into an acclaimed, vertically integrated health sys-
tem. Today MHS has over 265 physicians, over 60 specialty services, and 60 facilities
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ﬁ—b Janesville

throughout 24 southern Wisconsin and northern Illinois communities. For informa-
tion on the City of Janesville, go to the city Website at www.ci.janesville.wi.us.

Little is known about the history of the foodservice. Recent history indicates that
meals were prepared using the conventional system and patients received their
meals on trays. Until recently, foodservice at MHS consisted of a very traditional
hospital menu and was prepared and served using the conventional production
processes and pellet tray delivery. Today, the Food and Nutrition Services depart-
ment has a broad scope of services and meals available for patients, employees, and
visitors using a number of contemporary service strategies including the room ser-
vice concept for patient meal service.

CRITICAL THINKING QUESTIONS

1. What social, political, or economic trends may have caused MHS to lose market
share by 1989?

2. How might local demographics have influenced what specialty services MHS
chose to offer?

3. Why is it important for the foodservice department to offer such a wide range
of services?

4. What are the age demographics in the city of Janesville, and how will they

affect healthcare needs?

What was the population of Janesville in 1900? What is it today?

What are the population trends and projections for the future in the area?

What does the term “vertically integrated” imply?

What do you think the “room service concept” might mean as applied to a

hospital’s patient foodservice?

®© N ovwn


www.ci.janesville.wi.us

CHAPTER REVIEW QUESTIONS

1. Who invented Jell-O and why?
2. Where did on-site foodservice get its start?
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3. How have present-day lifestyles made an impact on commercial and on-site

foodservices?

4. What are the trends in college and university foodservice? In hospital

foodservice?

5. What major legislation established the National School Lunch program?

6. Where did foodservice cost accounting get its start?

7. What sciences led to the improvements in methods used in on-site foodservice?
8. Who is considered the pioneer of dietetics and why?
9. What are the two main objectives of hospital foodservice today?
10. What are the socioeconomic conditions and demographic changes that have
influenced the foodservice industry, and how have they had an impact on food-

services?

11. What new food items can you add to the food timeline listed at the beginning

of this chapter?
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Part 1 The Foundations

While the first chapter focuses on the history of foodservice, this chapter begins
with the current status of the foodservice industry. The factors affecting the growth
of some segments and the trends and challenges the industry faces are discussed.
The trends that are shown provide some basis for anticipating the future. These
trends should alert managers to the demands that new developments and changes
in this field may bring, so that they can prepare to meet them.

The systems approach to management is introduced in this chapter. This concept
is based on the idea that complex organizations are made up of interdependent
parts (subsystems) that interact in ways to achieve common goals. Application of
the systems concept is made to foodservice organizations in this chapter and in
each subsequent chapter throughout the book.

Managers face decisions about how to organize foodservice departments for the
efficient procurement, production, distribution, and service of their food and meals.
Many options are available based on the type of food purchased, where the food is
prepared in relation to where it is served, the time span between preparation and
service, and the amount and kind of personnel and equipment required.

Foodservices with similar characteristics are grouped as particular types of pro-
duction or operating systems. Each of the four types of foodservice operating sys-
tems found in the United States today is described with its identifying features,
advantages, and disadvantages. The typical foodservice organizations that use each
type are also identified. This description should provide a basis for managers to
decide on the type of operation suitable for a particular situation.

KEY CONCEPTS

1. Economic conditions and lifestyle changes have led to a desire for convenience,
value, and freshness in all food purchased.

2. To provide customer satisfaction and to run a financially sound operation, a
foodservice manager must possess an awareness of current trends.

3. Socioeconomic trends and demographic changes affect the foodservice indus-
try. Being able to predict these changes is an important attribute for a foodser-
vice manager to possess.

4. A number of challenges face the industry that will require innovative solutions.

5. The foodservice industry is vast and complex. The wide range of establishments in
the industry may be classified into three major categories: commercial, on-site, and
military. Each of these three may then be further categorized by type of operation.

6. The mission of a foodservice organization is the foundation on which all deci-
sions should be made.

7. A system is a set of interdependent parts that work together to achieve a com-
mon goal. A foodservice organization is a system.

8. Systems theory evolved from earlier management theories such as scientific
management, the human relations movement, operations research, and general
science theory.

9. The four major types of foodservice operations in existence today are conven-
tional, ready-prepared, commissary, and assembly/serve. These classifications
are based on differences in location of preparation, amount of holding time and
method of holding cooked food, the purchase form of the food, and labor and
equipment required.
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STATUS OF FOODSERVICE TODAY

Foodservice in the United States today is a complex and fast-changing industry,
one that has expanded rapidly in the last half-century. It ranks as the number one
retail employer with more than 12.5 million workers. A conservative estimate is
that 47 percent of meals consumed are planned, prepared, and served outside the
home in a variety of establishments.

FACTORS AFFECTING GROWTH

The growth in patronage of foodservices may be attributed in part to socioeconomic
trends and other demographic changes. For example, the changing status of women
has had an influence on the workforce. In 1970, approximately 43 percent of women
over 16 years of age were working, and in 1993, 59 percent of women in that age
group were in the workforce. Today, two thirds of the industry’s employees
are women, and seven out of ten supervisors in food preparation and service
occupations are women. This may indicate a dual income for some families and may
contribute toward the creation of a more affluent society. More people can afford to
dine out; more women are lunchtime customers.

Another factor influencing the foodservice industry is the increasing number of
single-person households and the potential for people living alone to eat out. This
trend has begun to reverse itself, registering a slight increase in family units during the
1990s. Single people tend to spend a larger portion of their food budget on meals
away from home than do family groups. Also, the population growth in the United
States seems to be slowing. If this trend continues, there will be fewer young people
and an increasing number of older persons in our society. The average age of the U.S.
population, now nearly 36 years (it was 23 in 1900, 30 in 1980, 35 in 1996 and is
expected to be 37 in 2010 and 39 in 2030), will continue to increase as the number of
babies born remains low and the life span of adults continues to lengthen. These facts
seem to indicate a need for more retirement and health care facilities, an older target
market for restaurants, and a change in the age groups in the labor market.

An increase in the Asian and Hispanic populations, in which “married with chil-
dren” units make up more than one third of the household, has led to a decrease
in the number of meals eaten away from home. Hispanics spend more per week
on groceries and visit the supermarket more often than any other ethnic group.

Recent changes in the American workplace have also had far-reaching effects on
the foodservice market. With the shift toward high technology and the computer
industry, there are more office jobs and white-collar workers. In-plant feeding is
down, and contract foodservice in business offices is increasing. The shortened
work week of recent years has added leisure time and promoted the recreational
foodservice segment of the industry.

The awakened interest in the health and well-being of people and concern about
improving the nutritional status of individuals has also had an impact on foodservice.
In fact, much research is being conducted and reported by the media concerning the
impact of nutrition on health. People are becoming generally more knowledgeable
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about nutrition and food safety. As a result, most types of foodservices, from schools
and colleges to airline and commercial operations, are offering healthier menu choices.

An internal factor that is impacting the industry is the shortage of qualified foodser-
vice personnel. The foodservice industry has identified labor (including chefs, cooks,
and middle management) as their number one challenge for the next decade.
Employers are coping by offering better pay and benefits (including health care, child
care subsidies, and flextime) and promoting advancement opportunities to minorities
who may lack work experience. If the labor crisis continues, it may affect the foodser-
vice system chosen and the form in which food is purchased by the operation.

All these factors have helped shape the foodservice industry into what it is today.
Managers must always be alert to societal trends and have the ability to adjust their
operations to the changing situation in order to be competitive and successful in
this market.

TRENDS IN FOODSERVICE

Economic factors, issues of time, and concerns about safety and health appear to
be the driving forces behind predictions of trends in the foodservice industry.
Consumer prognosticators observe that many of today’s hardworking consumers
have fewer dollars to spend and a greater appreciation for value and convenience.
Higher costs for gasoline, education, home energy, healthcare, and increasing
interest rates on consumer debt have resulted in less discretionary income. In
addition, the findings of a research survey were that two thirds of adults do not
feel there is enough time in the day to meet all of their commitments. So pressed
for time and with less disposable income, food consumers seek dining experi-
ences that are value-priced, convenient, or provide a psychological lift.

With increasing rates of heart disease, diabetes, and obesity and the media
focus on food safety issues, the food that consumers eat is no longer simply a
source of enjoyment and sustenance but a potential source of danger as well.
Foodborne illnesses (such as Mad Cow disease, E. coli, listeria, bird flu, etc.), the
presence of pesticides and genetically modified ingredients, threats of terrorism in
the food chain, artificial ingredients (such as trans fats), and the consumption of
excess and/or unhealthy choices are of increasing concern. One trend-predicting
company has stated that food safety and healthfulness are two of the most
important issues that food chains and companies face in the coming years.

What, when, and where we eat is of vital interest to those in the foodservice
industry. Foodservice operators who stay on top of emerging trends have a better
chance of attracting and satisfying customers and thus boosting sales and beating
the competition. However, predicting trends is not always an easy task. Fads in
foodservice are common. In contrast to a trend, which grows and matures, a fad is
a fleeting interest. Fads are usually fun innovations that add interest and excitement,
whereas trends are fueled by such present conditions as the state of the economy
and changes in lifestyles.

The National Restaurant Association identified 14 innovations which address
some of the issues and challenges facing the foodservice industry today:

1. More energy efficient equipment designed to reduce energy costs
2. Self-service options such as kiosks, tabletop ordering systems, and other self-
services devices (including a self-serve ice cream dispenser the size of a
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vending machine that makes 96 varieties of ice cream—a customer can select
ice cream type, flavors, and mix-ins through a touch screen and in 45 seconds
receive the custom-made scoop)

Smaller restaurants and smaller, multi-tasking, high-volume equipment (such as
combi ovens and half size ovens/holding cabinets) to address skyrocketing real
estate and construction costs

Electronic inventory management including handheld barcode scanners

Faster cooking equipment including a combi oven that can bake up to 32 loaves
of bread in 10 minutes

. More use of sous vide (pronounced “soo veed”, which is French for under
vacuum), a method of cooking food in plastic bags at lower temperatures to
reduce food costs, conveniently prepare items, and improve flavor
On-the-spot training of employees using PDAs, cell phones, iPods, and Mp3
players to improve productivity

Use of management software to do scheduling, matching staffing with customer
flow

Increased use of environmentally friendly materials (made from recycled mate-
rials or from renewable resources and biodegradable) for disposable ware
Spill-free, leak-proof, dripless, take-out containers and in-house dispensers
Safer, more comfortable, and more fashionable shoes and safer, antimicrobial,
and lighter floor mats to avoid costly slip-and-fall worker compensation claims
Whole- and multi-grain products including rolls, rice, pasta, pita, cereals, and
wraps which meet the USDA’s new dietary guidelines

Trans fat-free oils which are also low in saturated fat with a long fry life to
address increasing customer demand for healthy options and keep food
costs low

Bold, spicy flavors and cooking styles including Caribbean-, African-, and
Indian-inspired dishes to satisfy the changing American palate

Ongoing research reveals the following selected facts about the status of the
industry:

In 2010, the foodservice industry will operate more than 1 million units and post
sales of $577 billion.

More than 50 percent of all consumers visit a foodservice on their birthdays, mak-
ing this the most popular occasion to eat out, followed by Mother’s Day and
Valentine’s Day.

August is the most popular month to eat out, and Saturday is the most popular
day of the week for dining out.

Roughly three out of four foodservice operators have an e-mail address for cus-
tomer response or comment.

Roughly half of table-service restaurant operators have a Web site.

Three out of five table-service restaurant operators report having access to the
Internet at the unit level.

Roughly one-third of table-service restaurant operators plan to allocate a larger
proportion of their budget to food safety.

Hot sandwiches are more popular than cold ones.

Americans are growing accustomed to ethnic items on nonethnic restaurant
menus, and their taste for ethnic flavors is growing. Ethnic foods are growing
immensely within noncommercial/healthcare foodservice. The most popular eth-
nic food choices are Mexican/Hispanic, Asian, and Italian; however, regional and

Sous vide

Food is precooked and
vacuum packed for longer
shelf life



52

Family value marketing
Pricing to appeal to family
budgets

Value pricing

Pricing such that con-
sumers feel they have
received good value for
amount paid

Multiple-branding
When several restaurant
chains operate, or brand
name products are sold, at
the same location

Cook/chill method

Food production method in
which food is prepared
and cooked by conven-
tional or other methods,
then chilled and refriger-
ated for use at a later time

Upscale menus

Fancier, more expensive
foods often with a gourmet
appeal

Branding

The use of nationally or
locally labeled products for
sale in an existing foodser-
vice operation
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demographic differences exist. For example, Chinese/Asian/Indian entrees
appeal especially to baby boomers, upper income individuals, and residents of
the Western states.

Customers want increased food variety, speed of service, and convenience.
Consumers are demanding more variety, with 58 percent agreeing they would
prefer a greater variety of food and beverages.

Pizza is big! Ninety-four percent of the population of the United States eats pizza,
with approximately 3 billion pizzas sold each year. Children between the ages of
3 and 11 prefer pizza to all other foods for lunch and dinner. Each man, woman,
and child eats an average of 46 slices (23 pounds) of pizza a year. Consumers are
choosing more sophisticated pizzas in the way they look and taste. Sixty-two per-
cent of the pizzas purchased are topped with meat.

In the fast-food (quick service) segment of the industry, diet foods do not work,
larger portions do work, value pricing is in, and the burger business is down but
not out. Even though consumption of French fries is down 10 percent, customers
are replacing them with fried onion rings and desserts.

For the first time in a long time, grocery and retail food dollar sales are exceed-
ing foodservice revenues. More meals are being eaten at home, prepared from
convenience items purchased in a grocery store.

Even though two thirds of Americans report eating healthier, the sheer amount of
food consumed is at an all-time high.

Consumption of red meat, poultry, and fish is also up, but leaner products have
kept fat consumption down.

In response to these facts, current macro trends include an increase in the num-

ber of chain restaurant outlets, particularly steak houses (points of access); an
increase in the use of technology; expansion of menus to include more sandwiches,
fast Mexican, Asian, and fresh foods; family value marketing and value pricing;
fast food operations located within large discount stores; multiple-branding
where several restaurant chains operate at the same location; and grocery store food
products that are “fresh,” fully cooked, seasoned (bold flavors), ready-to-eat, value-
added, shelf stable, require no cleanup, minimal packaging waste, resealable, por-
tion controlled, will not spill/spoil/crush in transit.

Among the various segments of the market, the following trends that follow these

macro trends are emerging:

Correctional foodservice is expanding rapidly as prison populations increase and
the use of the cook/chill method continues to grow (Fig. 2.1). Some estimate
that by the year 2025, half of the prison population will be over 50 years of age.
The need to provide more nutritional counseling, special diets, and healthy food
choices will need to be balanced with cost effectiveness.

The fine dining restaurant business is down, but interest in cafes and bistros is
increasing. Casual eateries continue to soar in popularity in response to burgeon-
ing consumer demand for healthy, freshly prepared options. Operations like Baja
Fresh and Chipotle Mexican Grill have fused high-quality ingredients, upscale
dishes, and quick service that seems to satisfy all of the current consumer
demands.

Recreational facility foodservices are expanding with upscale menus.

School foodservice faces budget battles and legislative changes with an increase
in the use of brand-name foods (branding) and the development of a business
mentality.



Chapter 2 The Systems Approach 53

Figure 2.1 A cook/chill production facility.
Source: Courtesy of Chester-Jensen Company, Chester, PA.

e Hospital foodservice is employing benchmarking statistics to justify costs, intro-
ducing “grab-and-go” food in the staff cafeteria, espresso bars, limited patient
menus, restaurant-style menus, comfort foods, and satelliting (selling food to
other facilities).

e Foodservice in the lodging sector is incorporating mini-marts, ethnic fare, simpler
foods, healthier selections, and buffets.

e College foodservice will see more self-service, grab-and-go options (including
pizza), extended hours of operation, authentic vegetarian dishes, and full-flavored
ethnic choices. The number one request in colleges and universities is for more
chicken, followed by pizza, then Mexican food.

e Military foodservice faces base closings but also better food quality, consistency,
and pricing with more branding, catering to civilian personnel, high-energy
nightclubs, kiosks, and mini-units.

e Foodservice in nursing homes will serve to sicker and younger patients with
more convenience products, more ethnic foods, more liberal diets, and a room
service option. There is some movement back to pre-select menus.

e Quick-service restaurants are offering the nutritional content of their menu on
their Web sites, some with customized versions of food items. Some chains are
testing programs to offer fresh fruit, milk, salads, and low-fat options of menu
items.

The addition of new and exciting menu items will remain an important competi-
tive tool in all foodservice segments. Food trends include specialty coffees; entrée
salads; high-flavor condiments; spicy food with Mexican pegged as the next biggest

Benchmarking

The total quality manage-
ment measurement tool
that provides an opportu-
nity for a company to set
attainable goals based on
what other companies are
achieving

Satelliting
Selling and/or delivering
food to other facilities
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Comfort foods

Foods associated with the
comfort of home and fam-
ily, includes traditional
American dishes

Home meal replace-
ments

Prepared or partially pre-
pared foods to take home

Meal solutions
Prepared or partially pre-
pared foods to take home

Display cooking
Restaurant design where
the kitchen may be viewed
by the diners

Figure 2.2 A custom-built island of
cooking equipment allows for the

ultimate in display cooking.

Source: Courtesy of The Montague

Company, Hayward, CA.

ethnic cuisine after Italian; specialty desserts; comfort foods, such as meat loaf,
roast chicken, mashed potatoes, and fruit cobbler; pasta; and beef. A number of
industry experts predict that trends on the way out are bagels, black serving plates,
and 20-word menu titles. Taking their place will be such trends as the three S's—
soups, sandwiches, and salads—as well as authentic foods and dining environ-
ments, manufacturer-chef partnerships, speed scratch cooking, tea, regionalized
ethnic foods, and nonmeal period opportunities, such as high tea. One business
expert sums it with, “It’s now all about the 4-F's—family, food, fast, and fun!” To this
list could be added a fifth F—fresh.

Sociological predictions that Americans will face even longer work hours and
there will be more dual-income families in the years ahead have led more and more
foodservice operators to offer what are called home meal replacements (HMR) or
meal solutions. HMRs run the gamut from gourmet meals, healthy dinners for two,
comfort food entrees, bagged salads, bakery items, components that may include
sauces ready to be poured over pasta (so-called dump-and-stir cooking), to gro-
ceries such as fresh produce and milk. Take-out stations are turning up in fullservice
dining venues such as the Outback Steakhouse. Foodservices in hospitals, busi-
nesses, industry, and colleges are natural settings for the HMR market, as are super-
markets that are now offering a bevy of heat-and-serve fare either prepared on-site
or delivered from a nearby commissary. Two recent supermarket strategies have
included in-store chefs who cook food to order while you wait and the issuance of
weekly menus so customers know to drop by on Tuesday for beef stew or Friday
for chicken Kiev.

The display cooking trend in upscale restaurants is finding its way into on-site
foodservices (Fig. 2.2). Kitchenless, storage-free designs, where all food is displayed
and prepared in full view, appeals to all the senses as customers see, hear, smell,
and taste as food goes from raw to cooked.




Chapter 2

In the noncommercial sector, whether to operate the foodservice with in-
house management or to use a contract foodservice company continues to
be an important and difficult decision to make. After years of cutting the bottom
line to control food and labor costs, contractors are shifting their focus to improv-
ing promotions, services, and price—value perceptions. Those who choose to stay
with or return to in-house management cite the opportunity to increase revenue,
improve quality and control, and stamp the operation with a unique signature as
the reasons.

CHALLENGES FACING THE INDUSTRY

The top challenges facing the industry in the coming years are:

e The economy/recession

e Competition

e Building/maintaining sales volume
e Recruiting and retaining employees
e Labor costs

Some suggestions to address these challenges in the next 25 years have been
made by executives in the industry. They include the following:

e Supplier-managed shared labor pools available to operators on an as-needed
basis

e Special event teams that travel with menus, decorations, and entertainment from
institution to institution

e Supplier-managed systems to track products through the entire production/pack-
aging/distribution/usage cycle

e Robotic equipment programmed for cleaning services and available for lease

e Loading docks on roofs with delivery by Hovercraft

CLASSIFICATION OF FOODSERVICES

The foodservice industry is broad and encompasses a wide range of establishments.
They may be classified into three major groups:

e Commercial (restaurants, supermarkets, convenience stores, delis, snack bars,
and other retail food establishments)

e Noncommercial (sometimes called institutional or on-site)—business, educa-
tional, governmental, correctional, or other organizations that operate their own
foodservice

o Military

Scope of Service. Within each of these types of foodservice organizations, a
broad scope of services is offered. The phrase scope of services in foodservice
operations refers to the number and types of business units offered through
individual foodservice operations. The scope is typically a mix of retail and
non-revenue generating units. For example, food and nutrition departments in
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In-house management
Foodservice within an
organization operated by
the organization

Contract foodservice
Foodservice within an
organization operated by
an outside company

Scope of services

The number and types of
business units offered by
individual foodservice
operations
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hospitals offer patient meal and nutrition services. Both of these are typically
non-revenue generating units. These same departments, however, likely offer at
least one retail unit. The most common of these is the employee/visitor cafeteria
where prices may be set to generate revenue for the entire department. Other
retail units include satellite cafes, food courts, coffee kiosks, and vending and
catering services. (Figure 2.3 includes several examples of scopes of services for
a variety of foodservice operations.)

It is important for a foodservice manager to recognize the scope of services
offered by a foodservice to gain an appreciation for the complexity of the depart-
ment. Knowledge of the scope will also help the manager understand the financial
status of the department and the opportunities to contain costs or generate revenue.
Menus, production methods, and service styles will vary among the various units,
which will in turn influence how each unit needs to be managed. Finally, the food
manager must understand the needs of each unit to allocate effectively limited
resources among the units during the budget planning process. Also, within each of

Large Urban Hospital

Patient Services Retail Nutrition Services
Tray Service Employee/Visitor Cafes Inpatient MNT/Ed
Room Service Vending Outpatient MNT/Ed
Nourishments Catering Community Education
Satellite Units Research Diets
—Kiosks

Community Based Hospital

Patient Services  Employee Foodserv ~ Community Foodserv ~ Nutrition Services

Tray Service Cafeteria Mobile Meals Inpatient MNT/Ed

Room Service  Vending Child Care Ctr Outpatient MNT/Ed

Nourishments  Catering Adult Care Ctr Community Education
School

USDA Child Nutrition Program Retail Other

Breakfast Ala Carte Employee Meals

Lunch Vending Catering

After School Snacks Food Court

Summer Feeding

College/University

Resident Halls Retail

Dining Halls Kiosks

Room Service Faculty Executive Dining
Delis

Convenience Stores

Figure 2.3 Examples of scope of services of four foodservice organizations.
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these groups, there are myriad types of foodservice establishments; each of these
establishments has its own objectives, goals, and type of organization and manage-
ment. Although they may seem widely divergent, each is concerned with providing
a foodservice to some segment of the public. There is a commonality among them
that can be identified for the purpose of grouping them into specific types of food-
service operations.

FOODSERVICE OPERATIONS

The Nature of Foodservice Management

All organizations have a mission that evolves from their reason for existence. A writ-
ten mission statement is rapidly becoming a common document for guiding orga-
nizational decision-making. To achieve this mission effectively, the organization
must then develop specific targets or objectives. For example, a foodservice orga-
nization’s mission might be to satisfy customers by serving high-quality, nutritious
food at reasonable prices while achieving a desired profit for the organization. The
objectives in this case might be such benchmarks as percent of customers marking
satisfied and above on a rating scale, increase in total sales and number of cus-
tomers, number of “regular” customers, and net profit. It is the responsibility of
management to achieve the organization’s objectives.

A generic definition of management is that it is the effective, efficient integra-
tion and coordination of resources to achieve the desired objectives of the
organization. Managerial effectiveness may be measured by how well the organi-
zation achieves its objectives over time. Efficiency, in contrast to effectiveness, is
a measure of short-term objectives. If a foodservice paid $1 for a head of lettuce
and used an entire head for an individual salad, we would surmise that a lot of
lettuce was being wasted. This is a comparison of input of lettuce to output of
one salad—an inefficient use of resources, a short-term measure. The effective-
ness measure would be to produce a high-quality, nutritious salad at a reason-
able price in order to satisfy potential customers and return a profit to the
organization.

Some of the functions performed by foodservice managers include the following:

e Selection, orientation, and provision of ongoing training and supervision of staff

e Monitoring of staff workload and performance and designation of assignments
appropriately

e Development and control of operational and capital budgets

e Preparation of financial reports

e Ensuring quality, safety, and sanitation of all food prepared

Each of these functions is discussed in more detail in later chapters.

Of prime importance to any organization in this increasingly competitive world
is how well it is able to adapt, reach its objectives, and serve its mission. Viewing
the organization as a system is essential in this endeavor, as is choosing the cor-
rect production system for the particular needs or characteristics of the operation.
Systems management will be discussed first, followed by a section on production
systems.

Mission statement

A summary of an organiza-
tion’s purpose, customers,
products, and services

Objectives

Specific and measurable
goals or targets of an
organization
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THE SYSTEMS CONCEPT AND APPROACH

Before discussing foodservice organizations as “systems,” this section reviews the
systems concept and systems approach and how systems theory has evolved from
other theories of management. This review establishes a common basis of under-
standing and makes application of the systems concept to foodservice an easy
transition.

A Brief History of Systems Theory. Organizations are systems. This concept has
evolved gradually from earlier theories of management. Traditional views in promi-
nence in the late nineteenth and early twentieth centuries included the scientific
management theory, which puts emphasis on efficient work performance. Workers
were trained to perform a task in what was perceived to be the one best way. If all
performed efficiently, the goals could be reached. Often referred to as the classical
approach to management, the principles developed from this theory are still
believed by most managers to be important to the success of modern organizations.
These principles are listed and defined in Chapter 13.

In the late 1920s, research conducted by Elton Mayo and his associates at the
Hawthorne Plant of the Western Electric Company led to the findings that social and
psychological factors were critically important determinants of worker satisfaction
and productivity. Thus, the human relations movement in industry began.

After World War II, quantitative methods began to be employed for the purposes
of decision-making. The application of computer technology and mathematical
models was collectively called operations research or management science.

All of these early theories of management were internally focused despite the
work of several management theorists who described organizations as systems
interrelated with their environments. During the 1960s and 1970s, as organizations
faced ever more turbulent social, economic, and technological environments, a
broadly strategic orientation to organizational management began to emerge: sys-
tems theory. This new approach placed a greater emphasis on the organization’s
relationship with its environment and is based on the assumption that performance
can be improved by aligning the mission and design of an organization with envi-
ronmental constraints and demands.

This evolutionary process is graphically depicted in the triangular management
model (Fig. 2.4). As shown in this model, current concerns for efficiency and pro-
ductivity come from the classical management perspective; current concerns for
organizational behavior and the importance of human resources come from the
behavioral management perspective; and current concerns for mathematical tools
and measures come from the management science perspective.

At times called the open systems theory, it is based on a 1949 work by Ludwig
von Bertalanffy in which he described the nature of biological and physical sys-
tems. Katz and Kahn’s groundbreaking classic, The Social Psychology of Organiza-
tions, published in 1966, paved the way for applying Bertalanffy’s general science
systems approach to the management of organizations. Contributions of this work
include the concepts of organizational “inputs” and “outputs” which encouraged
managers to pay attention to economic, psychological, and sociological factors in
their analysis of an organization; discouraging the one best way approach and rec-
ommending a contingency model in which factors in the environment help to
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determine organizational design. In 1968, Churchman suggested that the systems
approach is imperative for strategic management and should involve five key
essential processes: identification of the organization’s fundamental values and
goals and the objectives that arise from them (desired outputs); assessment of the
organization’s environment—forces outside the organization that may be opportu-
nities or threats (environment); assessment of the organization’s resources and
capabilities (inputs); identification of the organization’s structure (operations); and
development of the management structure (management).

Some Basics of Systems Theory. Some foundational concepts underpin systems
theory. They are as follows:

Organizations are “collections of parts” united by prescribed interactions and are
designed for accomplishing specified objectives and goals.

Organizations are highly complex entities in which attention must be paid to
myriad inputs, processes, outputs, feedback loops, and the general environment
under which the organization functions.

Organizations operate within a society and, as such, are interdependent, not self-
contained.

Organizations are ever-changing and constantly interact with the environment
that changes them and they, in turn, change it.

The organization cannot be understood as a function of its isolated parts because
the behavior of the system does not depend on what each part is doing, but on
how each part is interacting with the rest.

Organizations are not stable or unstable, but exist in a state of dynamic equilibrium
that is necessary to maintain homeostasis.

Figure 2.4 The triangular
management model.

Dynamic equilibrium
Reacting to changes and
forces, both internal and
external, in ways that often
create a new state of equi-
librium and balance
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System

A set of interdependent
parts that work together to
achieve a common goal

Subsystems

The interdependent parts
of a system, the parts of a
system

Systems theory

Viewing the organization as
a whole made up of inter-
dependent parts

Systems
philosophy/thinking

A way of thinking about
phenomena in terms of the
whole, the parts, and their
interrelationships

Systems analysis
A method of problem-
solving or decision-making

Systems management
Application of systems
theory to managing
organizations

Inputs

Resources such as money,
material, time, and informa-
tion required by a system

Operations

The work performed to
transform inputs into
outputs

Transformation
The processes required to
change inputs into outputs

Outputs
Finished products and ser-
vices of an organization

Equifinality

The same outputs may be
achieved from different
inputs or transformational
processes

Feedback

Information on how opera-
tions worked or failed, or
how they should be
changed or modified to
restore equilibrium

The word system is used freely and in many different contexts. We read and
speak of the solar system, defense system, transportation system, school system,
and even of the human body as a system. A system has been defined in many ways
and with so many different words that it may seem confusing. This commonality is
found among systems: A system is a set of interdependent parts that work together
to achieve a common goal. The interrelated parts are known as subsystems, each
dependent on the others for achieving its goals. For example, a train cannot achieve
its goal of transporting passengers from one destination to another if the wheels are
off the track even though all other parts of the train are in good working order. All
elements must be coordinated to function together for success.

The initial premise of systems theory is that, before applying any concept from
the three major perspectives, the organization is viewed as an entity composed or
made up of interdependent parts—the subsystems. Each subsystem contributes to
the whole and receives something from the whole while working to achieve
common goals. Management’s role is considered a “systematic endeavor,” one that
recognizes the needs of all of the parts. Decisions are made in light of the overall
effect of management on the organization as a whole and its objectives. This type of
leadership is the systems approach—that is, an acceptance of the systems theory of
management and the use of it as a style of managing. The recognition that a change
made in one part of the system has an impact on all other parts of the system is an
example of the use of the systems approach. Three areas of common usage of this
approach are as follows:

e Systems philosophy or thinking is a way of thinking about phenomena in
terms of the whole, including parts, components, or subsystems, with emphasis
on their interrelationships.

e Systems analysis is a method for problem-solving or decision-making.

e Systems management is the application of systems theory to managing organi-
zational systems or subsystems.

A Systems Model. Various diagrams can be used to illustrate an organization as a
system with its inputs, the subsystems that perform the operations, and the outputs,
together with their interactions with the environment. One diagram that is clear,
simple, and easily adaptable to specific organizations is shown in Figure 2.5 and
will be used throughout the book. At the end of each chapter, the model and a sys-
tems question will be included.

Some Key Systems Definitions. Money, raw materials, time, equipment, energy
(utilities), facilities, and personnel, together with the necessary information, are the
inputs into the system. The work that is performed, known as operations, trans-
forms the inputs (such as raw material) into outputs (such as finished products or
services). Transformation of these inputs into outputs takes place in the functional
subsystems shown in Figure 2.6. Inputs, transformations, and outputs may be
thought of as the Main Street of the foodservice system.

The outputs should be in line with the mission, goals, and objectives of the orga-
nization. The concept of equifinality means that outputs may be achieved in a
variety of ways. A simple example of this would be good quality convenience prod-
ucts versus producing menu items from raw ingredients in-house. The outputs pro-
vide the information on how the operations worked or failed, or how they should
be changed or modified. This information is known as feedback and provides man-
agement with data to initiate corrective measures to restore equilibrium.
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Figure 2.5 The systems model.

Controls

The self-imposed plans and
legal documents that
impact the organization’s
function

Controls, management, and memory have an impact on all parts of the
system and are, therefore, shown as an umbrella over the other parts of the sys-
tem (Fig. 2.5). Controls include the internal plans made by the organization, con-
tracts, and laws and regulations that apply to the operation. Management
performs various functions in order to achieve the mission of the organization.
Management will be discussed in more detail in Chapters 13—18. Memory is the
systems term to include all records of past performance that may be used to
improve future effectiveness.

An organization is also an open system that is influenced by and interacts regu-
larly with external forces in its surrounding environment. These forces include vari-

Management

The integration and coordi-
nation of resources to
achieve the desired objec-
tives of the organization

Memory
Records of past perfor-

ous regulatory agencies, customers and other constituents, competitors, suppliers,
social and economic conditions, and climate. These external forces affect practices
within the organization; conversely, the organization has an effect on the forces in
its environment. (For example, a hospital dietary department interacts with many
external groups such as patients, customers, medical staff, hospital administration,
and some regulatory agencies. The department, in turn, affects the external groups
with which it interacts.) In contrast, a closed system does not interact with its envi-
ronment. Most examples of closed systems would be mechanical in nature. All orga-
nizations are open systems, but some make the mistake of ignoring their
environment or behaving as though it were not important.

mance that assist in
improving future
effectiveness

Open system

A system that interacts with

external forces in the
environment

SIIEE Preprep Distribution Sanitation
- & & .
Receiving . Production & &
Inventory Ingredient Service Maintenance
Control Assembly

Figure 2.6 The functional subsystems of a traditional foodservice operation.
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Linking processes
Methods used to unify a
system

Entropy

The amount of disorder,
uncertainty, or randomness
in a system

Homeostasis
Proper balance of the inter-
nal environment.

Hierarchy of systems
Characteristic of organiza-
tional structure ranging
from subsystems to systems
to suprasystems

Suprasystem
A larger entity made up of
a number of systems

Interdependency

The parts of the system
interact and are dependent
on one another

Wholism

The whole of the organiza-
tion is more than the sum
of the parts

Synergy

The working together of
parts of a system such that
the outcomes are greater
than individual effort
would achieve

The resulting outputs are ready-to-serve foods, clientele and personnel satisfac-
tion, and financial accountability. Ideas generated from the results of operations are
the feedback for use in improving the operation as necessary. All parts of the sys-
tem are linked by management functions, such as planning, organizing, and staffing,
which are discussed in Part 5. To accomplish unification of the system, managers
use various linking processes, such as communication and decision-making. Sur-
rounding the system are environmental factors, such as regulatory agencies, the
economy, social and cultural aspects, and the various constituents of the operation,
such as customers and suppliers.

Change is constant and multidimensional. Change causes uncertainty and cre-
ates disorder or entropy in the organization. The organization must react to every
change, force, or random disturbance, both internal and external, in ways that
often create a new state of equilibrium and balance. These reactions are a series
of modifications of equal size and opposite direction to those that created the
disturbance—a dynamic or moving equilibrium. The goal of these modifications is
to maintain the internal balances, or homeostasis. Systems must have homeostasis
in order to have stability and survive. Homeostatic systems are ultra-stable in that
everything in their internal, structural, and functional organization contributes to
the maintenance of the organization.

Feedback of information from a point of operation and from the environment
to a control center or centers can provide the data necessary to initiate corrective
measures to restore equilibrium. Organizations and the world of which they are
a part consist of a hierarchy of systems. Thus, a corporation is composed of
divisions, departments, sections, and groups of individual employees. Also, the
corporation is part of larger systems or suprasystems, such as all the firms in its
industry, firms in its metropolitan area, and perhaps an association of many
industries such as the National Restaurant Association (NRA) or the American
Hospital Association. Interdependency is a key concept in systems theory. The
elements of a system interact with one another and are interdependent. Gener-
ally, a change in one part of an organization affects other parts of that organiza-
tion. Sometimes the interdependencies are not fully appreciated when changes
are made. A change in organizational structure and workflow in one department
may unexpectedly induce changes in departments that relate to the first depart-
ment. Systems theory contains the doctrine that the whole of a structure or entity
is more than the sum of its parts. This is called wholism. The cooperative, syn-
ergistic working together of members of a department or team often yields a total
product that exceeds the sum of their individual contributions. Synergy is
achieved when the various units of an organization share common goals.

Benefits of Systems Thinking. Research in management sciences has shown that
organizations should be seen as systems much like people, plants, and animals.
There are many benefits for managers who adopt a systems view of their organi-
zation. Systems theory helps organize a large body of information that might oth-
erwise make little sense. The use of systems thinking aids in diagnosing the
interactive relationships among task, technology, environment, and organiza-
tional members. In contrast to the classical models of organization, the systems
approach has shown that managers operate in fluid, dynamic, and often ambigu-
ous situations. The manager generally is not in full control of these situations.
Managers must learn to shape actions and to make progress toward goals keep-
ing in mind that the results achieved will be affected by many factors and forces.
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Among specific benefits of the systems approach are the following:

e More effective problem-solving. To effectively solve problems; it is imperative that
the real causes of the problems be identified and addressed. Without an under-
standing of the “big picture” of the organization, the focus on problem-solving
will tend to be only on the behavior or event, not on the system or structure that
caused the problem to occur.

e More effective communication. Ongoing communication among all parts of the
organization is critical for the success of any system. A clear understanding of the
parts of the organization and how they relate to each other is required in order to
know what to communicate and to whom.

e More effective planning. The planning process requires starting with the mission
statement, objectives, and goals of the organization and determining what out-
puts will indicate that the desired results have been achieved, what processes will
achieve these results, and what inputs are required to conduct these processes in
the system.

e More effective organizational development. Effective organizational development
requires a knowledge and application of the principles of strategic planning,
leadership development, team building, change, and personnel management. A
manager must have a good understanding of the overall systems in their organi-
zation including its major functions, departments, processes, teams, and individ-
ual employees in order to employ these various strategies in an effective manner.

TYPES OF FOODSERVICE SYSTEMS

Foodservices that operate in a similar manner, or with common elements, give the
basis for grouping them into specific types of systems. Four major types of foodser-
vice systems are in operation in the United States today.

The systems differ in where the food is prepared in relation to where it is
served, the time span between preparation and service, the forms of foods
purchased, methods of holding prepared foods, and the amount and kind of
labor and equipment required. These four types of foodservice systems are
conventional, ready-prepared (cook/chill or cook/freeze), commissary (central
production kitchen), and assembly/serve.

Conventional. As the name implies, the conventional system has been used tra-
ditionally throughout the years. Menu items are prepared in a kitchen in the same
facility where the meals are served and held a short time, either hot or cold, until
serving time. In earlier years, all preparation, as well as cooking, took place on the
premises, and foods were prepared from basic ingredients. Kitchens included a
butcher shop, a bakery, and vegetable preparation units.

Over the years, a modified conventional system has evolved because of labor short-
ages, high labor costs, and the availability of new forms of food. To reduce time and
labor costs, foodservice managers began to purchase some foods with “built-in” labor.
Foods from butcher shops, in which meats were cut from prime cuts, and bakeshops
are gone from most “conventional” kitchens today. Meats are now purchased ready to
cook or portion controlled; bread and many bakery items are purchased from a com-
mercial bakery or prepared from mixes; and produce is available in prewashed,

Conventional system
Raw foods are purchased,
prepared on-site, and
served soon after
preparation
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Ready-prepared system
Also known as cook/chill
or cook/freeze systems,
foods are prepared on site,
then chilled or frozen, and
stored for reheating at a
later time

Cook/chill method

Food production method in
which food is prepared
and cooked by a conven-
tional or other method,
then quickly chilled for use
at a later time

pretrimmed, prepeeled, cut, frozen, or canned forms, all of which reduce the amount
of production and labor required on the premises. Foods with varying degrees of
processing are now used in conventional foodservice systems.

This system is most effective in situations and locales where the labor supply is
adequate and of relatively low cost; where sources of food supplies, especially raw
foods, are readily available; and when adequate space is allocated for foodservice
equipment and activities.

Typical users of the conventional system are smaller foodservice operations such
as independent restaurants, schools, colleges, hospital and health care facilities,
homes for specialized groups, and in-plant employee feeding.

Advantages. The conventional system has many advantages. Quality control is
considered of primary importance. Through the menus, recipes, and quality of
ingredients selected by the manager, the foodservice achieves its individuality and
standard of quality desired. It is not dependent on the availability and variety of
frozen entrées and other menu items commercially prepared. This system is more
adaptable to the regional, ethnic, and individual preferences of its customers than is
possible with other systems. From an economic standpoint, greater flexibility is pos-
sible in making menu changes to take advantage of good market buys and seasonal
fluctuations. Also, less freezer storage space is required than with the other systems,
and distribution costs are minimal, both of which save on energy use and costs.

Disadvantages. The conventional system produces an uneven, somewhat stress-
ful workday caused by meal period demands. Because the menu differs each day,
the workloads vary, making it difficult for workers to achieve high productivity.
Skilled workers may be assigned tasks that could be completed by nonskilled
employees just to fill their time between meal periods. When three meals a day are
served, two shifts of employees are required to cover the 12- to 15-hour or longer
workday. Scheduling workers may be difficult with overlapping shifts.

Rationale for Conventional Foodservice Systems. Traditionally, effective
foodservice administrators with conventional foodservice systems have utilized a
skilled labor force for food production 13 to 14 hours per day. Given adequate food
production equipment and available skilled labor, foods may be procured with lim-
ited amounts of processing. However, with constantly rising labor costs within the
foodservice industry, the current trend in conventional foodservice systems is to
procure more extensively processed foods.

Ready-Prepared (Cook/Chill or Cook/Freeze). In the ready-prepared system,
foods are prepared on the premises, then chilled or frozen and stored for use at
some later time. Thus, foods are “ready,” prepared well in advance of the time
needed. This is the distinct feature of ready-prepared foodservice systems—the sep-
aration between time of preparation and service. Unlike the commissary system,
foods are prepared on-site; however, the place of preparation is not the place of
service. In addition, the food is not for immediate use as in the conventional system.

The cook/chill method can be accomplished in a variety of ways, but basically the
food is prepared and cooked by conventional or other methods, then its temperature
is brought down to 37°F in 90 minutes or less, and refrigerated for use at a later time.
In one variation, prepared food is either pre-plated or put into bulk containers, such as
hotel pans, chilled in a blast chiller (Fig. 2.7), stored in a refrigerator for up to five days,
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Courtesy of Burlodge USA.

rethermalized (sometimes in carts such as that shown in Fig. 2.8), and served. In
another method, food items are prepared in kettles, pumped into special air- and
water-tight plastic packages that hold 1.5 to 3 gallons, given an ice-water bath in a tum-
ble chiller (Fig. 2.9), and stored in the refrigerator. Food items prepared by this method
may be held for up to 45 days. Meat is prepared in this method by putting it in a large
tank that automatically cooks the meat and then chills it in ice water as soon as the
cooking cycle is over. Meats can then be refrigerated for up to 60 days.

In the cook/freeze method, a blast freezer or cryogenic freezing system must be
available to freeze foods quickly and thus prevent cell damage. Foods for freezing
may be pre-plated, but more often they are stored in bulk, which requires less
freezer storage space.

Note that the ready-prepared entrées and vegetables undergo two heating peri-
ods: first, when foods are prepared and, second, after storage to reheat them for ser-
vice to the consumer. Ready-prepared systems were developed to offset the critical
shortage and high cost of skilled foodservice employees. Also it was seen as a way
to even out the workload from day to day and during each day because only certain
menu items are prepared on any given day to build up an inventory for future use.

Advantages. The advantages of the ready-prepared system are related to reduc-
ing the “peaks and valleys” of workloads that may be found in the conventional sys-
tem. Production scheduling to build up the menu item inventory can be on a
40-hour week, 8-hour day, without early morning and late evening shifts. Employee
turnover is decreased, and recruitment of new employees is enhanced by offering
staff a more normal work week and reasonable hours.

Other advantages are reductions in production labor costs, improved quality and
quantity control by decreasing job stress related to production deadlines, and

Figure 2.7 A blast chiller used to bring bulk food from cooking
temperature to 37°F in 90 minutes or less.

Rethermalized

Chilled or frozen foods are
returned to eating
temperature

Cook/freeze method
Food production method in
which food is prepared
and cooked by conven-
tional or other methods,
then frozen for use at a
later time
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Figure 2.8 Carts that use convection heating to
rethermalize one side of the tray while the other side
remains cold.

Courtesy of Burlodge USA.

improved nutrient retention by decreasing time food is held within the serving tem-
perature range. Use of equipment is more balanced when preparation is spread
over eight hours, rather than at mealtime only.

In this system, management has close control over menu selections, the quality of
ingredients, and portion size and quantity. This is not always true in other systems,
especially with the assembly/serve system. Menu variety is potentially greater with
this system, because many items can be prepared and stored for future use.

One advantage that the ready-prepared system has over the commissary system is
the lack of worry about delivery from the central production kitchen. When foods
are prepared and stored on the premises, menu items are available on call, and no
waiting is involved.

Disadvantages. One disadvantage is the need for large cold storage and freezer
units, which take space and add to energy costs. Depending on the method, a blast
chiller or blast freezer is required, which is expensive to purchase and operate. Control
for food safety is especially essential with the cook/freeze method. Longree and Arm-
bruster (1996) warn that “the production of precooked frozen foods must not ever be
handled in a haphazard fashion; unless the freezing operation can be a continuous,
streamlined, bacteriologically controlled, short-time process, the bacteriological haz-
ards could be formidable.” (See Chapter 3 for more information on food safety.)
Because frozen foods are prone to structural and textural changes, extensive

modifications in the recipe and ingredients are usually necessary to offset cell dam-
age and to assure high-quality products.

Rethermalization Appropriate and adequate equipment for the rethermalization of foods prior to

i?;‘g:ri:t%rtg cating service is essential and can be costly. Microwave and convection ovens are the
equipment usually used in service units located near the consumers.



Figure 2.9 One method of cook-chill food preparation using a pump fill station,
tumbler-chiller, and cook-chill tank.

Courtesy of Chester-Jensen Co., Chester, PA.
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Commissary system

A central production
kitchen or food factory
with centralized food pur-
chasing and delivery to off-
site facilities for final
preparation

Although ready-prepared systems have been used primarily by large-volume
institutions and centralized commissary chain setups, such as health care units,
employee feeding facilities, airlines, and correctional institutions, lower volume
applications have begun to appear. Schools, supermarkets, fast-food companies,
and large restaurants are now utilizing this technology.

Rationale for Ready-Prepared Foodservice Systems. Mass-producing and
freezing food may reduce labor expenditures by more effective use of labor in
selected situations. Peak demands for labor may be removed because production is
designed to meet future rather than daily needs. Furthermore, less-skilled employ-
ees can be trained to heat and serve menu items, thus reducing the number of
highly skilled workers required by the system. Food procurement in volume may
decrease food costs for the system. A foodservice system based on ready-prepared
products is contraindicated if additional expenditures for storage facilities, equip-
ment, and food inventory cannot be absorbed by the organization.

Commissary (Central Production Kitchen). The commissary system is described
as a large, central production kitchen with centralized food purchasing and delivery
of prepared foods to service (satellite) units located in separate, remote areas for
final preparation and service. This system was made possible by the development
of large, sophisticated equipment for preparing and cooking large quantities of food
from the raw, unprocessed state. Foodservice organizations with many serving
units, sometimes widely separated as in a large city school system, sought ways to
consolidate operations and reduce costs. The commissary system is the result.

Prepared foods may be stored frozen, chilled, or hot-held. Menu items may be
distributed in any one of several forms: bulk hot, bulk cold, or frozen for reheating
and portioning at the satellite serving units; or pre-portioned and pre-plated for ser-
vice and chilled or frozen before delivery.

Typical users of this system are airline caterers, large city school systems, and
franchised or chain restaurant organizations that provide food for their various out-
lets and vending companies.

Advantages. The commissary foodservice system can realize cost savings due to
large-volume purchasing and reduced duplication of the labor and equipment that
would be required if each serving unit prepared its own food. Some facilities where
food is served may not have adequate space for a production kitchen, or the space
can be better utilized for some other purpose. Quality control may be more effec-
tive and consistent with only one unit to supervise.

Disadvantages. Food safety and distribution of prepared foods may be con-
cerns. There are many critical points in mass food production where contamination
could occur. Employing a food microbiologist or someone knowledgeable about
safe techniques in mass food handling with specialized equipment is highly desir-
able, yet often costly.

Food must be loaded and transported in such a manner that it is maintained at the
correct temperature for safety and is of good quality and appearance when received
for service. This requires specialized equipment and trucks for delivery. Poor
weather conditions, delivery truck breakdowns, or other such catastrophes can
result in food arriving late, causing irritating delays in meal service.
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Another disadvantage is the high cost of purchase, maintenance, and repair of the
sophisticated and specialized equipment needed for this type of production and
distribution.

Rationale for Commissary Foodservice Systems. The commissary foodser-
vice principles have been adopted in systems where service areas are remote from,
yet accessible to, the production center. This concept can be applied to reduce the
duplication of production labor and equipment that occurs if production centers
are located at each foodservice site. Space requirements at the service sites are
minimized because limited production equipment is required. By centralizing food
procurement and production, the economies of volume purchasing may be real-
ized. Commissary foodservice concepts are employed to meet various operational
objectives related to effective use of resources.

Assembly/Serve. The assembly/serve system requires no on-site food produc-
tion. This has led to the use of the term “kitchenless kitchen.” Fully prepared foods
are purchased and require only storage, final assembling, heating, and serving.
Assembly/serve systems evolved with the development of a variety of high-quality
frozen entrées and other food products that have appeared on the market in recent
years. Also, foodservice managers confronted with high labor costs and few skilled
employees turned to this system to relieve the labor situation. Often with this sys-
tem, “single-use” disposable tableware is used, thus eliminating the need for a dish-
washing unit.

With the availability of frozen entrées with a starch that are low in fat and sodium,
some hospitals have begun to purchase these retail-size commercially prepared
frozen entrées for their patient foodservice. They are then “popped out” onto the
service plate and rethermalized with individually quick frozen (IQF) vegetables and
served. These pop-out food items have resulted in the system being characterized as
“pick, pack, pop, and pitch!” In addition to the regular production line items, some
companies are willing to produce items according to individual purchaser’s recipes
and specifications. In addition to frozen foods, assembly/serve systems are also
beginning to use sous vide, which is a method of food production in which foods
are precooked and vacuum packed. Rethermalization is accomplished by boiling
the food in the vacuum packages in which they are stored.

The primary users of the assembly/serve system are hospitals, yet some health
care institutions and restaurants also use it. Although foodservices of all classifica-
tions can use prepared entrée items, few have adopted them exclusively. Hotels and
restaurants that employ unionized chefs can be prohibited from using frozen entrées.

Advantages. The foremost advantage of the assembly/serve system is the built-in
labor savings. Fewer personnel are required, and they do not have to be highly
skilled or experienced. Procurement costs are lower due to better portion control,
less waste, reductions in purchasing time, and less pilferage. Equipment and space
requirements are minimal, as are operating costs for gas, electricity, and water.

Disadvantages. The availability in some markets of a good selection of desired
menu items or those that have regional appeal is limited. However, more and better
quality frozen entrées are becoming available. The higher cost of these prepared
foods may not be offset by the labor savings realized. Managers must carefully
weigh the overall cost of this system.

Assembly/serve system
Also known as the
“kitchenless kitchen,” fully
prepared foods are pur-
chased, stored, assembled,
heated, and served
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Another disadvantage may be the quality of available prepared products and cus-
tomer acceptability. The proportion of protein food (meat, fish, seafood, etc.) to
sauce or gravy in some menu items may not be adequate to meet the nutritional
requirements of the clientele. For example, two ounces of protein are required in
the school meal pattern in school foodservice programs. Many frozen entrées may
contain much less than that. Evaluation of products under consideration for use in
the assembly/serve system is essential.

A manager considering a change from another system to the assembly/serve sys-
tem should carefully evaluate the change in amount and kind of equipment needed.
It may be excessively high in cost and in energy consumption to operate the dupli-
cate pieces of heating equipment. Additional freezer space required for storage of
the inventory of frozen entrées may not be available or may be too costly to install.
Recycling or disposal of the large quantities of packaging materials and single-use
tableware, if used, must be part of the total concern.

Rationale for Assembly/Serve Foodservice Systems. Assuming a lack of
skilled food production employees and an available supply of highly processed,
quality food products, an assembly/serve foodservice operation may achieve oper-
ational objectives to provide client satisfaction. Managerial decisions to adopt this
form of foodservice system should consider the availability of these resources to the
foodservice operation.

Each type of foodservice system has proved successful in providing acceptable
quality food in specific organizations with the conditions described for each. How-
ever, foodservice managers attempting to decide on one system over another should
undertake an extensive investigation and study before making any decisions. Among
the factors to consider are cost comparisons, availability of foods in all forms, quality,
and nutritional value of fully prepared items, customer needs and acceptability,
equipment and space requirements, energy use as estimated by the amount and kinds
of equipment needed for each system, and availability and cost of labor.

SUMMARY

Today’s foodservice managers should view their organization as a system composed
of various elements or subsystems that are united by a common goal and that are
interdependent and interact so that the processes or functions involved produce
outcomes to meet stated objectives. A foodservice system is an integrated program
in which the procurement, storage, preparation and service of foods and beverages,
and the equipment, methods (and personnel) required to accomplish these objec-
tives are fully coordinated for minimum labor, optimum customer satisfaction, qual-
ity, and cost control.

The defining characteristic of a system is that it cannot be understood as a function
of its isolated parts. The behavior of the system does not depend on what each part is
doing but rather on how each part is interacting with the other parts. To understand a
system, one must first understand how it fits into the larger system of which it is a part.

The arrangement of subsystems, procurement, food preparation, delivery and ser-
vice, and sanitation in varying ways is the basis for grouping foodservices into types
of production systems, each with common elements and procedures. Four major
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types of foodservice production systems found in the United States are conventional,
ready-prepared, commissary, and assembly/serve. An evaluation of the merits of each
system based on its characteristics, advantages, and disadvantages should be made
before any one is adopted for use in a specific foodservice organization. A summary
of the major characteristics of each system is given in Table 2.1 (see pages 72 and 73).
A flowchart of the step-by-step processes of the four foodservice systems is shown in
Figure 2.10 (see page 74).

Recent research studies on foodservice systems in relation to time and tempera-
ture effects on food quality have been summarized and reported in another North
Central Research bulletin. These microbiological safety, nutrient retention, and sen-
sory quality studies provide specific data useful when deciding on a system to
install or contemplating a change in systems. Further investigations are needed to
advance understanding of the interrelationships among food products, resources,
processes, and management in foodservices and so improve food quality in food-
service establishments.

The vast and ever-changing foodservice industry continues to be shaped by
socioeconomic changes, demographic shifts, and the varying food habits and
desires of the American people. Foodservice managers must keep abreast of these
conditions and adapt their operations to the changing times in order to be compet-
itive and successful. For a complex system to endure is not enough. It must adapt
itself to modifications of the environment and evolve. Otherwise, outside forces will
disorganize and destroy it. The difficult, paradoxical question that confronts those in
the foodservice industry is, How can a stable organization whose goal is to maintain
itself and endure be able to change and evolve?

APPLICATION OF CHAPTER CONCEPTS

The Food and Nutrition Services department at Mercy Health System (MHS) in
Janesville falls most cleanly into the classification of noncommercial, on-site because
its primary purpose is to serve the patients and residents within its healthcare facili-
ties. However, one could argue that this department is, at least in part, a commercial
operation given that a number of its units have the potential to generate revenue.
The following graphic depicts the scope of services for the Food and Nutrition
Services department at MHS.

{ Scope of Services J

Nutritional Care Patient and Resident Retail Off-Site

and Education Dining Services (Satellite)
¢ Inpatients « Mercy Hospital : \C/::r:zti?\ga 0 \l}/lvefls-otﬂ-\lfthegtlsl
¢ Outpatients * Mercy Manor LTC « Catering * Walworth Hospita

e Home Health Care
e Community Programs
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Table 2.1  Summary of the characteristics of the four types of foodservice systems.

Ready Prepared

Conventional

Cook/Chill

Cook/Freeze

Commissary

Assembly/Serve

Location of food
preparation kitchen in
relation to where
served:

Form of food
purchased:

Food procurement:

Time span between
preparation and
service, and method
of holding:

Amount and kind of
equipment required:

On premises where
food is served

Raw; some
convenience foods

Purchase for its own
unit

Food prepared for
immediate service
(may be held hot, or
chilled for a few
hours)

All prepreparation,
cooking, and serving
equipment needed.
Both skilled and
unskilled employees
needed

On premises where
food is served

Raw; some
convenience foods

Purchase for its own
unit

Food prepared and
cooked then chilled
and held for 1-3 days,
or 45-60 days
depending on the
system

All prepreparation,
and cooking and
serving equipment.
One or more blast-
chillers—large
amounts of
refrigerated storage
space, or cook tank,
water bath, and
pumping equipment

Food prepared and
fast frozen; held for
later use up to 3—4
months stored for
later use

A “blast” or cryogenic
freezer—large
amounts of freezer

holding space

Central production
kitchen in building
separate from service
units. Food
transported to satellite
serving units.

Primarily raw
ingredients

Centralized
purchasing for all
service units

Food prepared and
may be (a) distributed
to satellite units for
immediate service, (b)
chilled and either
preplated or put into
bulk, (c) chilled and
frozen and pre-plated
or in bulk

Large, sophisticated
equipment for
prepreparation and
cooking. Some robots
may be used—can be
reprogrammed for
various tasks. Suitable
containers for
packaging and
delivery; trucks to
deliver prepared foods
to service units;
reheating equipment
if foods frozen or
chilled

Off premises
(commercially
prepared foods are
purchased)

All convenience and
prepared foods—
frozen, canned,
dehydrated, or
prepeeled fresh

Purchase for own use

No on-premises
preparation. Foods
purchased pre-
prepared are stored
and ready for
reheating and service
at any time needed

Equipment for
reheating such as
steamers, steam
jacketed kettles,
convection or
microwave ovens.
Equipment for setting
up and serving.
Reheating equipment
such as convection or
microwave ovens and
kettles for immersion
heating
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Labor needs:

Typical
foodservices using
this:

Skilled cooks and
preparation
workers as well as
less skilled for
prepreparation and
serving

Independent
restaurants and
cafeterias; hospitals
and health care for
specialized groups;
in-plant
foodservices;
colleges and
universities;
schools

Fewer highly
skilled cooks
needed compared
with conventional
because of
“production line”
type of work and
only one or two
items prepared per
day; workers
needed to reheat
foods, operate that
equipment, and
assemble and serve
meals

Large hospitals,
some large colleges
and universities

Highly trained in
technological
aspects of food
production in mass
quantities. Food
microbiologists to
assure food safety.
Employees must be
able to operate
highly specialized
equipment used for
food production

Airlines; chain
restaurants; Iarge
school districts;
commercial
caterers and
vending
companies

No skilled cooks or
other
prepreparation
employees needed.
Workers for
assembling salads
and desserts, etc.
Workers for
reheating and
serving foods must
be able to operate
equipment

Hospitals and
nursing homes;
some commercial
foodservices and
colleges; facilities;
homes
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Conventional

Commissary

Ready-Prepared

Assembly/Serve

Purchase raw basic foods
and limited convenience
items

Receive goods

Y

Store foods: Refrigerator at
40° or lower
Drystores 65—70°F

Prepreparation: washing,
sorting, peeling, cutting, etc.

Preparation and cooking:
small to large batch and
short order

Short-time holding in refrig-

erated or heated cabinets (or

serve at once)

Distribute for service

Purchase raw basic foods
for all units

Receive goods

Y

Store foods: Refrigerator at
40° or lower
Drystores 65—70°F

Prepreparation: washing,
sorting, peeling, cutting, etc.

Large batch cookery

Portion and freeze or chill &
store OR bulk freeze or chill
& store OR hold hot
Transport in appropriate
temperature-controlled
equipment to satellite
serving units +

Receive by units where
foods are to be served

v

Hold as appropriate until
serving time

Temper (thaw) frozen foods
in refrigerator

Reheat as necessary and
distribute OR distribute and
reheat *

Assemble and serve

Purchase raw basic foods
and limited convenience

items i

Receive goods

Store foods: Refrigerator at
40° or lower
Drystores 65-70°F

Prepreparation: washing,
sorting, peeling, cutting, etc.

Large batch cookery

Portion & freeze or chill &
store OR bulk freeze or chill
& store OR hold hot.
Transport in appropriate
temperature controlled
equipment to satellite
serving units +

Store in freezer or
refrigerator as appropriate
for later use #

Hold as appropriate until
serving time

Temper (thaw) frozen foods
in refrigerator

Reheat as necessary & dis-
tribute OR distribute &
reheat.

Purchase fully prepared
foods in frozen, canned,
dehydrated form; salad

ingredients pre-prepared

Receive goods

Store in freezer, 0°F or
refrigerator 40°F or lower
until serving time.

(none required)

\

(none required)

Hold as appropriate until
serving time

Temper (thaw) frozen foods
in refrigerator

Reheat as necessary &
distribute OR distribute &
reheat

Figure 2.10 The step-by-step processes of the four foodservice systems.

Just as there is a mix of business units, there is also is a mix of types of foodser-
vice operations used to accommodate the various programs. The conventional sys-
tem is used to prepare food for all units with the exception of Walworth Hospital.
Because of its off-site location and small size, the assembly/serve approach is used
at Walworth Hospital to deliver meals of high quality in a timely manner without
using a disproportionate amount of labor.
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Collectively these business units represent a surprisingly high volume of meals
and revenue as indicated in the following table.

Business Unit Volume of Business in Meal
Equivalents or Sales

Inpatient 300 meals per day

Cafeteria $64,565 annual sales for 2006

Meals-on-Wheels 125 meals per day, seven days per
week

Catering 8 to 10 events per day

Walworth Hospital 18 meals per day

Mercy Manor (long-term care facility) 32 residents, three meals per day

The diversity of this department is reflected in its mission statement, which reads:

The mission of the Food and Nutrition Services department of MHS Janesville, is to pro-
mote optimal nutritional status of the citizens of southern Wisconsin and northern Illinois
by providing quality food and nutrition services as conveniently as possible, at the lowest
possible cost, while, maintaining quality, service and convenience for all of our customers.

This department, then, is a system within a system. The Food and Nutrition Services
(FNS) department is a system because it has inputs (food, labor, space, etc.) that are
transformed into outputs such as meals and nutritional services. This transformation
occurs through functional operations of purchasing, production, and service. At the
same time, the department is part of the Mercy Health System and interacts with other
parts such as nursing to achieve the larger mission, which is to provide:

e The highest quality health care services possible, which result in healing in the
broadest sense
e A comprehensive network of integrated health care services based on patient need

Environmental
Factors

CONTROLS MANAGEMENT MEMQRY ;
Functions Financial
Plans S
c Linking Processes Personnel
ontracts C icati Forecastin:
Laws and Regulations ommunication 9
Decision Making

Environmental
Factors
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Educational programs and health promotion services that improve the quality of
life in our community
Cost-effective health care without sacrificing quality, service, and convenience

CRITICAL THINKING QUESTIONS

oW

. Why does the Food and Nutrition Services department offer such a broad scope
of services?

In what way does this department serve as a commissary?

Which business unit do you think has the biggest impact on the larger system
of MHS? Why?

How does the mission statement for the FNS department differ from that of
other types of on-site foodservices?

How does the mission for the FNS reflect that of the larger organization of MHS?
What political, economic, and social trends do you think are currently influenc-
ing the Food and Nutrition Services?

CHAPTER REVIEW QUESTIONS

Do =

SIS

Define the systems concept.

Compare and contrast the systems theory with the scientific management
theory.

Diagram a foodservice organization as a system.

Compare and contrast the four major types of foodservice systems described.
Which foodservice system(s) should be considered in each of the following
situations?

a. High labor cost in the area

b. Very low equipment budget

c. Close quality control desired

d. High food cost in the area

v
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HACCP

A systematic approach to
food safety programming
and inspection that focuses
on the identification of haz-
ards with the potential to
cause foodborne illness
and uses science-based
procedures to eliminate or
control the hazards

Guests of any eating establishment have certain expectations regarding the food
that is prepared for and served to them. They expect it to be pleasing to the eye,
taste good, satisfy hunger, and to be priced at a fair value. Patrons select eating
establishments based on these and other aspects of quality.

One aspect of quality that is simply assumed is that of food safety. It is
expected that the food has been purchased from a safe source and handled prop-
erly from delivery to the foodservice until the final menu item is presented to the
customer. It is the responsibility of the foodservice manager to ensure that these
expectations are met every time food is served. To accomplish this, the manager
needs the knowledge and skills to build, implement, and maintain a program of
food safety that is consistent with the unique features of a given foodservice
operation.

The manager must have an understanding of what foodborne illness is, the
likelihood that it can occur, and the causes underlying outbreaks. In addition, the
manager needs to develop the skills necessary to build a program of food protec-
tion that includes prerequisite programs and HACCP plans. These programs and
plans need to accommodate unique aspects of the foodservice and be in compli-
ance with federal, state, and local regulations. Addressing the food safety pro-
gram from the perspective of the system can ensure that all aspects of the
operation are considered and the program is indeed effective in preventing out-
breaks of foodborne illness.

KEY CONCEPTS

1. Foodborne illness is an important cause of illness, distress, and death in the
United States.

2. Populations highly susceptible to foodborne illness, including the immuno-
compromised and the elderly, are growing.

3. Costs of foodborne illness are estimated to be in the billions of dollars.

4. Major microorganisms that cause foodborne illness are Salmonella strains,
Campylobacter jejuni, pathogenic Escherichia coli, Staphylococcus aureus, and
Clostridium perfringens.

5. The food manager needs knowledge and skills to build, implement, and main-
tain an integrated food safety program.

6. Prerequisite programs serve as the foundation of an integrated food safety
program.

7. Implementing standards of good personal hygiene is essential for infection
control.

8. Training employees in proper food handling techniques is a critical step in
preventing microbial growth and cross-contamination.

9. An official system of government laws, regulations, codes, and standards serves
to protect the public from unsafe food.

10. Hazard Analysis and Critical Control Point (HACCP) is a food safety assurance
program that identifies and controls hazards during an entire food production
process from receiving to service.
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FOODBORNE ILLNESS

Foodborne Illness Defined

The incidence of foodborne illness is expressed in outbreaks. According to the
Centers for Disease Control (CDC) in Atlanta, an outbreak of foodborne illness is
an incident where two or more people experience the same illness after eating the
same food. An outbreak is confirmed when laboratory analysis shows that a specific
food is the source of the illness. A case in a specific outbreak represents one indi-
vidual in an outbreak. Number of cases per outbreak can vary widely from as few
as two to hundreds of thousands. Table 3.1 represents a sampling of outbreaks that
were traced to healthcare facilities in 2004.

Scope of the Problem: Incidence of Foodborne IlIness

One of the most challenging aspects of managing a food safety program and the
employees who handle the food is presenting a convincing argument that food-
borne illness does indeed occur. Relative to the daily problems that foodservices
encounter, the risk of any actual outbreak is low. In addition, there tends to be a
lack of appreciation for the realities of the scope of the problem given that the
reported and confirmed outbreaks represent only a fraction of how many people
actually get sick from food. Underreporting and underestimating the true incidence
is a reflection of the complexity of foodborne illness.

Keeping track, or the surveillance, of foodborne illness is complicated. Symptoms
among victims vary widely. Some experience only mild symptoms, and their discom-
fort is temporary and short-lived. Others, especially those in highly susceptible popu-
lations, can experience much more severe, extended, and potentially life-threatening

Table 3.1 Foodborne Outbreaks Healthcare 2004: Bacterial

Bacterial Number Location Vehicle
Clostridium 20 LTC Unknown
Perfringens

Enterotoxigenic 14 Hosp Unknown
Escherichia coli

E coli 0157H7 10 LTC Spinach
Salmonella 38 Hosp Eggs
Enteritidus

Salmonella 2 Hosp Unknown
Heidelberg

Salmonella Javiana 29 LTC Unknown
Salmonella 68 Multi Honeydew
Newport

Scrombroid Toxin 3 Hosp Fish

From: http://www.cfsan.fda.gov/~dms/retrs2b.html

Outbreak

An incidence of foodborne
illness that involves two or
more people who ate a
common food, which has
been confirmed through
laboratory analysis as the
source of the outbreak

Centers for Disease Con-
trol and Prevention
(CDO)

A federal agency within the
Department of Health and
Human Services (DHHS). Its
mission is to promote health
and quality of life by pre-
venting and controlling dis-
ease, injury, and disability

Case

An instance of one person.
Represents one individual in
an outbreak of foodborne
illness

Risk

An estimate of the likeli-
hood or probability of
occurrence of a hazard
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reactions. These populations include the elderly, very young children, pregnant
women, and those with compromised immune systems. Chances of the less afflicted
going through the effort of reporting an illness, even if they suspect that it is food-
borne, is highly unlikely.

Another complicating factor is that agents of foodborne illness can be transmit-
ted through water and through contact with infected farm animals and pets.
Person-to-person contact is another means through which an individual can
become infected with the very same causative agents that are attributed to food-
borne illness. Surveillance has, however, greatly improved following a concerted
effort on the part of the federal government to better track and document the inci-
dence of foodborne illness.

During the mid to late 1990s, there was a recognition on the part of the Clinton
administration that oversight of food safety in the United States needed to be over-
hauled. This included better tracking of foodborne illness outbreaks to determine
more accurately how widespread the problem is. A better program would also pro-
vide the framework to assess whether interventions were actually working. In 1997,
the National Food Safety Initiative (NFSD) was launched. This initiative included a
number of goals and triggered tracking programs for foodborne illness. One such
program is the CDC’s Emerging Infections program, Foodborne Diseases Active Sur-
veillance Network (FoodNet). The surveillance program collects data on ten food-
borne diseases in nine U.S. sites. Each year the CDC releases a report that describes
preliminary surveillance data and compares them to previous data. These reports
can be accessed from the CDC Web site (see the URL at the end of this chapter).

While accuracy and timeliness have improved as a result of the NFSI, a number of
social, economic, and political issues present new challenges to ensuring that the
U.S. food supply is indeed safe. These issues include:

e Advances in trade and transportation that have brought more food variety but
new pathogens

e People eating a greater variety of food including raw seafood and fresh produce

e An increase in the “at-risk” or “highly susceptible” populations comprising the
elderly, children, and people with compromised immune systems such as indi-
viduals with AIDS

e More meals prepared and eaten outside of the home

e Changes in food preparation and handling practices

e Newly recognized microorganisms that cause foodborne illness

e Centralized food processing

e The globalization of the food market

Costs Associated with Outbreaks of Foodborne IlIness

It is difficult to account for the total and true costs of foodborne illness, but the eco-
nomic loss associated with foodborne disease outbreaks can be devastating and
more broad than most foodservice directors realize. Medical care, lost business, and
lawsuits against the foodservice contribute most to the cost, but loss of income for
victims and infected food handlers is also considerable. The social costs of pain and
suffering are impossible to measure, not to mention the embarrassment and damage
to the reputation of the foodservice. The Economic Research Service of the USDA
estimates that $6.9 billion is lost each year because of diseases caused by five bac-
terial pathogens alone.
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CAUSES OF FOODBORNE ILLNESS

Investigations of foodborne illness outbreaks indicate that contaminated food in
itself does not always explain why people get sick. Other risk factors contributing to
this are environmental conditions that allow pathogens to survive and grow, conta-
mination via the food handling equipment surfaces and environment, and handling
practices of food workers. The food manager needs to understand the contaminants
and the underlying causes that result in foodborne illness in order to design and
implement effective preventive measures in the foodservice facility.

Hazards Inherent to Food

Any biological, chemical, or physical property that affects a person’s health is
called a hazard. Illness resulting from live disease-causing or pathogenic microor-
ganisms is called infection. Illness caused by eating toxins produced by microorgan-
isms is called intoxication. Growth of pathogenic microorganisms in foods or on
food contact surfaces increases the likelihood of either of these types of illness. The
conditions necessary for bacterial growth are nutrients; moisture; favorable temper-
atures, pH, and atmosphere; and time. Most bacteria grow best in low-acid food; a
few grow in acid food. Some grow best if sugar is present in the food, others if pro-
teins are present. Some need oxygen for growth, and others thrive in its absence.
The temperature most favorable for growth of pathogenic bacteria is body temper-
ature, about 98°F; temperatures below 41°F inhibit their growth either totally or
markedly, and temperatures above 130°F for a period of time are lethal to vegeta-
tive cells of pathogenic microorganisms. The time required for growth and multipli-
cation depends on the other environmental conditions present and the type of food
being processed. Fungi require nutrients, oxygen, and time to grow. They are usu-
ally the dominant microorganisms only in foods that are too dry, acidic, or sugary
for optimal growth by bacteria. Viruses and protozoa do not reproduce in foods and
thus only cause infections.

Any food can be a vehicle for foodborne illness, but some are more likely to be
involved than others. These foods are termed potentially hazardous foods
(PHF). According to the U.S. Food and Drug Administration (FDA) Food Code:

1. “Potentially hazardous food (time/temperature control for safety food)” means
a food that requires time/temperature control for safety (TCS) to limit patho-
genic microorganism growth or toxin formation.

2. “Potentially hazardous food (time/temperature control for safety food)” includes:
An animal food that is raw or heat-treated; a plant food that is heat-treated
or consists of raw seed spouts, cut melons, or garlic-in-oil mixtures that are
not modified in a way that results in mixtures that to do not support patho-
genic microorganism growth or toxin formation.

Simply put, potentially hazardous foods are those foods that favor rapid growth
of microorganisms. The conditions that favor rapid growth can be remembered by
the acronym FAT-TOM: food, acid, time, temperature, oxygen, and moisture.

The routes of transmission for pathogens are diagrammed in Figure 3.1. It should
be noted that human wastes, particularly fecal material, are especially hazardous. An
individual who has used the toilet is certain to have contaminated hands. If careful
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Code
A collection of regulations
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A disease-causing
microorganism
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Communicable disease
An illness that is transmit-
ted from one person to
another through direct or
indirect means
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Illness that results from
ingesting foods containing
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Figure 3.1 Food handlers as sources of foodborne pathogens.

and thorough hand-washing is ignored, the worker’s hands can be a dangerous “tool”
in the kitchen. Standards of personal hygeine are presented later in this chapter.

Carriers are an important source of infection or intoxication-causing microorgan-
isms in foods. A carrier is a person who, without symptoms of a communicable
disease, harbors and gives off from his or her body the specific bacteria of a dis-
ease, usually without being aware of it. An infected person is one in whose body
the specific bacteria of a disease are lodged and have produced symptoms of ill-
ness. Thus, others may be aware of the possible danger of contamination. Con-
sumers can become infected by ingesting water, milk, or other food products that
have been contaminated with the fecal material of an infected person, animal, or
carrier. Still another path of infection is drinking raw milk drawn from cows with
infected udders. A now rare source of infection is from muscle tissues of hogs
infected with the parasitic organism 7richinella spiralis.

An infectious disorder of the respiratory system such as a common cold can be
spread by the droplet spray of infected discharges of coughing and sneezing with-
out safeguard. An indirect route of infection spread through respiratory discharges
is the used handkerchief, or the contaminated hand, and the subsequent handling
of food or plates and cups in serving a patron.

Infectious Microorganisms. Primary organisms that cause foodborne infections
include, but are not limited to, salmonella, Campylobacter jejuni, pathogenic
Escherichia coli, and Listeria monocytogenes. The first two are especially prevalent
and require special care in food handling.

Salmonella infections account for numerous cases of gastrointestinal disorders
called salmonellosis. Salmonellosis may be caused by any of the 2,300 known salmo-
nella serotypes, each of which is primarily found in the intestinal tract of animals and
humans. They are excreted in the feces and can contaminate food and water if per-
sonal hygiene and proper food handling are not practiced. Foods most often
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associated with salmonellosis are poultry, poultry products, beef, pork, and eggs and
egg-containing foods. Proper cooking will kill salmonella, but cross-contamination of
cooked foods with raw foods must be avoided.

Campylobacter jejuni, long known as an animal pathogen, has only recently been
recognized as a very common cause of human gastroenteritis. C. jejuni is most often
linked with consumption of raw milk, contaminated water, undercooked chicken,
beef, pork, and raw clams. Poultry has an especially high carriage rate of this
pathogen. Cross-contamination from raw animal foods to ready-to-eat foods via
knives or cutting boards may be another transmission route. Evidence of the serious-
ness of C. jejuni is that it is now isolated from human diarrheal stools more frequently
in the United States than are Salmonella spp. and Shigella spp. Campylobacter jejuni
is readily killed by heat and is highly sensitive to chlorine-containing sanitizers.

Various types of pathogenic Escherichia coli have been responsible for a number
of foodborne illness outbreaks in this country. Imported soft cheese was the cause
of the first identified outbreak, which occurred in 1971. The most serious and highly
publicized outbreak of E. coli occurred in 1993 when four children died after eating
undercooked hamburgers. E. coli is found in the feces of humans and other animals,
and so may contaminate soil, water, and food plants. Illnesses caused by E. coli
range from “traveler’s diarrhea” to the life-threatening hemolytic uremic syndrome.
The organism is easily killed by heat, but foods that have been heat-processed may
be re-contaminated after heating; improper temperature control can result in the
organism increasing in numbers. In addition to cheese, both raw and processed
shellfish, raw ground beef, inadequately cooked ground beef, and, more recently,
some fresh produce items such as spinach, lettuce, and alfalfa sprouts have been
associated with outbreaks of gastrointestinal illness caused by pathogenic E. coli.

Intoxicating Microorganisms. Organisms that cause foodborne intoxication include
Staphylococcus aureus, Clostridium botulinum, Clostridium perfringens, and numer-
ous molds that produce mycotoxins, the best known of which is aflatoxin.

Staphylococcal food intoxication, the most frequent type of foodborne intoxica-
tion, results from toxin production by Staphylococcus aureus in high-protein menu
items such as cooked meats, eggs, and milk, as well as cream pie. This organism is
commonly found on healthy human skin, especially the nose, and is abundantly
present in pimples and suppurating wounds. The toxin produced by §. aureus is
not destroyed by cooking techniques commonly employed in food preparation, so
refrigerated temperature control is critical.

General estimates are that most of the cases of food intoxication are caused by
staphylococcal organisms. The illness is generally not fatal, but causes severe diar-
rhea and nausea in its victims for several hours. Usually the symptoms are evident
within 0.5 to 6 hours after ingestion of the toxic food, which may have shown no
visible indications of the contamination at the time of consumption.

Clostridium botulinum is a spore-forming organism that causes a far more serious
food intoxication known as botulism. The organism can grow and produce toxin in
various low-acid foods under anaerobic conditions. The toxin is often fatal. Food
supporting growth of C. botulinum does not always show noticeable changes from
normal. Certainly food that appears abnormal should not be “taste tested” because
just a small amount of ingested toxin will cause illness. The toxin can be destroyed
by boiling vigorously for 20 minutes, although this step is not recommended as the
sole method of preventing botulism. There have been some outbreaks associated
with baked potatoes, onion rings, and possibly other foods. Fortunately, botulism is
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Emerging pathogen

A pathogen that is increas-
ingly recognized as causing
foodborne illness

Accident

An unintentional incident
that results in injury, loss,
or damage of property

an uncommon occurrence in foodservice operations. Commercially canned foods
are heated to sterility with steam under pressure.

Clostridium perfringens, which is an anaerobic, spore-forming bacterium, is often
placed in the group of organisms causing foodborne intoxication. Although the
toxin may be present in food, it is believed to be usually produced in the intestinal
tract, and thus the illness is actually most often an infection. The incubation period
varies from between 8 and 20 hours, after which illness occurs. Symptoms are rela-
tively mild, and the duration of the illness is usually about one day.

Clostridium perfringens is found widely distributed in soil, water, dust,
sewage, and manure, and is also found in the intestinal tracts of humans and
healthy animals. Many foods purchased by foodservices, especially meats and
some spices, are probably contaminated with this organism. Also foodservice
workers may carry this organism into the kitchen on their hands. Extreme care
must be taken to keep hands clean and equipment clean and sanitized, especially
meat slicers. Meats to be sliced should never be left to be “cut as needed” over a
long serving period, and slicers must be thoroughly cleaned after each use.
Meat slicers in continuous use should be cleaned and sanitized every 4 hours.
Table 3.2 summarizes the major pathogens associated with outbreaks of
foodborne illness.

Some microorganisms have only recently been identified as important causes of
foodborne illness. These agents are referred to as emerging pathogens and
include clyclospora and norovirus. Other emerging issues in foodborne illness are
some of the means by which food becomes contaminated. For example, it wasn’t
recognized until fairly recently that melon can become contaminated with salmo-
nella during slicing when the knife can draw the microorganism from the rind on to
the flesh.

Allergens: A Growing Concern. Food allergies are a concern for six to seven mil-
lion Americans and need to be seriously considered as part of a comprehensive
food safety program. An estimated 30,000 people visit hospital emergency rooms
each year seeking treatment for food allergies. Up to 200 deaths per year are
attributed to severe reactions, according to the Food Allergy and Anaphylaxis
Network (FAAN).

Ninety percent of all food allergies are caused by what is referred to as the “big
eight”: milk, eggs, fish, wheat, tree nuts, peanuts, soybeans, and crustaceans. Other
food ingredients that may cause an adverse, but nonallergic, reaction in some con-
sumers include sulfites and monosodium glutamate (MSG). The food manager must
work closely with suppliers and employees to ensure that composition of all foods
is known and clearly communicated to customers.

Hazards Introduced to Food by People and Practices

Accidental Chemical Contamination. Microbial causes of foodborne illness are
common, but disease and illness can also be caused by chemical contaminants in
food. This type of foodborne illness results from eating food to which toxic chemi-
cals have been added, usually by accident.

Chemical poisoning may result from contamination of food with foodservice
chemicals such as cleaning and sanitizing compounds, excessive use of additives
and preservatives, or contamination of food with toxic metals. The foodservice
manager is responsible for implementing the necessary precautions to ensure that
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Table 3.2 Major foodborne pathogenic microorganisms.

Pathogen
Disease

Foods implicated

Incubation

Symptoms

Duration

Salmonella spp.

Salmonellosis
infection

Poultry, poultry
salads, meat and
meat products,
milk, shell eggs,
egg custards and
sauces, other
protein foods, fresh
fruits and
vegetables

6 to 48 hours

Abdominal pain,
headache, nausea,
vomiting, fever,
diarrhea

1 to 2 days

Staphylococcus aureus

Staphylococcal
intoxication

Foods that are cooked
and then require
considerable handling
are ham and other
cooked meats, dairy
products, custards,
potato salad, cream-
filled pastries, and other
protein foods

1/2 to 6 hours

Nausea, vomiting,
diarrhea, dehydration,
abdominal cramping

24 to 48 hours

Clostridium
perfringens

Clostridium perfringens
infection/intoxication

Meat, meat products,
and gravy coupled with
temperature abuse

8 to 22 hours

Abdominal pain,
diarrhea

24 hours

Bacillus cereus

Bacillus cereus
intoxication

A wide variety,
including rice and rice
dishes, custards,
seasonings, dry food
mixes, puddings, cereal
products sauces,
vegetable dishes, meat,
milk, and fish

6 to 15 hours

Diarrhea, abdominal
cramps, vomiting, and
pain

Up to 24 hours

Clostridum botulinum
Botulism intoxication

Improperly processed
canned low acid foods

18 to 36 hours

Lassitude, weakness,
vertigo, double vision,
difficulty in speaking,
swallowing, and
breathing

Several days to a year

(continued)
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Table 3.2 Major foodborne pathogenic microorganisms. (Continued)

Pathogen

Disease

Foods implicated

Incubation

Symptoms

Duration

Campylobacter
Jejuni

Campylobacteriosis
infection

Raw poultry, raw
vegetables,
unpasteurized
milk, untreated
water

3 to 5 days

Diarrhea, fever,
nausea, abdominal
pain, headache,
muscle pain

1 to 4 days

E. Coli 0157:H7

Hemorrhagis colitis;
hemolytic uremic
syndrome

Raw and undercooked
beef and other red
meats, raw milk,
cheese, unpasteurized
milk, fresh fruits and
vegetables

12 to 72 hours

Bloody diarrhea, severe
abdominal pain and
cramping, nausea,
vomiting, and
occasionally fever,
hemolytic uremic
syndrome (Kidney
failure may result)

Up to 8 days

Listeria
monocytogenes

Listeriosis infection

Unpasteurized milk and
cheese, vegetables,
poultry and meats,
seafood, and prepared,
ready-to-eat foods,
including cold cuts and
fermented raw meat
sausages

12 hours to several
days

Nausea, vomiting,
diarrhea, headache,
fever, chills, backache,
meningitis,
spontaneous abortion,
septicemia,
encephalitis

Depends on
treatment—high
mortality in highly
susceptible
populations

Shigella spp.

Shigellosis

Salads (potato, tuna,
shrimp, macaroni, and
chicken), raw
vegetables, milk and
dairy products, and
poultry

1 to 7 days

Abdominal pain;
cramps; diarrhea; fever;
vomiting; blood, pus, or
mucus in stools;
tenesmus

Varies

Vibrio vulnificus

Wound infections,
gastroenteritis, primary
septicemia

Opysters, clams, and
crab

3 to 76 hours

Diarrhea, cramps,
weakness, nausea,
chills, headache, and
vomiting

1 to 8 days

Source: The Bad Bug Book. U.S. Food and Drug Administration. Center for Food Safety and Applied Nutrition. Foodborne Pathogenic Microorganisms and Natural Toxins
handbook. www.cfsan.fda.gov~mow/intro/html.
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food is protected from these hazards. Minimum precautions include proper labeling
and storage of all chemicals and frequent in-service training for employees on the
hazards associated with the improper use of chemicals.

Physical Hazards. Physical hazards account for the third category of causes that
contribute to outbreaks of foodborne illness. These, as the name suggests, include
material or foreign contaminants that are accidentally or intentionally introduced
into foods. Examples include metal shavings from cans, glass from service ware,
and staples from packing materials. Compared to pathogenic microbes, physical
hazards are rarely a cause of foodborne illness or injury.

THE ROLE OF THE FOOD MANAGER

Food managers, especially those responsible for providing food to highly suscep-
tible or at-risk populations, have a critical role in the prevention of foodborne ill-
ness. In effect, food managers and the employees they oversee are public health
providers. It is their job to protect their customers from food that could become
unsafe through mishandling. Foodservice managers need to instill a sense of
urgency about the potential for foodborne illness and provide the training and
education needed to ensure that food handlers know proper procedures and
controls. Foodservice managers themselves must be well educated on the related
topics of food microbiology, food law, risk analysis, HACCP, and standard oper-
ating procedures. These are a few of the knowledge and skill requirements
needed on the part of the manager to design, implement, and manage an inte-
grated food safety program effectively. Figure 3.2 provides a more comprehen-
sive list of the specific knowledge requirements for the professional responsible
for food safety.

The Foodservice Manager knows the:

e Federal, state, and local laws and regulations that pertain to a specific foodservice
operation

e Relationship between the prevention of foodborne disease and the personal hygiene
of a foodservice worker

* Means to prevent transmission of foodborne disease by a food worker who has a
disease or medical condition that may cause foodborne disease

e Symptoms associated with the diseases that are transmitted through food

e Relationship between maintaining the time and temperature of potentially
hazardous food and the prevention of foodborne illness

e Inherent hazards associated with potentially hazardous foods

e Minimum end-point temperatures for the safe cooking of potentially hazardous foods

e Required temperatures and times for safe and proper storage, hot holding, cooling,
and reheating of potentially hazardous foods

e Relationship between the prevention of foodborne illness and good personal hygiene

e Procedures for proper care, cleaning, and sanitation of equipment and facilities in
the prevention of foodborne illness

Figure 3.2 Foundation Knowledge on Food Safety for the Foodservice Manager (adapted
from the 2005 Food Code).
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THE SYSTEMS APPROACH TO FOOD SAFETY

Ensuring food safety entails identifying every potential hazard within a
foodservice operation that could, if left uncontrolled, lead to an outbreak of
foodborne illness. Ultimately, it is the responsibility of the foodservice manager
to design and implement a program of food safety that addresses each one of the
identified hazards and includes procedures that prevent any and all potential
hazards from becoming a threat to the well-being of diners. The challenge of
designing such a program can be overwhelming, especially in high-volume,
multi-unit operations that handle hundreds, if not thousands, of menu items
every day. A systems approach to food safety allows the manager to assess the
entire operation, identify the good food safety practices already in place, and
address those that need attention. Emphasis for food safety on inputs, operations,
and outputs should be self-evident as the reader proceeds through the rest of this
chapter and those that follow.

Controls and Food Safety

The food safety plan itself serves as an operational control, but there are other
common controls in a foodservice that can be used to establish sound food safety
practices for the operation. Menus, for example, are the formal documents of what
will be served from the foodservice operation. Food safety can start at the menu
planning process (Chapter 5 provides an in-depth review of the menu planning
process). It is during menu planning when the manager decides whether a poten-
tial menu item, regardless of its popularity, can be prepared and served safely. If
there is any doubt, it may be wise to eliminate that item as part of the menu offer-
ings. Some managers in long-term care facilities, for example, have eliminated
poached eggs out of concern for the risk of salmonella from unpasteurized shell
eggs. Other organizations will not place sprouts on menus due to the FDA warning
for the risk of E. coli.

Another control that can be used to reduce the risk of foodborne hazards is the
purchasing contract for foodservices that buy through the competitive bid process
(see Chapter 6 for a comprehensive review of purchasing). Under the terms and
conditions of the contract, the manager can specify, for example, that delivery
trucks be refrigerated. Forms of food can be specified such that food safety is
“bought” as part of the product. Precooked meat, for example, significantly reduces,
if not eliminates, the risk of E. coli as compared to bringing raw product in.

Menus and purchasing contacts are examples of internal controls that can establish
standards for food safety. External controls influence food safety programs as well. The
most obvious example is the laws and regulations that pertain to the safety of food.

Laws, Regulations, and Codes. There are myriad laws and regulations that apply
to foodservices, and several are specific to food safety. For example, the Pure Food
Act of 1906 mandates that food is wholesome and safe for human consumption.
Major food laws and the agencies that oversee their enforcement are presented in
Chapter 6. Laws in themselves, however, are not particularly useful in establishing
policies and procedures for a food safety program. The details and parameters of
laws are found in regulations and codes.
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A regulation, by definition, is a legal restriction set forth, or promulgated, by a
government agency. Several levels of government mandate regulations including
federal, state, and local, but the most direct enforcement comes from the local
level. Enforcement is typically done through local branches or agencies. For
example, the food and nutrition service within the USDA establishes food safety
rules and regulations on food safety for schools that participate in child nutrition
programs. State, county, or city agencies, however, enforce these regulations for
the individual school districts. Similarly, the Center for Medicare and Medicaid
Services within the Department of Health and Human Services is the federal
agency that establishes food safety regulations for skilled care facilities. Enforce-
ment is typically done by a state agency such as the Division of Health. In addi-
tion, foodservices may be regulated by a third-party organization specific to the
type of industry in which the on-site foodservice is housed. For example, the Joint
Commission on Accreditation for Healthcare Organizations (JCAHO) sets and
oversees high standards of patient care for hospitals in the United States. It estab-
lishes its own standards for food safety, which carry the same force as regulation
once a facility is accredited. Regulations and standards established through laws
and enforced by various agencies must serve as the minimum standards for food
safety practices.

The Food Code. The Food Code was first developed in 1993 by the FDA in
cooperation with the U.S. Department of Agriculture (USDA) as a guide for set-
ting standards of food safety. The code is neither law nor regulation but is pro-
vided for guidance and consideration for adoption by jurisdictions that have
regulatory responsibility for food service, retail, and vending operations. Accord-
ing to the FDA, the code provides the latest and best scientifically based advice
about preventing foodborne illness. Highlights include the importance of time,
temperature control, and safe hand washing. A most important and useful feature
of the code is the framework it provides for designing a food safety program. The
code promotes Hazard Analysis and Critical Control Point (HACCP) as the best
available system for assurance of food safety. It is updated every four years, and
supplements are released every two years as guidelines are revised to reflect the
latest science. More than 30 states use the code as such, and many more are
likely to follow suit as it is recognized as the best science-based source for stan-
dards of food safety.

FOOD SAFETY: AN INTEGRATED PROGRAM
OF HACCP AND PREREQUISITE PROGRAMS

HACCP is not, and was never intended to be, a stand-alone food safety program.
Rather HACCP is intended to be a part of a larger system of control procedures.
These procedures must be in place for HACCP to function effectively. To under-
stand these control procedures, one needs to understand the nature of hazards.
As explained earlier, hazards can be categorized by type such as microbiological,
chemical, and physical. These categories can be further subdivided relative to
how they are introduced into a foodservice operation. As described earlier,
there are hazards that are naturally occuring components of food. There are also
those hazards that are introduced into or onto the food materials in the

Regulation

An authoritative directive.
A legal restriction set forth,
or promulgated, by a
government agency
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foodservice itself. The first classification of hazards is referred to as inberent
hazards (e.g., a hazard specific to the food item) and would include, for example,
salmonella on eggs. The second group of hazards represent environmental haz-
ards and include procedural failures such as cross-contamination from equipment
that has not been properly cleaned and sanitized. HACCP addresses the first cat-
egory. More detail on HACCP is provided later in this chapter. Methods to control
the second grouping of hazards requires prerequisite programs and standard
operating procedures (SOPs).

Prerequisite Programs: The Foundation of an Integrated Food Safety Program

Prerequisite programs are groupings of procedures that address operational condi-
tions. By definition, the term prerequisite implies that something is required as a
precondition to something else. In this case, prerequisite programs serve as the
foundation for the development and implementation of HACCP. Prerequisite pro-
grams are not part of the formal HACCP plan, which is focused on the inherent haz-
ards specific to individual menu items. Rather prerequisite programs define
interventions relative to people, facilities, and the work environment that are prac-
ticed routinely regardless of the nature of the food being prepared. If consistently
and properly followed, prerequisite programs create an environment in which the
food can safely flow from receiving to service with a minimum risk of being conta-
minated by environmental conditions.

In other words, prerequisite programs define the practices that the foodservice
operation should be following regardless of the food item passing through. For
example, clean utensils should always be used regardless of what food item is
being prepared. Each foodservice operation must provide the conditions
necessary to protect the food under its control. Once these programs are in place,
HACCP can be more effective because it can concentrate on hazards specific and
inherent to the food and its preparation rather than on the food preparation
environment.

Prerequisite Programs and Standard Operating Procedures (SOPs)

Prerequisite programs are documented procedures that address the operational
conditions necessary for the production and service of safe food. Individual
prerequisite programs focus on one aspect of the foodservice operation such as
personnel, a specific functional operation, or a physical aspect of the facility. Each
of these programs includes defined procedures relative to its area of emphasis.
Table 3.3 is a listing of the prerequisite programs and topics for SOPs that would
likely be included in the food safety program of a typical foodservice. Many of the
standard conditions and practices used to quantitatively define the SOPs are spec-
ified in federal, state, and/or local regulations and guidelines. The Food Code can
serve as a basis for defining the standard operating procedures within each pre-
requisite program and the parameters by which compliance will be measured. For
example, an SOP for receiving would be that any refrigerated food arriving at
>41°F shall be rejected at the dock. From there, individual foodservice operations
can expand their prerequisite programs as necessary by adopting policies
and procedures based on the unique needs of their operation and/or industry
“best” practices. The following sections of this chapter provide detail for common
prerequisite programs.
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Table 3.3 Suggested prerequisite programs for foodservice operations.

Personnel

Training and education
Employee health and illness
Hygienic practices

e Hand washing
e Gloves
e Attire and jewelry

Meal Planning

Recipe development for potentially hazardous foods

Purchasing

Vendor relations
Specifications

Receiving

Temperatures
Quality standards
Inspection

Storage

Temperature control
Cleaning
Inventory rotation

Preparation

Thawing

Time/temperature abuse (4-hour rule)
Prevention of cross-contamination
Cooling (two-stage method)

Service

Meal assembly

Hot Holding

Self-serve units

Time span and temperature maintenance
Handling leftovers

Cleaning, Sanitation, Warewashing

Waste disposal

Manual washing

Machine washing

CIP equipment (clean in place)
Food contact surfaces

Equipment and Utensils
Preventive maintenance

Repair

Temperature measuring devices

Physical Plant

Floors

Walls

Hoods
Culinary steam

Chemical Control

MSDS
Storage
Disposal

Pest Control
Prevention
Service contracts

Miscellaneous
Ice handling
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Contamination

The unintended presence
of harmful substances such
as microorganisms in food
and water

Infection control

Specific procedures to pre-
vent the entrance of patho-
genic organisms into the
body

EMPLOYEE HEALTH AND PERSONAL HYGIENE

Providing safe food begins during the hiring process. As discussed earlier in this
chapter, many cases of foodborne illness can be linked directly to lack of attention
to personal hygiene, cleanliness, and food-handling procedures. In fact, the CDC
issues a list of infectious and communicable diseases that are often transmitted
through food contaminated by infected food handlers. Some of the pathogens that
can cause diseases after an infected person handles that food include:

e Hepatitis A

e Norwalk and Norwalk-like viruses
e Salmonella typhi

e Shigella species

e Staphylococcus aureus

e Streptococcus pyogenes

There are preventive measures that the manager can implement beginning at the
hiring stage to minimize the risk of food contamination and mishandling. This is
accomplished though health screening and careful training of foodservice employ-
ees after they have been hired.

Individuals being considered for positions that involve food handling should
undergo a health examination before being hired and at routine intervals thereafter.
The exam should include a tuberculin test, and many foodservice operations, espe-
cially those in health care organizations, require screening for hepatitis A. Many
state and local regulatory agencies require specific health tests prior to hiring. The
manager should consult the local health department for specific requirements.

The successful 