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Introduction to trainee manual 

To the Trainee 

Congratulations on joining this course. This Trainee Manual is one part of a ótoolboxô 
which is a resource provided to trainees, trainers and assessors to help you become 
competent in various areas of your work. 

The ótoolboxô consists of three elements: 

¶ A Trainee Manual for you to read and study at home or in class 

¶ A Trainer Guide with Power Point slides to help your Trainer explain the content of the 
training material and provide class activities to help with practice 

¶ An Assessment Manual which provides your Assessor with oral and written questions 
and other assessment tasks to establish whether or not you have achieved 
competency. 

The first thing you may notice is that this training program and the information you find in 
the Trainee Manual seems different to the textbooks you have used previously. This is 
because the method of instruction and examination is different. The method used is called 
Competency based training (CBT) and Competency based assessment (CBA). CBT and 
CBA is the training and assessment system chosen by ASEAN (Association of South-
East Asian Nations) to train people to work in the tourism and hospitality industry 
throughout all the ASEAN member states. 

What is the CBT and CBA system and why has it been adopted by ASEAN? 

CBT is a way of training that concentrates on what a worker can do or is required to do at 
work. The aim is of the training is to enable trainees to perform tasks and duties at a 
standard expected by employers. CBT seeks to develop the skills, knowledge and 
attitudes (or recognise the ones the trainee already possesses) to achieve the required 
competency standard. ASEAN has adopted the CBT/CBA training system as it is able to 
produce the type of worker that industry is looking for and this therefore increases 
trainees chances of obtaining employment. 

CBA involves collecting evidence and making a judgement of the extent to which a worker 
can perform his/her duties at the required competency standard. Where a trainee can 
already demonstrate a degree of competency, either due to prior training or work 
experience, a process of óRecognition of Prior Learningô (RPL) is available to trainees to 
recognise this. Please speak to your trainer about RPL if you think this applies to you. 

What is a competency standard? 

Competency standards are descriptions of the skills and knowledge required to perform a 
task or activity at the level of a required standard. 

242 competency standards for the tourism and hospitality industries throughout the 
ASEAN region have been developed to cover all the knowledge, skills and attitudes 
required to work in the following occupational areas: 

¶ Housekeeping 

¶ Food Production 

¶ Food and Beverage Service 
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¶ Front Office 

¶ Travel Agencies 

¶ Tour Operations. 

All of these competency standards are available for you to look at. In fact you will find a 
summary of each one at the beginning of each Trainee Manual under the heading óUnit 
Descriptorô. The unit descriptor describes the content of the unit you will be studying in the 
Trainee Manual and provides a table of contents which are divided up into óElementsô and 
óPerformance Criteriaò. An element is a description of one aspect of what has to be 
achieved in the workplace. The óPerformance Criteriaô below each element details the 
level of performance that needs to be demonstrated to be declared competent. 

There are other components of the competency standard: 

¶ Unit Title: statement about what is to be done in the workplace 

¶ Unit Number: unique number identifying the particular competency 

¶ Nominal hours: number of classroom or practical hours usually needed to complete 
the competency. We call them ónominalô hours because they can vary e.g. sometimes 
it will take an individual less time to complete a unit of competency because he/she 
has prior knowledge or work experience in that area. 

The final heading you will see before you start reading the Trainee Manual is the 
óAssessment Matrixô. Competency based assessment requires trainees to be assessed in 
at least 2 ï 3 different ways, one of which must be practical. This section outlines three 
ways assessment can be carried out and includes work projects, written questions and 
oral questions. The matrix is designed to show you which performance criteria will be 
assessed and how they will be assessed. Your trainer and/or assessor may also use 
other assessment methods including óObservation Checklistô and óThird Party Statementô. 
An observation checklist is a way of recording how you perform at work and a third party 
statement is a statement by a supervisor or employer about the degree of competence 
they believe you have achieved. This can be based on observing your workplace 
performance, inspecting your work or gaining feedback from fellow workers. 

Your trainer and/or assessor may use other methods to assess you such as: 

¶ Journals 

¶ Oral presentations 

¶ Role plays 

¶ Log books 

¶ Group projects 

¶ Practical demonstrations. 

Remember your trainer is there to help you succeed and become competent. Please feel 
free to ask him or her for more explanation of what you have just read and of what is 
expected from you and best wishes for your future studies and future career in tourism 
and hospitality. 
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Unit descriptor 

Recruit and select staff 

This unit deals with the skills and knowledge required to Recruit and select staff in a 
range of settings within the hotel and travel industries workplace context. 

Unit Code:  

D1.HML.CL10.15 
D1.HRM.CL9.10 
D2.TRM.CL9.20 

Nominal Hours: 

65 hours 

Element 1: Identify staffing needs 

Performance Criteria 

1.1 Obtain and read enterprise policies and procedures in relation to the staffing process 

1.2 Identify internal factors that impact on staffing needs 

1.3 Identify external factors that impact on staffing needs 

1.4 Describe techniques to monitor workplace performance 

1.5 Consult with stakeholders to determine staffing needs 

1.6 Describe and quantify staffing requirements by position and locate them within an 
organisational chart 

1.7 Undertake a job analysis of each identified position 

1.8 Prepare job specifications and job descriptions for identified positions 

Element 2: Recruit staff 

Performance Criteria 

2.1 Identify and quantify positions to be advertised 

2.2 Develop key selection criteria for each position to be advertised 

2.3 Obtain authority to recruit staff 

2.4 Identify sources of staff 

2.5 Develop and lodge job advertisements/notices with identified sources of staff 
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Element 3: Interview staff 

Performance Criteria 

3.1 Accept job applications 

3.2 Short-list applicants 

3.3 Check references and referees 

3.4 Notify applicant of interview 

3.5 Conduct job interview 

3.6 Apply relevant testing procedures 

3.7 File application and interview documentation 

Element 4: Select staff 

Performance Criteria 

4.1 Choose successful applicant/s using pre-defined criteria 

4.2 Notify successful applicants and make formal job offer 

4.3 Notify unsuccessful applicants 

4.4 Follow-up as required 

Element 5: Implement induction and orientation session or 

program 

Performance Criteria 

5.1 Plan the induction and orientation session/s 

5.2 Conduct the induction and orientation session/s 

5.3 Review the induction and orientation session/s 
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Assessment matrix 

Showing mapping of Performance Criteria against Work Projects, Written 

Questions and Oral Questions 

The Assessment Matrix indicates three of the most common assessment activities your 
Assessor may use to assess your understanding of the content of this manual and your 
performance - Work Projects, Written Questions and Oral Questions. It also indicates 
where you can find the subject content related to these assessment activities in the 
Trainee Manual (i.e. under which element or performance criteria). As explained in the 
Introduction, however, the assessors are free to choose which assessment activities are 
most suitable to best capture evidence of competency as they deem appropriate for 
individual students. 

 Work 

Projects 

Written 

Questions 

Oral 

Questions 

Element 1: Identify staffing needs 

1.1 Obtain and read enterprise policies and 
procedures in relation to the staffing process 

1.1 1, 2, 3 1 

1.2 Identify internal factors that impact on staffing 
needs 

1.1 4 2 

1.3 Identify external factors that impact on staffing 
needs 

1.1 5 3 

1.4 Describe techniques to monitor workplace 
performance 

1.1 6, 7, 8 4 

1.5 Consult with stakeholders to determine staffing 
needs 

1.1 9 5 

1.6 Describe and quantify staffing requirements by 
position and locate them within an 
organisational chart 

1.1 10, 11, 12 6 

1.7 Undertake a job analysis of each identified 
position 

1.2 13, 14, 15 7 

1.8 Prepare job specifications and job descriptions 
for identified positions 

1.2 16, 17, 18 8 

Element 2: Recruit staff 

2.1 Identify and quantify positions to be advertised - 19, 20, 21 9 

2.2 Develop key selection criteria for each position 
to be advertised 

2.1 22 10 

2.3 Obtain authority to recruit staff 2.1 23 11 

2.4 Identify sources of staff 2.1 24 12 
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 Work 

Projects 

Written 

Questions 

Oral 

Questions 

2.5 Develop and lodge job advertisements/notices 
with identified sources of staff 

2.1 25 13 

Element 3: Interview staff 

3.1 Accept job applications 3.1 26 14 

3.2 Short-list applicants 3.1 27, 28 15 

3.3 Check references and referees 3.1 29, 30 16 

3.4 Notify applicant of interview 3.1 31 17 

3.5 Conduct job interview 3.1 32, 33 18 

3.6 Apply relevant testing procedures 3.1 34 19 

3.7 File application and interview documentation 3.1 35 20 

Element 4: Select staff 

4.1 Choose successful applicant/s using pre-
defined criteria 

4.1 36, 37 21 

4.2 Notify successful applicants and make formal 
job offer 

4.1 38 22 

4.3 Notify unsuccessful applicants 4.1 39 23 

4.4 Follow-up as required 4.1 40 24 

Element 5: Implement induction and orientation session or program 

5.1 Plan the induction and orientation session/s 5.1 41, 42 25 

5.2 Conduct the induction and orientation 
session/s 

5.1 43 26 

5.3 Review the induction and orientation session/s 5.1 44, 45 27 
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Glossary 

Term Explanation 

AGM Annual General Meeting 

CV Curriculum Vitae ï a resumé  

Deportment 
The way a person moves and carries themselves; the way they 
walk and behave 

EO Equal Opportunity 

KSC Key Selection Criteria 

KPI 
Key Performance Indicator ï a way of determining the 
performance level of an employee 

Maître dô 
Maître dôhôtel (French) = Master of the hotel; the Head Waiter in 
charge of the dining room 

Multi-skilling Having skills in more than one employment area/job position 

OHS 

Occupational Safety and Health. OSH refers to óOccupational 
Safety and Healthô. In some countries the term OSH 
óOccupational Safety and Healthô is used. The concept is 
identical and relates to workplace health and safety policies, 
procedures and practices 

PD Position Description 

PR Public Relations 

Poaching staff 
The unacceptable practice of one business óstealingô staff from 
another employer by making them a job offer promising, for 
example, more money, better conditions, a promotion 

Remuneration Pay or wages. The money paid to staff for work performed 

SME Small-Medium size Enterprise 

SMS Short Message Service  

SOP Standard Operating Procedure 

Sommelier Very experienced wine waiter. Head wine waiter 

YTD Year to date 
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Element 1: 

Identify staffing needs 

1.1 Obtain and read enterprise policies and 

procedures in relation to the staffing process 

Introduction 

No effective action in relation to the recruitment and selection of staff can occur until the 
enterprise policies and procedures relating to the staffing process are understood. 

This Section identifies common staffing policies and procedures with which you may have 
to comply and indicates how these policies may be 
obtained. 

Staffing policies and procedures 

Variances between individual operations 

Staffing policies and procedures can be expected to vary 
between businesses based on: 

¶ Their previous experiences with staff recruitment and 
selection. Previous experience will influence what is 
contained in the policies and procedures.  

The current policies will be drafted to prevent repeating mistakes made before. 

¶ The size of the business. Smaller businesses tend to be more informal while larger 
businesses tend to be more regimented 

¶ Personal preferences of the owner. An owner-operated business will reflect the 
personal orientations of the owner 

¶ Legal requirements applying to individual business types and/or industry sectors to 
ensure compliance with relevant employment laws. 

Sample policies and procedures 

Depending on the enterprise the following policies and procedures may be in place in 
your workplace: 

Job advertising 

This may address: 

¶ Information that may and may not be included in a job advertisement. Some 
employers: 

Á Will not want the name of their business included in advertisements so applicants 
and others do not know who is advertising for staff 

Á Will not want their telephone number included to avoid the need to respond to 
numerous calls enquiring about the job 
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Á Will not want their address included to prevent applicants calling in-person to 
make enquiries 

¶ The newspapers in which job advertisements are to be lodged, including: 

Á Type and size of advertisements 

Á Use of company logo 

Á Days of the week the advertisement is to run 

Á Duration of advertising period ï for example, one week or a fortnight 

¶ Job recruitment agencies to be used and the information to be given to them about the 
vacancy 

¶ Online recruitment to be undertaken ï websites to be used and not to be used. 

Internal staff promotions 

This may address: 

¶ A statement that all vacant positions must be advertised externally 

¶ A statement the enterprise will attempt to fill all vacant positions from within before 
advertising externally 

¶ Criteria for determining whether a job should be 
advertised externally or not. 

Staff training 

This will cover: 

¶ The basic induction training all new employees are 
required to undertake on joining the enterprise 

¶ Pre-requisite or mandatory training for nominated 
positions to ensure staff have: 

Á  Complied with legally imposed training and/or certification requirements 

Á Learned the necessary basic skills and knowledge to enable them to discharge 
their designated tasks and responsibilities. This may include: 

-  Customer service skills 

-  Technical work such as operating equipment and systems 

-  Completing documentation 

-  Cash handling 

-  Workplace security 

-  Occupational health and security 

¶ The commitment of the enterprise towards training in terms of time allowed for staff to 
undertake training and training costs the enterprise will pay for if staff attend external 
training. 
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Remuneration 

This may provide details on: 

¶ Pay rates for different staff on an hourly, 
weekly, fortnightly or annual basis 

¶ Overtime payments including when they apply 

¶ Pay rates for holiday periods and any 
designated ópenalty periodsô (which may 
include weekend work, late night work, early 
morning work). 

Probationary period 

The probationary period occurs when a new employee starts work with an employer. 

It is commonly a three month period during which: 

¶ The employer can determine whether or not they are going to continue employing the 
new staff member 

¶ The new employee is óon probationô. Their work and they themselves are under 
scrutiny to see if they measure up 

¶ The employer is entitled to dismiss them without being concerned about unfair 
dismissal accusations being levelled at them 

¶ The employee can elect to leave the employer. 

Some enterprises do not have probationary periods, and some have periods longer than 
three months. 

Terms and conditions of employment 

These set out the working conditions of the staff such as: 

¶ When they are entitled to rest breaks and meal breaks 

¶ Length of the working day ï hours worked per week 

¶ Entitlements to sick leave pay  

¶ Holiday entitlements and annual leave 

¶ Superannuation. 

Benefits 

Not all enterprises offer óbenefitsô to workers. 

Where benefits are offered: 

¶ There is usually a qualifying period. Commonly the employee must have completed 
their probation period, or have worked for one year 

¶ They may relate to: 

Á Discounts when buying enterprise products or services 

Á Access to certain products or services in the workplace 

Á Additional training or opportunities 

Á Workplace awards and rewards for effort or achievement 
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General staff behaviour and presentation 

There is commonly a raft of policies dictating management expectations in relation to: 

¶ Uniform ï wearing of uniform, cleaning and 
laundering of uniform, replacement of uniform 

¶ Personal presentation covering requirements 
in relation to personal hygiene, hair, facial 
hair, wearing of make-up and jewellery, 
grooming and deportment 

¶ Smoking. Some businesses will ban smoking 
totally during work hours, some venues will 
require staff to brush their teeth or use mints 
after smoking and before serving customers 

¶ Tact and diplomacy. This is especially important for staff who have direct contact with 
customers and the common requirement is all employees are expected to use tact 
and discretion when dealing with all people (including suppliers/providers, agents, 
other staff) 

Sickness. Every enterprise will require staff to notify the business as soon as possible 
if they are unable to attend work for any reason, including illness. 
 
Some enterprises may require staff who are unable to work due to illness to provide a 
medical certificate proving they were ill. 
 
In food handling situations, many employers require those directly involved in the 
handling of food (other than food in sealed containers) to supply a medical certificate 
stating that as a food worker they are fit to return to work and food handling duties. 

¶ Attendance and punctuality. Most venues will require employees to: 

Á Come to work on time as indicated by the official roster 

Á Remain at work until their rostered time for breaks or departure 

Á Work reasonable amounts of overtime as requested by their employer 

Á Not leave work when dealing with a customer 

Á Notify management as soon as possible if unable to attend work for any reason 

¶ Use of company property. Most venues prohibit staff from using company property for 
personal use or gain. This means: 

Á Workplace telephones cannot be used for private calls 

Á Workplace computers and internet cannot be used for private purposes 

Á Products and services (such as but not limited to food, beverages, stationery, 
tickets, complimentary guest items) cannot be used or taken by staff. This is 
regarded as stealing and may lead to instant dismissal and criminal prosecution. 

Composition of interview and selection panels 

Enterprises often provide explicit direction regarding: 

¶ The number of people who must be present when a job interview is conducted. The 
number may vary with the level and type of job for which the interview is being 
conducted 
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¶ The experience and/or position of those who are to 
comprise the interview panel 

¶ The role to be played by each person on the panel. 

Designated authorities for hiring staff 

When job interviews have been conducted and a decision has 
been made about who to hire, a recommendation may need to 
be passed to a higher authority (such as the business owner or 
manager) so they can make the final hiring decision. 

Policies and procedures in this regard may stipulate:  

¶ Timeframe for notification 

¶ Information/documentation to accompany the 
recommendation such as CV, results of tests administered, 
interview sheets 

¶ Nominated persons with authority to make the ultimate hiring decision. 

Discretionary power 

In some enterprises nominated people (such as Supervisors, Department Managers and 
Heads of Divisions) may be given discretionary power to make on the spot decisions in an 
interview situation (or as part of employment negotiations) to: 

¶ Negotiate remuneration with individual applicants where, for example, the enterprise 
wants to engage an applicant who appears reluctant and/or who has skills, experience 
and ability the business desperately wants to obtain 

¶ Negotiate conditions of employment which may embrace issues such as: 

Á Bonuses ï sometimes linked to negotiated KPIs 

Á Days and hours of work 

Á Benefits which can cover a wide range of items depending on the job (such as 
travel, a car, telephone allowance, uniform/dress allowance, accommodation, 
subscription to magazines, attendance at conferences). 

Legislation 

All enterprises will make statements requiring their operations to align with relevant in-
country legislation at it applies to matters such as: 

¶ Industrial relations ï setting out the protocols for dealing with industrial disputes and 
pay claims 

¶ Equal opportunity and diversity ï to ensure workers are free from discrimination in 
relation to: 

Á Employment 

Á Promotion 

Á Training 

Á Discipline 

Á Dismissal. 

Á Employers will want staff to be treated fairly regardless of their age, ethnicity, 
gender or age 

¶ Registration for taxation, insurance and superannuation and payment of relevant 
premiums and contributions.  



Element 1: Identify staffing needs  

 

14 

© ASEAN 2012 
Trainee Manual 
Recruit and select staff 

 

Why is this knowledge important? 

It is important you understand enterprise policies and procedures because they provide 
guidance for your thinking and action, and give parameters within which you are expected 
to operate. 

A sound knowledge will: 

¶ Enable you to make decisions in relation to staff recruitment and selection through 
knowing what you are allowed to do and what you are not allowed to do 

¶ Allow you to answer questions about employment at your workplace such as those 
asked by job applicants and staff seeking promotion or management who question 
your decisions  

¶ Ensure your staffing activities align with enterprise requirements which are embodied 
in the policies and procedures and which, in turn, reflect the strategic goals and 
direction of the enterprise. 

Understanding enterprise policies and procedures 

You can obtain a detailed understanding of the policies and procedures at your workplace 
by a combination of the following approaches: 

¶ Reading hard copy policies and procedures provided by the enterprise such as in 
Employee Handbooks and Policy and Procedure Manuals 

¶ Accessing the intranet of enterprises where internal company information is available 
electronically 

¶ Attending internal training sessions focussing on interpreting and applying enterprise 
policies and procedures 

¶ Talking to Managers and more experienced staff to gain an appreciation of their 
understanding of what is required 

¶ Asking questions to help understand any ambiguous aspects. 
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1.2 Identify internal factors that impact on staffing 

needs 

Introduction 

Before staff are hired or dismissed there must be an analysis of internal and external 
factors impacting the business and the need for staff. 

Whenever staff are engaged or made redundant, there must be a valid reason for that 
action. 

This Section identifies internal issues to be considered when making this determination. 

Budget 

Budget must always be considered in relation 
to staffing. 

It is important you identify the wages/labour 
parameters within which you are expected to 
operate. 

Your labour budget may be a figure. This 
may be per day, per week, or per annum. 

More commonly you will be set a ópercentage of salesô figure. This will allow you to hire 
more staff as you generate more revenue. The specific percentage allocated will depend 
on the establishment and relate to factors such as service ethos, and the return they 
require on the money invested. 

The percentages may also vary between departments. For instance, the percentage 
labour figure in retail bottle shops will traditionally be lower than for bars because of the 
lower profit margin associated with packaged liquor sales. 

In some establishments, you will have the ability to ómix and matchô to suit your own 
needs and your personal style. This means you can óborrowô some money from 
Department X this week, to help balance out the wages spent in Department Y, providing 
the overall budget comes in on target. 

In some instances, a saving on wages this week can be used at a later time to subsidise a 
high labour period. 

In other cases, each department is judged as a stand alone unit, and the requirement is 
each and every labour budget comes in within the prescribed limits.   

This situation may mean the owner or manager has to do more work themselves in order 
to minimise wages. 

The point is your performance as a manager will often be assessed by your ability to 
manage the wages (labour) budget. It is relatively easy to increase actual sales, but the 
real demonstration of ability is to maximise the net profit, and keeping the labour costs 
under control is an essential aspect of this. 

You should also determine what effect public holidays (where wage rates are usually 
higher, per hour) have on your wages budget. Are you expected to return usual 
percentages, even when the period contains one or two public holiday (that is, penalty 
rate) days? Or are you given extra funds to accommodate these higher labour costs?  
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Can you charge higher selling prices at these times to recoup extra labour costs? 

This highlights the fact you must know the rules of the game, you must know how your 
performance is being judged, and one of the key KPIs is your ability to manage the labour 
budget. 

A key factor is knowing with complete certainty exactly how much you have to spend on 
wages. 

Existing staff 

In relation to the staff currently working at the venue 
you must know: 

¶ The staff you have working for you by name, by 
their experience and expertise, by their 
background and by their ability 

¶ The numbers of staff working for you in terms of 
individual workers and the number of hours they 
work per day/week. 

Unless you know these facts you cannot hope to 
manage your staffing requirements. 

To determine the operational effectiveness and competency of staff: 

¶ Observe them at work 

¶ Set them trade challenges/tests  

¶ Read their resumé 

¶ Talk to their co-workers 

¶ Talk to the customers they serve. 

Your determinations in this regard needs to: 

¶ Highlight who is competent and who is not so training or other action (retrenchment) 
can be considered 

¶ Identify employees who may be in excess of current demand and who may need to be 
retrained to another job, reallocated to another position or retrenched 

¶ Identify hours being worked (paid for) that are not necessary so rosters can be revised 
to better reflect actual workplace demand 

¶ Identify individuals who may be suitable for multi-skilling and/or promotion. 

Service standards 

It is critical you know and understand the service standards for the enterprise or 
department where you work. 

Staffing is very much a balancing act. On the one hand you are trying to minimise the 
amount spent on wages while on the other hand you are trying to maximise the level of 
service to customers. 

Insufficient staff numbers can mean a lower level of wages, but also a lower level of 
service. If this lower level of service is continued, this can mean a further reduced level of 
trade and the business enters into a downward spiral.  



 
Element 1: Identify staffing needs 

 

© ASEAN 2012 
Trainee Manual 

Recruit and select staff 
17 

 

Excessive staff increase wages to an unacceptable level, and will not necessarily 
guarantee higher levels of service. 

It is essential you talk to management to identify service standards they deem important 
for your area. 

For example: 

¶ Management may have a ratio of one staff member for every 20 guests in a dining 
area and this may be non-negotiable 

¶ Standard procedure may require two people at Reception regardless of the level of 
trade, and the number of expected check-ins or check-outs 

¶ The enterprise may insist there is always a receptionist present to greet customers 
when they walk into the business 

¶ Policy may dictate no customer waits for longer than 30 seconds before being 
greeted, or having their order taken. 

These non-negotiable elements of the business will have an obvious impact on staffing 
levels and the way the roster is prepared. 

Trading hours 

The hours the business opens and shuts, and 
the trading hours of individual departments 
within the business are significant internal 
factors impacting on staffing levels and 
requirements. 

It is useful to consider óstaggeringô starting and 
finishing times of staff as a way of reducing labour costs.  

For example: 

¶ If the business opens at 9:00AM, instead of bringing all staff in at the one time: 

Á Bring one staff member on at 8:45AM to set up and open 

Á Bring the next in at 9:30AM as trade gradually increases 

Á Bring the other staff in at 11:45AM as trade reaches its peak 

¶ If the business closes at 6:00PM, instead of releasing all staff at 6:15PM: 

Á Let some staff go home at 4:00PM as trade decreases 

Á Send more home at 5:00PM or 530PM 

Á Keep only one staff member back till 6:30PM to close up and clean up. 

Volume of customers 

The aim should be to match the number of staff to the number of customers needing to be 
served. 

Proper staffing is often referred to as the óart of having the right people, in the right place, 
in the right numbers, at the right time.ô 

Note you need to realise the aim of this focus is óto serve the customerô as distinct from 
ótake moneyô.  
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In many cases, there will be a need for staff to be working even where no immediate 
revenue is generated, such as when: 

¶ Providing sales advice which may or may not result in a sale 

¶ Promoting products and services where the intention may be to raise awareness as 
opposed to generate sales 

¶ Providing service expected by customers as part of something they have already 
purchased. For example, security and maintenance is expected by customers when 
they buy an accommodation package but these departments do not generate 
revenue, as such. 

Peak demands 

Most businesses have peaks and troughs in their trade 
and you must know what they are for your business or 
department in order to be effective and efficient in the 
rostering of staff. 

These peaks and troughs may be able to be identified: 

¶ On a hourly basis. Most businesses have times of the day when they are busy and 
when they are quiet 

¶ On a daily basis. Many businesses have certain days of the week that are busy and 
others which are slow 

¶ On a seasonal basis. This may be due to festivals, holiday periods, international trade 
or weather. 

In theory there should be more staff available or rostered when demands on the business 
are greatest, but: 

¶ Service standards must be considered. If a waiting time of three minutes before being 
attended to by a sales adviser is acceptable then the level of staff needs to reflect this 
rather than provide an óimmediateô service with no waiting 

¶ Low demand periods should reflect correspondingly reduced staffing levels. It is 
inadvisable to only consider ópeakô demand without identifying and responding to low 
demand times. 

Nature and type of customers   

The customers your business attracts and services are also influential when considering 
internal factors impacting on staffing. 

Issues to be considered in this regard include: 

¶ Safety. Most businesses require a minimum of two staff after a certain time at night for 
the safety of employees 

¶ Whether alcohol is involved. Where liquor service and consumption occurs this can 
indicate: 

Á A need for more staff 

Á A need for security staff 
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¶ Age of customers. Where young people are targeted 
there can be a need for more staff because: 

Á They tend to spend more than other customers 

Á They demand faster service 

Á They tend to cause more problems in liquor venues 

¶ The potential for repeat business. Where there is a 
chance the current customers will become repeat 
customers, venues tend to provide more staff to provide 
quicker service. Where customers are not expected to 
become repeat customers, there can be a case for the 
provision of fewer staff meaning slower service 

¶ Business people demand more prompt attention than 
other customers because their time is more valuable. 
This needs to be taken into account where the 
enterprise or department serves a significant proportion 
of business people. 

The business itself  

There is always a need to consider the business itself when 
identifying internal factors impacting on staffing. 

Important considerations are: 

¶ Directions the business wishes to take. This relates to 
departures from their past activities in terms of: 

Á Target markets. New/different markets require 
new/different skill sets from staff 

Á Service levels and standards. Higher service standards generally require more 
staff and/or better trained staff 

Á Services and products provided. An increased number or type of products and 
services requires staff with commensurate skills to provide them 

¶ The existing reputation and image of the business. In general (unless the business 
has set itself new directions, or been taken over by new owners/management) most 
enterprises will seek to maintain their reputation and image, meaning: 

Á Great attention needs to be paid to monitoring changes in staffing levels to 
determine how these are impacting on customer perceptions about service 
delivery. Are customers still happy with service levels? Or have they noticed a 
drop in standards since one less staff member was rostered to serve them? 

Á Special attention needs to be paid to staffing levels (and personnel) when new 
opposition businesses open up, and when existing competition businesses launch 
a new promotional campaign. It is often at these times when your existing 
customers can be persuaded to leave you and try the other business, especially if 
your service is sub-standard. 
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Service offered 

In food and beverage outlets there is always a need to consider the service style being 
offered to patrons when looking at internal staffing issues. 

The more sophisticated the service style, the more staff will be required. This applies to 
fine dining restaurants and functions. 

For example: 

¶ Plated service is the most common service style where food is placed on to plates in 
the kitchen and carried to the tables by waiting staff 

¶ Silver service is a high quality service style requiring more staff (and crockery, cutlery 
and equipment) where an empty plate is placed in front of the guest and food is silver 
served (using tongs or spoon and fork) from service trays on to the individual guest 
plates 

¶ Gueridon service includes (but is not limited to) the cooking of dishes at the table and 
the silver service of vegetables, sauces and garnishes on to individual guest plates at 
the table 

¶ Smorgasbords or buffets allow, or require, guests to serve 
themselves. This service style can require less waiting staff but 
may not be exactly what your target market wants in terms of 
food service. 

Equipment used 

There is a need to ensure sufficient suitably trained and competent 
staff to operate whatever systems, technology or equipment are in 
use at the venue. 

Factors involved are: 

¶ The need for sufficient original training and update training as 
required 

¶ The need to train sufficient numbers to ensure the systems, 
technology or equipment can be operated when required. This 
may be seven days a week in some cases 

¶ The need for trained staff in order to meet: 

Á Warranty and guarantee requirements 

Á Compliance requirements 

Á Safety and insurance requirements 

¶ The need for planned transitions from existing systems, 
technology or equipment to new systems, technology or 
equipment, allowing time for staff to become familiar with new 
or upgraded items. 
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Promises made 

Staffing provision must always enable the 
enterprise to keep any promises made to 
customers or potential customers. 

This relates to: 

¶ Specific promises made to customers 
when they, for example: 

Á Buy a package 

Á Book a function 

Á Purchase a product or service. 

In effect, these promises are part of a contract the business has entered into with the 
customer and there is a legal obligation on the enterprise to meet its commitments in 
this regard 

¶ Promises made in advertisements and which are regarded at law, and by customers, 
as inducements to buy. This means: 

Á Care must be taken when making promises to customers/potential customers. The 
industry standard is to óunder-promise and over-deliverô 

Á The enterprise can never promise anything and everything simply to make a sale ï 
you can only promises what you are able and prepared to deliver on 

Á You must not promise skilled staff if they are not competent 

Á You cannot promise quick service if there are insufficient staff to enable this 

Á You must not advertise óWe speak Englishô if there are no English-speaking staff 
on duty. 

Coverage of known or expected staff movement 

You must always be alert to predictable staff movements and requirements, and aware of 
the potential for unpredictable staff movement. 

Predictable staff movement 

You must plan to cover staff absences where: 

¶ They are due for leave such as long service leave, annual leave or any other form of 
leave for which employees need to submit an óapplication for leaveô 

¶ They are scheduled to attend training sessions and they need to be back-filled 

¶ They have requested time off for family or personal reasons 

¶ There is ongoing sick leave due to injury or illness 

¶ You know staff are due to leave the business to work elsewhere and/or retire 

¶ Staff from one department are being promoted to another position on a temporary or 
permanent basis. 

Options for addressing these situations include: 

¶ Doing extra work yourself 

¶ Asking other staff to work extra hours  
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¶ Accepting reduced service levels and operating with 
reduced staff numbers 

¶ Calling in alternative staff for a pool of people who have 
already been interviewed and who you know can 
effectively do the required work. 

Unpredictable staff movement  

There will always be unpredictable staff movement so, 
knowing this, you should have a óPlan Bô ready for these 
situations. 

Unpredictable staff movement can occur when: 

¶ Staff are injured at work and have to go home or seek 
medical attention 

¶ Staff fail to attend for work when rostered including situations where they are late for 
work 

¶ Staff have to leave work to take care of a family or personal emergency 

¶ Staff are injured or delayed on the way to work. 

Your preparation should develop a Plan B that identifies: 

¶ The immediate, short-term response to the situation ï see óoptions for addressing 
these situationsô above 

¶ A more permanent solution to the problem which may include advertising for staff, 
transferring existing staff  to other duties, or promoting and/or cross-training (multi-
skilling) certain workers. 

Motivating and retaining staff is often related to their employment status and recognition 
and may take the form of extra pay or promotion. However what motivates staff can vary 
from one employee to another. 

Categorising the workforce 

Employees may be categorised as: 

¶ Permanent ï working a full week (as defined by local industrial instruments): 
entitlements may include sick pay and annual leave 

¶ Part-time ï working above a minimum number of hours per week but less than the 
hours worked by a permanent employee: they receive pro rata entitlements 

¶ Trainees ï who work a set number of hours per work with additional hours allocated 
for study of vocational training: their rate of pay is relatively low 

¶ Casual ï paid on an hourly basis, per engagement: they receive a relatively high 
hourly rate but no entitlements 

¶ Volunteers ï who work free-of-charge 

¶ Contract ï who work under the agreed conditions of an employment contract. 

Motivating staff 

Effective motivation of staff must address issues valued by individual staff ï what 
motivates one person may not motivate another. 

One employee may value time off whereas another may seek extra money. 
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With this in mind, motivation of workers may be achieved through using one or more of 
the following approaches: 

¶ Performance bonuses 

¶ Annual pay rises ï which may be linked to performance 

¶ Additional pay for additional qualifications/experience 

¶ Time off 

¶ In-house awards ï óEmployee of the Monthô 

¶ Internal promotion of staff to higher positions when vacancies become available 

¶ Cross-training of staff into new or higher areas 

¶ Involving workers in management decisions 

¶ Attendance at industry events, seminars and conferences 

¶ Paid formal training 

¶ Implementation of Personal Growth and Development Plans for individual workers. 

Formal recognition of good work in the form of a letter of acknowledgement and thanks or 
even a word of praise can be a powerful motivator for many staff. 

1.3 Identify external factors that impact on staffing 

needs 

Introduction 

As already mentioned there must be sound reasons for hiring or firing staff 

This Section identifies external issues to be considered when making this decision. 

The external business environment 

When considering your staffing needs you must always look outside the organisation and 
an important consideration is the external business environment in which the enterprise is 
operating in. 

Of particular importance are the following: 

¶ Evaluation and analysis of the competition. Questions to be answered include: 

Á Is competition growing, staying the same or decreasing? 

Á What activities are being undertaken by the competition to increase their market 
share and/or take custom from you? 

-  Are they cutting prices? 
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-  Are they advertising more? 

-  Are they offering a new or better service and/or products? 

Á What does it appear you need to do to combat this opposition activity? Is the 
answer really a staffing response (more staff, more qualified staff, more 
personable staff, more competent staff). Is the answer totally unrelated to staffing 
and another approach is required (lower prices, increased value for money, better 
inclusions in packages). 

¶ The state of the economy taking into consideration: 

Á Local employment rates 

Á Availability of credit  

Á Exchange rates 

Á Levels of disposable income 

¶ Consideration of the countries and economies of the countries from which customers 
are drawn. Where the enterprise relies heavily on revenue from international 
customers, the state of their currency and economy are important issues to take into 
account. 
 
In some cases these elements are of more importance to staffing levels than the local 
economy. 

Customer expectations 

All businesses should strive to be customer-focussed meaning all their efforts should be 
concentrated on delivering products and services deemed by the customers to be 
important to them. 

This is directly opposite to the approach taken by the decreasing number of businesses 
who adopt a self-focussed approach, believing they know what their customers want and 
what is best for them. 

Being customer-focussed is a very marketing oriented way to do business and requires 
the enterprise to engage in some form of market research. Even basic market research 
techniques can help a business stay in touch with its customers and determine what it is 
they need, want and/or prefer. 

Ways to capture information from your customers (that is, ways to undertake basic market 
research) include: 

¶ Talking to customers to get their input and feedback 

¶ Make available óCustomer Commentô cards for customers to 
complete and encourage them to fill them in, and read them 
when they are submitted 

¶ Have a óContact Usô facility on your website 

¶ Use focus groups to discuss targeted issues 

¶ Pay attention to complaints made and compliments given 

¶ Produce and administer questionnaires 

¶ Observe customers ï look at their body language and listen to comments they make.  
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Emerging trends 

Business operates in a dynamic environment, meaning it 
is constantly changing. 

Many of the needs, wants and preferences of customers 
yesterday are not the same today. 

This means customers have evolving needs and the 
enterprise needs to be alert to identifying emerging 
trends. 

Whenever a business can identify an emerging trend they can capitalise on it by offering 
products and services best meeting those new or revised needs.  

Examples of emerging trends across the industry (all of which have potential impact on 
staffing) are: 

¶ Increase in international travel and tourism 

¶ Increase in frequent short holidays rather than a single, longer duration holiday 

¶ Increase in women who are travelling for business 

¶ Growth in new tourism markets such as eco-tourism, action tourism, medical tourism. 

Relationship between óCustomer expectationsô and óEmerging trendsô 

There is a strong relationship between óCustomer expectationsô and óEmerging trendsô. 
You must be alert to market research findings indicating your customers or potential 
customers want:. 

¶ More staff or fewer staff (some customers may want to be left alone) 

¶ Staff with different attributes ï skills, knowledge, attitudes, language 

¶ Staff at different times such as meal times, check-in and check-out, certain days of the 
week or times of the day, week, month or year. 

Changes in legislation and technology 

Legislation 

Changes in legislation have the potential to impact on staffing as follows: 

¶ There can be a need to train staff about the new legislation ï what it means to their 
everyday workplace responsibilities, what new/different compliance obligations are 
provided for, and how their work needs to change to comply 

¶ There can be a need for staff  to obtain mandatory licences, certificates or 
qualifications 

¶ There may be a need for staff to update or refresh existing licences, certificates or 
qualifications 

¶ There may be a need for staff to provide evidence they have completed mandatory 
training/courses 

¶ Staff who were previously employed in a legal capacity may need to be removed from 
their position where legislation means, for example, their age prohibits them from 
working as a result of legislative changes, or their qualification is now deemed to be 
out of date, or no longer recognised by authorities.  






























































































































































































