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IMPROVING MARINE CORPS FOOD SERVICE MANAGEMENT AND TRAINING
I. INTRODUCTION

This report discusses the research and programs that were conductea
for the U.S. Marine Corps in support of NM-17, the Food Service
Management Training/Development Program. The main objective of this
project was to produce programs and recummendations leading to more
effective management in Marine Corps Food Service,

Procedure

The procedural paths undertaken to accomplish the project goals
were:

(1) The current status of Marine Corps Food Service Management
Training was assessed by interviewing food service managers at
representative locations,

(2) The practices and policies identified with effective as
well as ineffective management were determined by an extensive survey
of food service workers and managers,

(3) The curricula of the Camp Johnson Food Service Schools
were evaluated,

(4) A contract was awarded to provide training modules for the
projected food service automated system,

Each of these procedures is fully described in the subsequent
sections of this report, with the exception of the evaluation of the
Camp Johnson schools, The evaluatior of the schools was described in a
separate technical report entitled ‘SurveylEvaIuation of Marine Corps
Food Service Schools at Camp Johnson, NC.*

I1. EVALUATION OF CURRENT STATUS OF FOOD SERVICE TRAINING

The current status of Marine Corps Food Service Training was
investigated by interviewing a total of 102 food service personnel at
Camp Lejeune, Parris Island, Camp Pendleton, and MCB Concord and
vallejo., These personnel included 46 cooks, 45 staff NCOs (most of
whom were managers or assistant managers) and 11 food service
officers/food technicians(FS0's/Techs).

The interview questions probed the following issues: (1) the most
significant problems in food service maragement; (2) the status of




on-the-job training (0JT) programs; (3) the level of mangement most in
need of training, and (4) the efficacy of the food management teams.

Problem Areas

The three major problem areas in Marine Corps food service
according to the 102 personnel interviewed were, in rank order, a lack
of communications skills, poor personal relationships, and lack of
leadership abilities. While these interviewees also attested to a lack
of technical skills, such as knowledge of food preparation/equipment
and administrative procedures, they wei'e emphatic that the lack or
*peopie” skills was paramount in Marine Corps food service personnel,

According to 585 of the staff NCOs, the problems are precipitated,
at least in part, by the fact that inexperiencel personnel are often
assigned as managers of dining facilities. Also, 36% of the staff NCOs
and food service officers/technicians voiced the opinion that many food
service personnel do not receive required training because assigmments
to the NCO and Staff NCO schools are merely attempts to fill quotas,
which result in sending "expendables”for training while the more
capable are kept on site because they are “"needed".

When citing training deficiencies, 26% of the Staff NCOs and food
service officers/technicfans additifonally expressed a concern about the
quality of instructfon at the Camp Johnson schools,

On-the Job-Training

Questions relating to OJT revealed the following: 83% of the cooks
and 45% of the NCOs/food service officers reported that OJT was
extremely weak, poorly organized, and often nonexistent at most Marine
Corps food service facilities. A related finding is that personnel are
not rotated adequately among the various jobs in a dining facility;
this contention was upheld by 87% of the cooks and 69% of the staff
NCOs/FSOs/ techs,

According to 80% of the cooks, films or videotapes are virtually
never used in f°°  Interviewees at Camp Johnson schools stated that
the films/video .., es that are available are dated, and management-
oriented films with no exclusive focus on food service are simply
nonexistent,

Management Level Most in Need of Training

When asked which level was most in need of training -- cook, food
service officer, food technician, chief cook, or dining facility
manager -- 3ll levels of personnel interviewed felt that the chief cook
ws ngst in need of help, with dining facil ity managers being a close
second.
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Food Management Team

The consensus as to the efficacy of the food management teams is
that the teams perform well in training production-level personnel.
This was the opinion of 65% of the cooks and 86% of the staff NCOs/fond
service officers/technicians, It should, however, be mentioned that
some of these personnel maintained that the East and West teams taught
*different things.”

Automated Food Service System

One uncolicited finding that 32% of the intcrviewees volunteered is
that there is a concern about the future availability of training
materfals for the proposed automated food service system.

Discussion and Recommendations

The fact that lack of fundamental management skills in both the
technical and human relations spheres has been identified as the chief
problem in Marine Corps food service will not surprise those who are
familfar with the system, The fact that this lack has been now
documented,, however, will hopefully engender a broad-based plan of
action,

To remedy all the training issues is a onsiderable task. It is a
task, however, that must be attended to. iae benefits of a food
service system that is ,~)ficient and productive serves needs that go
beyond the money and time spectra; a well-managed system that feeds
efficiently and well contributes significantly to the “quality of 1ife"
the Marine Corps has to offer, These quality of 1ife issues are
significant in retaining a quality volunteer force.

The following measures are suggested as remedial actions to be
taken if training levels arq the concomitant managerial effectiveness
are to be significantly upgraded:

(1) Camp Johnson schools curricula should be expanded and
improved, This especially applies to curricula releting to human
interactions and communication, but also applies to the technical
sphere,. An evaluation of the Camp Johnson schools was conducted as one
of the project efforts and the findings are reported in a separate
technical NRDEC report “Survey Evaluatlon of the Marine Corps of 1 Food
Service Schools at Camp Johnson, MC. "° An executive summary of that
report and a listing of recommendations is included in Section IV of
this report,

A subject that was not addressed in the Camp Johnson survey, as the
Matick team was not tasked to do so, was that of instructor quality.
It is strongly urged that the Marine Corps study the selection process,
training, and performance of its instructor personnel,

(2) Al new food service personnel should receive comprehensive
training - either at the Camp Johnson Basic Course, through civilian




schooling, or through a very structured 0JT program, At this point
universal training for new cooks is not the norm, and its importance
cannot be uveremphasized. Lack of, or inadequate, training is a
two-edged sword: 1t decreases facility efficiency and can lower morale
by engendering feelings of frustration in the worker because he feels
incompetent, Compound this latter situation with the observation that
many first-termer Marines who are in food service do not want to be
there and the components for pervasive morale and behavior problems are
at hand.*

(3) A multifaceted, expanded program for teaching communication/
human relations skills should be implemented, While technical skills
are critical to job performance, they are meaningless if there is no
positive interaction among the workforce members. NRDEC research has
dccumented the urgent need for human relations/communication skills,
Training in these areas needs to be incorporated in the Basic Course,
NRDEC project personnel also feel that the Food Management Team (FMAT)
mission can be expanded to include basic communications training,

{4) A programmed career path should be initiated, Present Marine
C-rps promotion policy helps create a food service dilemma: many
personnel rapidly attain the rank that allows them to be designated as
dining facility managers, but unfortunately this rapidity has not
allowed them experience and/or training commensurate to the jobs.
Management style for most of these personnel can at best be labelled
"crisis management," Redress of this problem was not in the scope of
the management project, but this situation strongly points to the need
for centralized programmed career paths,

While obviously no one will recommend that the rank progression be
slowed, it certainly is recommended that assignments as managers be
dependent on experience and/or schooling backgrounds.

Lack of experience for managers stems from more than failure to be
exposed to different dining facilities and other food service
organizations. It has its roots in the fact that young cooks are not
rotated adequately among the jobs in a given dining facility according
to most of the personnel interviewed in the initial phase of
this study.

*Al though the project efforts did not include an examination of
recruitment policy, recruitment of cooks is an area that also bears
attention from the Marine Corps. People who are billetted in food
service by default (i.e., cannot get into the billet they want) are not
only unhappy, but they also have no idea of what foed service holds as
3 career field, !f there were active recruitment for food service
personnel, this situation could be alleviated. The core issuc here is
that to be a2 Marine Corps cook has a negative image and attempts should
be made to change that image.




A centralized program should mean eligibility for running a
facility is based on more than a passive posting of an individual's
ascignments and school attendance. The program efforts are made to
ensure that an individual is truly "developed", i.e., he must be led
through timely schools/training and assignments that precede and
prepare him for management positions.

As pointed out earlier, training deficits stem from many sources:
only 50% of new cooks attend the Basic Course; there is no structured
0JT or civilian courses program; and many assignments to the NCO and
Staff NCO couirses seem to be quota filling -- the nanagers are keeping
their best personnel on hand because they are "needed" and sending the
more "expendable" personnel for training.

A combination of inexperience and lack of training is a harmful
combination for a new manager. A manager who lacks experience or
training is often insecure and engages in short-sighted patterns of
behavior, This is the type of manager who will not rotate his people
because he is afraid to risk trying a person in a new job. This is the
manager who is reluctant to send his competent people away to school,

A manager's far-sighted approaches to training and providing experience
for subordinate personnel come only with appropriate managerial
development. A centralized approach with policies such as school
selection, coordinated training/experience assigmnments and sound OJT
programs would go far in providing a foundation for developing an able,
effective managerial force,

(5) A structured 0JT program should be developed and implemented.
Data collected in the early phase of the project pointed to the fact
that 0JT programs in food service tend to be weak at best.

(6) The Food Management Teams' role should be expanded., According
to interview data, the food management teams generally perform well,
but NRDEC feels that the mission of the teams can be broadened to
include human relations training and playing a role in supporting or
monitoring OJT programs.

II. IDENTIFICATION OF MOTIVATIONAL TOOLS AND EFFECTIVE MANAGERIAL
BEHAVIORS

An objective of this project was to produce recommendations for
improving managerial effectiveness. This meant that factors which
influence positive job performance had to be identified, analyzed, and
tra?ilated into concrete plans of action or tools that could be readily
appl fed.

A departure point for this effort was the commonly held assumption
that positive job performance is a function of motivation and
training. The logical flow was then to ask: (1) What motivates
Marines in food service? and (2) What must be provided in way of
training and how can it best be accomplished?




Present-day thinking subscribes to the theory that people work
primarily to satisfy their esteem needs, that is, feelings of personal
worth and cgmgeaency coupled with the desires for recognition and
admiration,.” """ " This does not mean that other needs, such as the
economic ones, have no relevance to the job, only that the overriding
forces in job performance for most people are the personal worth needs.

Some commonly applied methods for appealing to personal worth needs
are: (1) providing varied and challenging work, (2) allowing control or
a sense of responsibility in performance of duties, (3) imparting a
sinse of achievement, (4) creating opportunities for advancement, and
(5) recognizing the worker and good performance., Concepts such as
these, which focus on an individual's sense of worth, have their roots
in a management attitude that is committed to human resource
development and reflect an awareness of the principles of successful
human dynamics and communications.

Feelings of competency, which are inextricably 1inked to feel ings
of self-esteem, stem from training., The training referred to here does
not refer only to technical training. While the importance or training
in technical aspects of food service cannot be minimized, training
that encompasses the human relations/communications sphere is also
critical to the mastery/competency issues in successful job
performance. In short. managers not only need to feel technically
competent, they must aiso feel competent in their interactions with
others if they are to be effective, successful, and motivated,

Survey Data

In order to examine the closely linked motivation/training/
performance scenario, Natick project personnel administered three
questionnaires to Marine Corps food service personnel at a number of
bases. Some specifics that the questionnaires addressed included: (1)
what constitutes effective managerial behaviors, (2) to what type of
training are effective behaviors related, and (3) what types of
motivators have the broadest appeal to a food service workforce,

Management Effectiveness Survey

The management effectiveness survey was administered at six Marine
bases to a total of 273 Marine Corps personnel, who represented all
ranks and billets in food service, This questionnaire listed
twenty-five factors relating to managerial performance, and respondents
were asked to rate how important these factors were to effective
management, The results are presented in rank order in Table 1 and the
ranking are means (averages) based on a five-point scale which ranges
from “Not Important (0)" to “Extremely Important (4)".
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TABLE 1. Ranking of Effective Management Factors by MC Personnel

Mean(X)

3.70

3.69
3.68
3.65
3.57

3.49
3.49

3.38
3.38

3.36
3.23

(Survey No. = 273)

Communication between managers/supervisors and the
workforce.

A sanitary, clean dining facility and kitchen
Managers knowing a lot about food service

Providing recognition to the cooks for work well done,
Managers knowing how to correctly prepare financial
reports.

Customer satisfaction,

Managers knowing how to operate all equipment in the
dining facility.

Managers helping workers under them with personal
problems.

Management training for the dining hall supervisor.
Clearly defining the job each worker is to do.

A preventive maintenance program being provided for all
food service equipment,

School training in food service being provided for
cooks.

Food service training for the food service worker,
On-the-job training being provided for cooks.
Managers emphasizing portion control,

Work assignments that rotate workers among food
service tasks.

Managers pointing out mistakes to the cooks.,

Managers enforcing progressive cookery,

Having a dining facility with attractive decor

(that looks nice).

Manager getting recognition for work well done,
Manager having higher rank than everyone who works for
him,

Accurate and timely submission of reports,

Planning meetings which include the food service
workforce,

A self-inspection/evaluation program for food service
managers and supervisors,

Customers-food service personnel relations,

Scale used to rate the effectiveness of each factor:

e N W

Extremely Important
Very Important
Moderately Important
Slightly Important
Not Important




Findings

The most striking finding is that "communication between managers and
the workforce® is ranked the most important managerial behavior. This fis
all the more significant vis-a-vis the fact that lack of positive
cormunications/human relations is the most problematic area identified by
NRDEC in Marine Corps food service.

The second highest ranked factor "a sanitary, clean dining faciiity and
kitchen® seems at first glance to be a very technical issue, but some
further consideration of this highly ranked factor may be in order. While
it is true that knowledge and enforcement of sanitation methods is
waportant from a technical and health-related point of view, being able to
mafintain a spotless facility is also, from a psychological perspective, a
testament to esprit de corps in the military community. Organizations
displaying such esprit have good intragroup communications and relation-
ships, and members derive a sense of importance being a member of such a
group.

The positive relationship of sanitation to effective management has
also been documented by a recent Air Force study which identified factors
related to successfully run facilities. While the "why of this
relationship has not been answered, its importance as an effective
management indicator cannot be undgrrated. as this quaiity was apparent in
al1 successful facilities studied.

four other factors that are relevant to human relations/esteem issues
also are in the top 10 rankings such as "providing recognition to cooks for
work well done", "managers helping workers under him with personal
problem", “customer satisfaction", and "clearly defining the job each
worker is to do."

While there is also a cluster of factors indicating a demand for
overall technical expertise, such as managers knowing "a lot about food
service,” "how to prepare financial reports correctly,” and "how to operate
all equipment in the dining facility,” it must be pointed out that the 10
highest ranked factors contain six of the nine factors on the survey which
can be construed as human relations/communication issues and thus relate to
human esteem needs. That does not mean that technical considerations are
unimportant; as pointed out earlier, expertise in human relations and
technical spheras is simultaneously required for effective performance. In
any event, the 4eight given to human relations expertise in managerial
behavior by Marine Corps food service personnel is especially conspicuous
considering the lack of this type of training.

Motivation Survey

A second survey that listed 14 motivational tools was also administered
to the 273 food service personnel who filled cut the management effective-
ness survey. This survey's purpose was to obtain rankings of thes¢ con-
crete motivators, The results are listed ia order of preference in Table 2.
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TABLE 2. Ranking of Motivational Practices by MC Personnel
(Survey N = 273)

Rank Mean({X)

1 3.77 The chance to obtain food service certification in
preparation for later civilian employment
2 3.46 The Marine Cops providing time and paying for courses

toward a food service degree in a college or community
college program, e.g. Johnson & Wales,

3 3.42 Manager taking good suggestions from the ccoks
seriously.

4 3.40 Awards for good performance on the job, such as:
3-day passes, tickets to events, cash, restaurant
tickets.

5 3.22 Recognition for good performance on the job, such as:

cook of the month, picture on the bulletin board, name
mentioned in written newletter, etc.

6 3.18 Allowing flexible work hours,

7 3.09 Written commendation from supervisor,

8 2.83 Feedback from customers that service is appreciated.

9 2.82 Short term (2,3, or 4 weeks) 0JT in a good, high
quality civilian restaurant.

10 2.79 Words of appreciation from supervisor.

11 2.48 Being included in planning and evaluating the food
service operation,

12 2.07 Managers checking up on cooks to make sure they do
things correctly.

13 1.92 Manager conducting daily inspection of the cooks.

14 1.74 Taking names and kicking ...

Scale used to rate each motivation factor:

4 = Extremely Effective Motivator
3 = Very Effective Motivator

2 s Moderately Effective Motivator
1 = Slightly Effective Motivator

0 = Not an Effective Motivator

Findings

The two most highly ranked motivators were "the chance to obtain food
service certification in preparation for later civilian employment,” and
“the Marine Corps providing time and paying for courses toward a food
service degree in a college or community college program.”

Although it can be argued that these motivators are directed toward
satisfying monetary needs, it can be more reasonably argued that they are
related to esteem and competency needs. Becoming certified or taking steps
to obtain college degrees are concrete evidence of mastery. These steps
bring feelings of acccaplishment and, in turn, prompt positive performance,




The third, fourth, and fifth ranked factors involve recognition issues,
e.9., the "manager taking food suggestions from the cooks seriously,"”
*awards for good performance on the job, such as three day passes, tickets
to events, cash, and restaurant tickets," and "cook-of-the-month, picture
on the bulletin board, name mentioned in a written newsletter, etc."

A1l of the top five rankings are in sharp contrast to the three lowest
ranked motivators: "managers checking up on cooks to make sure they do
things correctly,” “managers conducting daily inspection of the cvoks," and
"taking names and kicking..."

These rankings indicate that a highly autocratic approach to motivating
the workforce is not a preferred approach. However, it must be pointed out
that the lowest ranked motivator which is "taking names and kicking ..." is
nonetheless perceived as providing slightly to moderately effective
motivation., This perception is not reflective of sound management
practice.

USMC Food Service Workers Survey

The USMC Food Service Workers Survey (Appendix A) was administered to a
total of 47 food service personnel at the two test sites., This survey was
administered as part of the battery used to gather baseline data, a routine
process that is carried out by NRDEC at any military installation chosen as
a test site.

A particular questionnaire that was part of the battery seemed to
warrant special attention in terms of this project. This questionnaire
contained queries which could be grouped into the categories (training,
experience, motivation, job satisfaction and quality of service) for which
a relationship could be statistically probed.

As the questionnaire was not spec ‘ically designed for probing these
variables, the analyses could not be as comprehensive as would be desired.
However, since the data r2lated to a military environment, the analyses
were nonetheless conducted to see if they provided support for the
assumption that job performance is a function of motivation and training.

Findings

Subsequent analysis of the questionnaire showed that motivational level
and training were moderately good predictors of job satisfaction and job
performance,

A detailed description of the analysis will not be presented here

because of its statistical complexity; it is, however, presented in
Appendix B.

10
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Discussion and Recommendations

The resuits of the Management Effectiveness Survey and Motivation
Survey reflect high ratings for many factors that related to personal worth
issues, 1.,e. is correct, competence, recognition and effective
communications/relationships. The Motivation Survey especially highlighted
the desire for competency in that the two highest ratings were
school-oriented, Factors on both surveys that relate to inspectorial,
autocratic management styles were not perceived to be effective or
desirable,

These findings all attest to the premise that a meaningful involvement
on the job in today's world is primarily related to a sense of personal
worth, This means that management style becomes of paramount importance.
Managers have to accommodate their style to today's workers' needs if they
want to elicit their maximum performance: i.e., motivate them., The
heavy-handed, autocratic styles generally will not accommodate personal
worth or esteem issues.

What kind of management, then, is needed to inspire today's Marine?
What are the techniques that elicit desired behavior?

Effective management is based on sound leadership principles and
effective communication. These concepts are widely accepted by the
military wgrk. They are described in detail in FM22-100, Militar
Leadership’, a basic leadership manual, and are as relevant to food
service managers as they are to troop commanders. These are also th: same
management principles that facilitate success in business.

These principles are predicated on the maniger's recognition cf the
personal worth and dignity of the subordinate.” They demand that a
leader or manager* has a knowledge of the human dimension which includes,
among other things, knowing how to motivate by 1inking his subordinates’
personal interests with professional go2is and being able to communicate in
such a way so as to build bonds of mutual trust, confidence, respect, and
understanding,

While these principles are compatible with Marine Corps idealogy, the
fact remains that the existing research indicates leadership and
communication skills are deficient among food service workers,

In short, to manage effectively and motivate, the following are
recommended: (1) human relations/communications/leadership training should
be introduced very early in the career path and integrated with every level
of technical training, (The principal responsibilities for this training
fall to the Camp Johnson schools and potentially to the Food Management
Teams); (2) Technical training at Camp Johnson should be augmented by
structured 0JT programs and possibly by civilian schooling; (3) Present

...............

*The terms manager and leader will be used interchangeably here as their
overlapping meanings are the focus of this discussion.
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management has to be encouraged, or even required, to establish reward and
recognition policies in dealing with their subordinates.

One comment in regard to the issue of civilian schooling should
probably be made at this point. It is perceived by some senior officers
that formal training leading to degrees and/or certification can pose a
dilemma for the Marine Corps. These officers believe that such training
results in people leaving the Marine corps, and Marine Corps investment is
then wasted, However, a few points should be considered: (1) The marine
Corps food service personnel must be competent if they are to complete
their mission of feeding Marines well, Being fed well is an important
variable in determining the "quality of 1ife* in the Marine Corps and must
be effectively addressed, (2) If the Marine Corps is meeting the needs of
its food service members in the “quality of 1ife" issues and their job
satisfaction needs as well, a significant rise in attrition rates need not
be anticipated on the basis of providing civilian schooling. People do not
enlist in the Marine Corps for monetary reasons, They are seeking other
satisfactions. They fail to reenlist when the "other satisfactions" are
not met,

In any event, if providing or facilitating civilian schooling is not
viable, there should at least be military certification and documentation
of skills learned (this especfally refers to 0JT). Documentation/
certification woyld instill feelings of competency that are, in themselves
motivational tools as they provide concrete goals for which to strive,

If a productive, motivated food service workforce is desired,
structured technical training has to be a focal point, personnel must be
taught human relations principles and communications techniques, and
recognition and reward systems must be emphasized,

IV, CAMP JOHNSON SCHOOLS EVALUATION

As Marine Corps food service training is provided primarily by the food
service schools at Camp Johnson (the Staff NCO Course, the NCO Course, and
the Basic Course), the Marine Corps requested that a validation study be
made of the respective curricula, It was asked that this be accomp! ished
by going into the field and determining if graduates of the schools were
demonstrating the expertise that proper knowledge of the curricula would
imply, and also to ascertain i7 the skills required in the field were all
covered by the curricula,

The volume of information acquired in the evalgation required that it
be published as a separate Natick Technicel Report”, Therefore, just an
executive summary of the evaluation findings will be presented here,

Executive Summary

An evaluation of the Marine Corps Food Service Schools at Camp Johnson
(Food Service Staff NCO Course, Food Service NCO Course, and Basic Food
Service Course) was conducted in May/June 1983 by Natick Research,
Development, and Engineering Center personnel at the request of
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Headquarters Marine Corps. This was accomplished by surveying food service
personnel (N=66) at various Marine Corps bases to determine their opinions
of the schools' t:aining programs and by interviewing food service
personnel at Camp Lejeune, NC, and Camp Pendleton, CA.

Two surveys were developed. One was given to food service officers who
attended the Staff NCO Course. The other survey was given to dining
facility managers who assessed training received by their respective
personnel who were graduates of one or more of the Camp Johnson schools.
Each questionnaire listed the individual skills taught at the pertinent
schools and the respondent assessed each skill on the following three
dimensions: (1) the adequacy of trainings (2) the frequency with which the
skill is used in dining facility operations, and (3) extent to which the
skill should be emphasized in the school program.

The food service officers' questionnaire regarding managers' training
at the Staff NCO Food Service Course investigated individual components of
leadership ability, administrative skills, and technical skills required
for managing a dining facility, pastry shop/bakery, and consolidated food
service program, Results indicated that adequacy of training was generally
low, while the skills had to be used relatively frequently. In the food
service officers' opinions, all aspects of the training program required
greater emphasis,

The managers' survey evaluation of the Basic Food Service School
covered three areas: dining facility fundamentals, the function of a cook
on watch, and preparation of meals under field conditions. Taken together,
results indicated that overall quality of training was somewhat inadequate,
the requirement to use the skills taught is high, and all aspects of the
training program needed greater emphasis. Some of the more obvious needs
were for such basic skills as recipe conversion, completing the cooks'
worksheet, and the use of standard food service equipment, The area2
reported as the most inadequately trained was field preparation of meals,
but it was also perceived as the least used skill, Interviews strongly
indicated that training should also be more comparable to conditions
commonly encountered in dining facilities.

Manager assessment of the Food Service NCO Course indicated that
training was generally adequate, the skills were utilized very frequently,
and that 111 aspects of the program need to be emphasized more, All
program aspects were seen to require greater emphasis: service support NCO
management , administrative and supervisory functions, chief baker duties,
cookery techniques, and field operations. Field operations and support
management were the only two areas seen as somewhat inadequately trained,
and it was felt that field operations skills were rarely needed.

The managers' evaluation of the Food Service Staff NCO Course, showed
that the level of training was adequate for two of four evaluated areas:
SNCO management and maneging a dining facility. It was, however, somewhat
inadequate for the other two areas: managing a centralized pastry
shop/bakery and managing a consolidated food service system, Frequency of
usage was high for managing a dining facility and low for centralized
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pastry shop/bakery and consolidated food service system. All four areas
were regarded as needing greater emphasis.

Comments in regard to all the Camp Johnson training made on the
questionnaire indicated that greater emphasis should be placed on practical
skills at all levels of training. Leadership and supervisory skills should
be more developed, and actual participation and observation in dining
facilities should be incorporated in the courses. Less overlap should
exist between courses, and the courses should be longer. Also, the length
of time between training and assumption of duties should be shortened.

V. TRAINING PROGRAMS IMPLEMENTED AT TEST SITES

This section is devoted to a discussion of training modules and
managerial tools that were provided in response to documented deficiencies
and problems encountered in Marine Corps food service management. They
include basic training courses taught by a civilian institution,
communications seminars, an OJT methodology, the production of training
videotapes as well as the provision of other civilian and military
videotapes, and a customer feedbacl system,

CIVILIAN CULINARY TRAINING

It was felt that one viable answer to food service training needs would
be to augment the formal military training available with civilian
instructional programs. To this end, Natick contracted for the services of
an accredited instilution of higher learning that maintains a nationally
approved culinary arts program., That organization was tasked to provide
pilot modules of instruction in basic culinary arts and management at the
two test sites for entry-level cooks.

It was felt that the benefits to such training would be multiple, Not
only would modules provide some desired basic skills, but also the cook's
exposure to a culinary institute and awareness of programmed courses would
expand his perception of food service as a career field, The efforts make
him aware of the potential for development and opportunity food service
provides. These factors in turn lend motivational impetus to job
performance; personnel who are technically proficient and who feel that
their job has substance and meaning are more likely to develop professional
sel f-esteem and want to perform well,

Contractor Pilot Module

The institution which was awarded the contract to produce and conduct a
pilot training module to be taught at both test sites was Central Texas
College, Kileen, Texas. The college is an accredited, public, two-year
institution, is a member of the Natioral Institute for Food Industries, and
is listed in the Food Service Manager Training and Certification Program.

The school is very conversant with ailitary needs and objectives, and
it offers associate degree programs in food service management and
hotel/motel management at military bases throughout the continental United
States and overseas. It also provides many Military Occupational Specialty

14

A e b et B R 2l oD B e R L AT A SO I AT LT L P L i A ST |28 M et B Tt Py Bt Pt Bt AT Bt A € B Bt s Bt B



Bt it

(M0S)-improvement courses that can be tailored to the specific needs of the
bases it serves.

The Marine Corps' module was a short, intense program of instruction,
It provided 64 hours of training spread over a two-week period and
conferred three semester hours of credit upon successful completion, The
course was especially designed for the Marine Corps test bases and was
comprised of elements from the College's "Food Preparation and Serving" and
"Supervision" courses. The course curriculum included: management
structure and function, personnel management, food preparation, sanitation,
menu planning, equipment, and food classification and merchandising.

The modules were conducted in the test sites' dining facilities and
limited to 20 students. Military equipment and provisions were used, but
the contractor provided books and all other educational materials, Both
classroom instruction and laboratory "hands-on" training were provided,
The contractor also monitored and evaluated students. Posttest measures
were criterion-referenced, performance-based instruments.

The hours of instruction were determined by dining facility managers
and any aspects of the curriculum could be emphasized or de-emphasized
according to respective needs. In short, accent was placed on meeting
workplace needs without compromising academic standards.

Participants, Results, and Course Feedback

A total of 29 novice cooks from the two test sites attended the
course, All successfully completed it, with 19 students receiving an “A,"
7 receiving a "B,* 1 receiving a “C* and 2 receiving a "D" (see Tatle 3).
Student questionnaire feedback was generally positive (see Table 4).
Twenty-four respondents felt the course would greatly aid them in the
performance of their duties and 19 respondents indicated that the ideas
learned in the course would greatly improve the quality of food in their
assigned duty stations. No student felt that the course was incompatible
with military rules and 11 actuadlly indicated interest ir pursuing their
education in the hospitality industry as a result of the course, Fifteen
cooks thought the course should be longer, and no one though’ it shuuid be
shorter,

Students' open-ended comments on the questionnaire attested to the high
quality of instruction., They also had positive comments to make about the
field trips to other food service institutions. Not only were the trips
enjoyable, but they lent a broader perspective to the food service field,
One negative note was that students did not 1ike having classes held in the
dining facility itself. Classes were subject to interruption, and the
facilities did not offer a traditional classroom atmosphere,

There were a few differences in participants' reactions that emerjed

due to different circumstances at the two test sites. One site was on the
two-watch system, and the other was on the three-watch. Comments from the
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two-watch class indicated the need for more time to practice and the
feeling that class hours should be shorter. Also, the overall grade
average was lower for the two-watch class, 2.8 as opposed to 3.8 for the
three-watch class (4=A, 3=B, 2=C, 1=D). This difference would seem to
reflect a lack of time for adequate class preparation and possibly even a
lack of sleep.

The managers of the respective test sites viewed the course favorably.

The manager of the site with the two-watch system however, also
acknowledged that such an intense course was difficult in a two-watch
situation. The training NCO of the three-watch site recommended that the
course be given twice a year for E-4's and below and that a two-week course
be established for E-5 and above, also to be given twice a year.

TABLE 3. Rank and Final Grade of Students Attending Food Service

Test Site 1 Test Site 2
Student # Rank Final Grade Student # Rank Final Grade

1 E-3 A 17 E-4 B
4 E-3 A 18 E-3 A
3 E-2 A 19 E-6 B
4 E-2 B 20 E-2 A
5 E-3 A 21 E-4 A
6 E-2 A 22 £-3 c
7 E-4 B 23 £-4 A
8 £-3 A 24 £-2 ]
9 E-2 A 25 £-2 A
10 E-3 A 26 E-2 A
11 E-2 A 27 E-3 B
12 £-3 S 28 £-3 B
13 £-4 A 29 E-2 D
14 E-4 A
15 E-4 A Class average* = 2.8
16 E-3 A

*

Class average* = 2.8

(average assumes As4, B=3, Cs2, Dsl)

L
Management Course (FSM6-1300) Taught by Central Texas College %
b
I
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TABLE 4., Student Feedback to Food Service Management Course (FSM6-1300)

Responses (N=29 total)

Agree Neutral Disagree
Fr gt F % F %

(1) Course will aid in the Site 1 14 88 1 6 1 6

per formance of duties Site 2 10 77 0 0 0 0
(2) New ideas learned will

improve quality food in Site 1 10 63 3 19 3 19

my duty station Site 2 9 69 1 8 0 0
(3) upon completion, super-

visor will encourage

use of some of the Site 1 8 50 6 38 3 19

course ideas Site 2 4 31 6 46 0 0
(4) This course was com- Site 1 10 63 3 19 2 13

patible w/military rules Site 2 6 46 3 23 0 0
(5) As a resuit of this

course, | am interested

in continuing my education

in hospitality Site 1 7 & 6 38 3 19

industry Site 2 4 31 6 46 0 0
(6) The text book ! received

was very useful, [ will

continue to use it as Site 1 14 88 2 8 0 0

reference. Site 2 10 77 - - - .

*Responses are given in frequencies (number of responses per category) and
percentages by site,
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TABLE 4. Student Feedback to Food Service Management Course (FSM6-1300)
Site 1 Site 2
F* b & F )

(7) 1f I were designing this course, I would
like to see more concentration on the

following:
a, terms and (:ncepts 3 19 0 0
b. recipes anc measurements 1 6 0 0
¢. seasoning, flavoring,spices and herbs 3 19 1 8
d. sauces 0 0 0 0
e. vegetables, rice and pasta 0 0 0 0
f. fish cookery 0 0 0 0
g. meat cookery 6 38 2 13
h, breakfast cookery 0 0 0 0
(8) Suggest that the course be changed as
follows:
a, longer 12 75 3 19
b. shorter 1 6 0 0
¢, fimprove instruction 4 25 0 0
. d. upgrade hands-on instruction 6 38 4 30
e, shorter school hours 0 0 S 38
f. provide more instructors
(chefs, lectures, etc.) 7 43 4 3
9. provide more field trips 3 19 2 15

*Responses are given in frequencies (number of responses per category) and
percentages by site,
18



Discussion and Recommendations

Contracting for civilian culinary courses is a workable answer to
upgrading food service skills, Such courses could narrow the training gap
considerably, especially in light of the fact that presently many new cooks
assigned to a dining facility have not been to the Camp Johnson Basic
course, Even if attendance were 100% at Camp Johnson, there is still a
need for upgrading skills at regular intervals or providing "refresher"
courses. Costs for this particular effort were not prohibitive in terms of
culinary education, Broken down by credit hour the cost was approximately
$107.00, and that amount included educational materials. Courses being
taught on-site also preclude Temporary Additional Duty (TAD) costs, do not
necessitate family separations, and allow cooks to stand their watches in
the three-watch system.

College credits enhance promotional opportunities and, therefore,
provide motivational impetus - not to mention the increased self-esteem
that follows increased competency levels. These same benefits would also
apply in the case of noncredit MOS training.

There are other avenues that can also be explored for civilian
educational opportunities. One is to enlist the help of local community
colleges. With a relatively quaranteed student population, most colleges
would be more than happy to add or expand a food service curriculum,

Another approach which the U,S. Navy has employed is the CAMP program
(Culinary Arts Military Program). Johnson and Wales College, a noted
cul irary institution, located in Providence, RI, has set up courses on an
on-going basis in Norfolk, VA which can lead to an associates degree. The
course scheduling is designed to accommodate Navy personnel work hours and
cycles (afloat). Johnson and Wales services are not under contract. The
school has in essence set up an “off campus® program, as do many
institutions of higher learning. Personnel attending courses have costs
offset by either tuition aid or VA assistance, depending on eligibility.

On-Site Training

On-site training includes methods such as coaching ("hands-on
training), job rotation, internships, lectures, audiovisual techniques, and
automated or individualized methods. These methods are all popularly
referred to as 0JT, but technically speaking they break down into two
categories: on-the-job techniques which include the audiovisual and
automated or individualized methods that are usually directed towards
specific aspects of the job,

In reponse to th¢ recognized need for on-site training, NRDEC

investigated two too:s for Marine Corps potential use and further
development: the Job Qualification Requirement (JQR) and videotapes.
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Job Qualification Requirement (JQR)

On-site training is generally perceived to be carried out haphazardly
and the Marine Corps is no exception, as has been previously documented,
The JQR offers a methodology for a structural "hands-on" approach that not
only provides technical job expertise, but also has the potential for
encouraged job rotation., It also documents skill level, which is an
important motivational factor,

The version of the JQR discussed here is a modification of a program
for certifying cooks at the E-3 and E-4 level that NRDEC developed and
subsequently tested for Navy food service personnel., In order to obtain
certification a cok must demonstrate that he can successfully prepare 60
items, and a baker 47 items. These items were carefully selected from the
master menu and their preparation elicits the gamut of skills required for
that level in terms of food preparation techniques, use and care of
equipment, safety measures, and sanitation methods (see Appendix C).

The system for documenting the cuok's or baker's knowledge of the
individual items is principally a six-step "show and tell" operation that
proceeds as follows: (1) the chief cook or other qualified person
designated by the supervisor prepares the item with the student observing;
(2) the student prepares the item alone, and in a quantity of help; (3)
the student prepares the item alone, and in a quantity of at least 50
portions; (4) the other instructor signs off; (5) the supervisor signs
off; and (6) a quality rating based on standards set by the respective
dining hall personnel is assigned (see Appendix C).

The advantages to this system are many: (1) The training is
exceedingly relevant - no concerns need exist that the training is too
idealized as is often the accusation in the case of formal training, (2)
Production demands continue to be met, i.e., the training can be integrated
with menu items that are being producea as part of the menu-cycle, (3)

The training can be conducted during the cook's normal duty hours and does
not impose more demands on his time off. (4) The program encourages job
rotation. Once managers are aware that their cooks can handle more than
one aspect of food preparation, they will be less reluctant to assign them
to other tasks. (5) The JQR is easy to implement and monitor. It simply
requires scheduling relevant classes and tracking a student's progress by
making check marks on very simple forms. And since the check marks involve
only the documenting of item preparation, and not the documentation of work
hours, it is indeed an easy system to track.

Because completion of the JQR attests to a particular level of job
competency, the program has inherent motivational qualities. As a goal it
has a1l the prerequisites that will make people strive toward completion:
it is clear, it is specific, and progress toward it is measurable.

Finally, there is that sense of achievement when all items are successfully
completed. Also, the importance of awarding a certificate upon completion
cannot be underrated; it is concrete evidence of accomplishment and
therefore has motivational impact.
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Recommendations and ConcluSions

It is recommended that the Marine Corps mandate a structured QJT
program in its dining facilities. On-site training is a much needed medium
for upgrading skills at the present time in the Corps and it has been
demonstrated that currant QJT programs are extremely weak at best.

Managers need help in imp.2menting on-site training for their
personnel, A manager's desire to have an on-site program does not equate
with the ability to design or implement one: He must be provided with
specific tools and given guidelines for their use.

It is further recommended that the JQR be used as a base for on-site
programs for cooks at the E-3 to E-4 level, It exists as an operational
tool requiring only the setting of qualification standards by the dining
facility manager.

The JQR is one tool that can readily meet managerial and Marine Corps
needs: it is easy for a manager to implement and monitor and will result
in a better trained food service cadre for the Marine Corps.

Although the JQR is operational as it now stands, that does not mean it
cannot be modified or improved as the Marine Corps sees fit., For instance,
it could be expanded into training modules by incorporating standard test
questions for each item in a paper and pencil format. Also, qualification
could be standardized by tasking Camp Johnson schools to provide objective
norms. In sum, the JQR is a flexible, workable prototype that can help
with meeting present needs, does not impose a difficult burden on a
manager, and can be expanded or updated as needed,

Test Bases and the Job Qualification Requirement

Al though the JQR was introduced to each test base, it was not
implemented, The personnel at each site did view the tool positively but
did not utilize it for their novice cooks for diverse reasons. The
manager at one base was inexperienced, had many managerial problems, and
was ultimately relieved of his duties. He also had no set training program
for his personnel - a situation which seems to be a hallmark of an
incompetent manager. Although promises were made for initiating the
method, his priorities did not permit such, It is often the case that the
dining facilities that need the most help have the poorest or nonexistent
training programs, a situation which necessitates the need for mandated
programs,

The other test site was precluded from implementation due to an

unexpected field exercise, which required a long absence of the training
personnel at the time when the JQR was schedrled for testing.
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Videotapes

Audiovisual techniques such as films, slides, and television (live or
videotapes) enjoy widespread use today as a training medium in many
organizational and institutional settings. While experts do not consider
them effective as a sole learning vehicle, they can serve as a useful
adjunct to lectures or other training media,

On the plus side, audiovisual techniques permit very dramatic
illustration of information and can serve as a fairly inexpensive
substitute for expert instruction when the latter is unavailable., In many
instances, a carefully planned film featuring a competent and stimulating
lecturer is preferable to a live presentation by a less knowledgeable, less
exciting local instructor.

On the negative side, audiovisual techniques are one-way communica-
tions. While live instructors get student feedback, which means they can
modify material to suit the particular group needs, a film is fixed and
cannot be modified as the occasion demands. This inflexibility points to
the reed to have audiovisual media that meet the mark - the subjects must
be as relevant as possible to the target audience, This requires careful
planning, selection, and organization of content, not to mention
composition and editing.

At this point, military food service managers' training films that are
available tend to be out-of-date and of poor quality.

NRDEC opted to investigate how viable videotapes were as a training
medium for food service and took the following actions: (1) available
commercial videotapes were reviewed and three that were considered
appropriate for a military environment were purchased for the two test
sites; (2) a number of military food service videotapes were obtained and
sent to the test sites for review and training purposes; (3) two pilot
videotapes were produced at the Marine Corps' test sites to detemmire
"in-house" capabilities of the Marine Corps for producing their own
training videotapes; (4) acceptability data were collected at the test
sites to determine food service worker attitudes toward videotapes and (5)
each test site was supplied with a videotape recorder (3/4" U-matic), a
monitor receiver, studio camera (B&W) and a stand to facilitate viewing
within the test sites. Also, the camera allowed opportunities for
videotaping training segments on any subject a test site desired - whether
it be a canned lecture or live presentation,

Commercial Videotapes

The review of food service videotapes or films commercially available
(see Appendix D) failed to uncover more than a small number of items that
were applicable to Marine Corps food service operations. While of good
quality, most depicted food service subjects appropriate for restaurant
item preparation and production, the market on which they are focused.
Three relevant films were found, however, and purchased, Two were sent to
one test base and the third to the other for review and use. The topics

22




were: kitchen safety, creative hamburger cookery, and basic management.
Management personnel who received these films were positive in their
conments,

Military Food Service Films

At this point, there is no widespread use of audiovisual media as many
military food service training films tend to be out of date and of poor
quality. However, project personnel tried to select the best that were
available to send to the test bases. The intentions here were to provide
training tapes that could at least be somewhat helpful and to obtain
feedback on their utility.

The topics of the tapes selected included:

(1) Coffee Urn (15-gallon)

(2) Coffee Urn (8-gallon)

(3) Soups, Sauces & Gravies

(4) Personal Hygiene, Health, & Sanitation
(5) The Food Preparation Worksheet

(6) Basic Nutrition

(7) Food Poisoning

(8) Pastry & Pies

Air Force Food Service Pilot Training Films

Three Air Force food service videotapes were also distributed to the
test sites. These films were pilot videotapes produced in conjunction with
the Air Force Food Service Management Program, which was simultaneously
underway at NRDEC. They were in color, had music, and used Air Force
personnel as "actors”. The tapes were highly thought of by Air Force
personnel who reviewed them as well as by members of one of the Marine
Corps food management teams who happened to be present at one of the test
sites when the tapes were introduced. The only negative feedback was that
the "actors" were not Marines.

Marine Corps Food Service Pilot Training Films

If relevance is a criterion for the effectiveness of a training filn
it is self-evident that no film could be more relevant than one made by
Marines and with Marine "actors" who explain or perform subject tasks
concerning Marine Corps food service.

As the Marines maintain their own audio-visual services, it seemed
reasonable to determine if it were possible to tap this "in-house"
capability for the production of pilot videotapes instead of contracting
for audiovisual production, Discussions with the audiovisual personnel at
each test site revealed that it was indeed feasible and production was
begun, Each of the two bases involved made one food service videotape.
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It was decided that the target audience for each tape would be the mess
attendants, as they rotate on a 30-day basis and represent an on-going,
repetitive, time-consuming training need that the dining facility managers
must meet.

The tapes were produced in color, had background music; and the scripts
were written with as much imagination as the subject matter would allow.
One film concerned use and care of the dishwasher and the other was an
orientation tape that outlined an attendant's duties and stressed the
importance of personal hygiene., The latter tape used a cartoon format at
intervals to explain details relating to bacteria and personal hygiene
topics - an effective format seldom encountered in military food service
training films,

The videotapes were generally well received by test site personnel and
NRDEC personnel, As of time of publication of this report, no feedback has
been received from Headquarters Marine Corps.

Videotape Questionnaire

A questionnaire was administered to a total of 30 food service
personnel at the test sites to determine their feelings toward videotapes
in general and elicit some feedback in regard to food service tapes they
had seen (see Appendix D).

While it was expected that many other methods would be cited as being
preferable to videotapes, more than hal f the respondents also indicated
that the tapes they had seen were nonetheless learning experiences, and
that they would like to have more training tapes available., The fact that
many desired to have more training tapes available is especially noteworthy
considering that many they had seen were not top quality. This would seem
to indicate that the attendees' desire for training is strong enough that
they accept being bored, This fact does not give license, however, to
accepting inferior tapes for a training program! The observation was made
only to illustrate that the desire to be competent is a strong motivational
force.

Discussion and Recommendations

Videotapes are a practical method for on-site training in Marine Corps
Food Service, They should be adjunctive, i.e.,, they should be used in
support of 2 solid, structured 0JT program. Their use should also be
monitored; a tracking system should be used to make sure all personnel see
all films relevant to their job demands. It is also felt that facilities
should possess their own videotape equipment. It was observed at many
bases that although equipment was available at audio-visual facilities, the
effort to borrow it was very seldom made.

The most effective film library, of course, would be to have Marine
Corps videotapes featuring Marine Corps food service techniques., It has
been demonstrated that the Marine Corps has the capability to produce
useful films, even at the base level, With command impetus and support
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from Camp Johnson schools, the potential certainly exists for building a
videotape library of at least basic food service skills,

A second path for obtaining Marine Corps training videotapes would be a
contract effort, How difficult this effort would be would depend on
availability of funds and stringency of regulations,

Commercial and military videotapes are also available, While careful
selection is required, they can offer a positive contribution to training
efforts, Some sources for videotapes are:

Commercial
1) National Educational Media, Inc.
21601 Devonshire St., Chatsworth, CA 91311
(technical and management topics)

2) Culinary Institute of America
Hyde Park, NY 12538
(technical topics)

3) McGraw-Hill Training Systems
P.0. Box 641
Delmar, CA 92014-9990
(management topics)

Department of Defense

1) Naval Education and Training Support Center, Atlantic
Building W-313
U.S. Naval Station
Norfolk, VA 23511

2) Naval Photographic Center
Washington, DC 20374

3) Defense Audiovisual Agency
Washington, DC 20374

Videotapes, whether they are produced “in-house" or purchased, can also
be part of a module, i.e,, material in the form of study quides, tests and
discussion guidelines can supplement them,

COMMUNICATION SEMINAR

The major problems identified by NRDEC project personnel in Marine
Corps food service management were ineffective communications skills,
interpersonal relations, and lack of leadership ability at all levels of
management, While it is recognized that technical and administrative
skills are essential to successful management, they do not suffice when
"people” skills are lacking,

One step NRDEC took to address the communications problem was to

2L




construct a pilot training seminar that emphasized the development of
skills and techniques that are basic to the human communications process.

The seminar structure is a four-session, sixteen-hour program conducted
by two facilitators over a week's time. It was conducted at both test
sites and was directed at first level managers, as this level was the one
identified as needing most help. The seminar material, however, is
appropriate for any management level with minor modifications.

Little time in the course of the seminar was expended on lecture. It
was felt that active participation by the students was of paramount
importance for any success to be achieved in acquiring communications
skills and eliciting the positive interpersonal dynamics demanded by a
seminar of this nature. For this reason, class size was kept to a maximum
of 14,

A1l seminar exercises and structured scenarios were specific to the
food service arena and not only reflected sound communications techniques,
but also dovetailed with leadership skills outlined in FM 22-100, Military

Leadership.

Al though the course emphasized practical skills, enough theory was
presented to provide a rationale for the communication techniques as well
as to stimulate interest.

Participants were also required to do outside resding - both
nonmil itary sources such as “The One-Minute Manager"™ by Kenneth
Blancherd, Ph,D. and Spencer Johnson, anﬂ'uilitary sgurces, such as the
previously mentioned FM 22-100, Militar Lead-r ip.” This requirement
added one to two hours of ouside work per se.-'on, The reading material
was chosen not only for its relevance, but al<o because the reading level
required was appropriate for the seminar popu:ation.

The matn thrust of the seminar material was to convey the idea that
successful managerial behaviors and communications are those based on ar
awareness of workforce self-esteem, That is, they are achieved by using
concrete techniques that bolster self-esteem, or at least do not erode it,
in the negative situations with which a manager must sometimes deal. These
techniques motivate better performance, maint2in performance that is
already up to par, or, conversely, discourage undesirable performance,

The psychological concepts central to the techniques, such as
perception, motivation, self-esteem, and defense mechanisms, were explored,
but as stated earlier, were not the focus of the seminar and did not
consume a lot of seminar time.

The following is a brief course outline, The specifics in both subject
content and exercises used can be supplied by request.
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Seminar Qutline
Session |
1. Orientation - Ground rules of seminar

2. Perception - How it affects human behavior
and communications

3. Motivation - What factor(s) elicit desired job
performance behaviors, e.g.,
appeal to self-esteem needs such
as achievement and recognition

- Class exercises on managerial
communication and behaviors
that increase worker self-esteem

- Factors that erode job motivation,
e.g., threats to self-esteem,
defensive behavior

4, Special Verbal Techniques - Performance specific communica-
tion - communication designed to
focus on worker behavior, not
attitude or personality, thus,
less threatening to esteem

- “"Active" listening - a response
technique which has as its goal
to get a person to cooperate or
produce by establishing rapport
and minimize defensive reactions
in difficult situations

Session |1
1. Mechanics of Communication - Verbal/nonverbal
Importance of parallelism in
message, content, and a dialogue
for meaningful communication
to occur
- Barriers to communication

- Class exercises in effective
communication
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Seminar Outline (Cont'd)

Session 111

1, Behavioral Modification
Techniques

2. Goal Setting

3. Leadership Obligations

4, Management of Diversity
(e.g., proper management
of minority populations)

Sessfon IV

1. Role Playing
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How to shape and maintain (rein-
force) desired behavior and how
to eliminate undesirable behavior

Defined in terms of managerial
responsibility

Motivational impacts

Characteristics of "good" goals,
i.e., they must be: specific,
clear, measurable, challenging,
and mutual

How to do the job (includes
training obligations)

Information to do the job
Authority and independence to do
the job {discuss delegation,
balance between under- and over-
supervision)

Importance of knowing personne!
Discussion of how organizational
effectiveness is impaired when
diversity is not properly managed
Suggested remedies for managing
diverse populations and examina-
tion of checklist for assessing
managerial awareness of job-

related problems encountered by
minority populations

A positive performance appraisal
A poor performance appraisal
Handling the dissatisfied worker
Handling worker conflicts

Handling formal corrective actions




i

As outlined above, Sessic.i IV, the last session, was devoted to
role-playing food service manager/worker scenarios. This meant that the
students took manager or worker roles and acted out situations encountered
in food service. They had to use the knowledge and skills that they had
acquired up to this point, such as {1) the motivators of positive job
performance, (2) behavioral modification techniques, and (3) communications
tecm.iques. They also had to create the dialogues for the specific
scenarios.

Participants Data and Seminar Feedback

A total of 24 persons attended the seminar - twelve at each site, The
majority (68%) were E-5's and serving a second enlistment term, Over half
(54%) were irtending to make a career of Marine Corps food service, Less
than half (26%) had been exposed to any previous management training
courses.

When asked via post-seminar questionnaire if they felt that the seminar
would help them to deal more effectively with others, 96% responded “yes.*
This same percentage also felt that training of this type should be
included at food service schools and that higher levels of management (E-7
to E-9) should receive this type of training.

An open-minded question “What do you think could be done to improve
this seminar?”, prompted a response of “make it longer" by 63% of the
participants,

biscussion and Recommendations

A seminar of this nature can be a first step in the managerial training
of food service personnel, It outlines the scope of a supervisor's
obligation to, and responsibilities for, his personnel; and most
importantly, it imparts communication tools that are basic to successful
manager/worker interaction,

The importance of a seminar approach to this type of training cannot be
overemphasized, Human relations/communications skills are not acquired
merely by reading about them or attending lectures devoted to them, They
require practice, and a seminar allows for it. Moreover, students uften
fee! awkward in first attempts at applying new techniques, and they need
the support and encouragement that positive group dynamics in a seminar can
provide,

It is recommended that seminar training of this type be included at
Camp Johnson schuuls, as early as the Basic Course. It is also recommended
that the rol2 of the Food Management Team be expanded to incorporate this
type of training at food service facilities.

Although the leaders of the pilot seminars were psychologists with

training in human communications, leading this seminar does not require a
college degree, an extensive knowledge of psychology, or any specialized
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expertise, Leading raquires only minimal training and the ability to
interact effectively with others,

NRDEC has the personnel qualified to train others in the communica-
tions/human relations sphere and can also develop seminar packages that are
appropriate for personnel already possessing basic skills, If Natick's
assistance is required, the point of contact is the Marine Corps joint
Technical Staff representative at NRDEC.

There are also commercial organizations that conduct seminars and can
train leaders. They are however, very expensive and often have no knowlege
of military procedure. Therefore, if this avenue is explored, the firm
should be carefully evaluated,

CUSTCHER FEEDBACK SYSTEM

To date little has been done, in both public and military sectors, to
systemize the collection and use of customer data; thus, many og the
potential benefits of customer feedback have not been realized.” Food
service personnel need to know when they are doing well; they also need to
know when improvements are in order. Customers need to know that their
preferences and opinions count.

The Customer Feedback System, which was implemented at both test sites,
is a method for obtaining this valuable feedback. It not only measures
satisfaction, but also provides a base for constructive dialogue among
managers, workers, and patrons. This system and its variants have been
us:d 1? mél’tary and civilian food service operations and have been found
reliable.’

In its function as a communications tool the system can reinforce
desirable behavior, provide an objective criticism, which can be the basis
for a constructive manager/worker dialogue, and enhance customer morale,
For example, a good rating for an entree can be communicated to the cooks
who prepared it., This gives them the objective pat on the back that they
deserve, Praise is an effective motivetor of continued good performance.

A negative rating can also have positive consequences, For instance, a
manager can bring 3 less than optimum rating to a staff/workforce meeting
and ask for the workforce's ideas for solving the problem, Effective
communications and pesitive group dynamics can be established in this way.
Performance measures that a worker has had a voice in are more motivating
than goals or measures that are arbitrarily assigned.

Customers often feel that their wishes are not considered and this can
have a detrimental effect on their morale. Responses to them via this
system - even if they may not be reflective of desired changes or what
customers would like to hear about various aspects of the dining facility
operation - will still tend to have a positive influence, simply because
they feel they are being heard,
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System Components

1. Collection Box

The collection method is not a traditional pencil and paper approach;
it is a "ballot box", making it very easy to use for both patrons and
dining facility personnel. The box is narrow and rectangular
approximately 36" long, 7" wide, 7" deep) with nine compartments. The top
opens to show faces which line up with the nine compartments and show
graduated levels of pleasure and displeasure., The middle face is neutral,
The compartment below each face has a slot. Each customer participating in
a survey is given a chip, which he places in the slot underneath the face
that matches his degree of pleasure or displeasure with the meal (or any
other issue that is being questioned). The system is portable and can be
secured during and after data collection with a pin and lock so as to
preclude any tampering with the data (see Figures 1 and 2).

2. Survey Signs

Two signs which read "How do you feel about your dining facility?" and
"How did you feel about your meal?" were provided with the system. They
are made of heavy poster paper and were approximately 10" x 14". They
attach to the open box with clips (see Figure 1). The signs are easy to
fabricate and therefore it is possible to have a whole repertoire of survey
questions at hand if a manager so desires.

3. Calculation/Tracking Forms

Prototypical forms for calculating customer response and for tracking
performance were also designed and provided to test sites. The form for
determining the average, or mean, response to a survey question is
analogous to the forms banks provide for balancing a checking account: it
provides an easy step-by-step process (see Figure 3),

Progress in regard to a particular survey question can be monitored
with a tracking form which was developed for the system (see Figure 4).
This form is designed to record three responses over time to the same
survey question, and progress can be tracked two ways - by recording the
means in the box on the top left of the form and by filling in the grid
with the distribution percentages of the survey responses. These
percentages are obtained from Column IV on the forms used to calculate the
means and are entered as color-coded columns on the grid. The grid depicts
trends in response distribution, e.g., 1f an entree steadily ‘mproves, the
columns that represent smiling faces (6-9) will get increasingly higher
each time the survey is taken while the columns that represent the frowning
faces (1-4) will get progressively smaller (see Figure 4),

4, Customer Response Sign

An 8x10 sign which can be used to depict customer opinion in regard to
a survey question and the manager's response to that opinion has also been
provided (see Figure 5). This customer response sign is partially
formatted with 1ines and a face without a mouth, and has a transparent,
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erasable overlay. The overlay is used to fill in a frown or a smile on the
face which reflects customer opinion,

5. Survey Methodology Instructions

Instructions for collecting customer responses were also provided as
part of the feedback system as it is very important that survey responses
are acquired in a manner which ensures obtaining a valid sampling of the
dining hall population (see Appendix F).

Discussion and Recommendations

NRDEC provided some assistance in the initial collection efforts at the
test sites in the data calculations and interpretation., Dining facility
personnel found the system relatively easy to use, but some explanation was
required in a few cases in regard to the form used to calculate the mean
and use of the tracking form., Baseline data were gathered in the test
facilities for meals and the dining facility in general. The involved
dining facility personnel felt that they were getting valid feedback and
reported that they did communicate the findings to the cooks. Two
components of the system, however, the tracking form and the customer
feedback sign, were not used more than a few times.

Al though the system is two-pronged, in that it provides customer
opinion and facilitates communications, the system warrants implementation
on the customer opinion feature alone. Attention to “quality of 1ife"
issues, of which food is a primary feature, requires focusing on customer
opinion, At this juncture, however, managers unfortunately have no
mandated accountability in terms of customer satisfaction. If used as a
management tool, it can only be as effective as managerial style will
permit., Managers who lack human communications skills and who interpret
good leadership to be an autocratic style of operating will not recognize
the system’'s merits in the communication sphere. In other words, used as a
communications technique, the system requires that a manager possess at
least fundamental skills in interpersonal communications that motivate
positive performance; he must also be aware of the needs that must be met
in the workforce. It is hoped that improved human relations skills will
facilitate recognizing the effective communications potential the system
affords.

Some components of the system, such as the survey box, customer
feedback sign, and survey methodology instructions seem to be very workable
in their present state. It seems, however, tha. some mndifications to the
mean calculation form might be in order (see Figure 3), For instance, the
form should be reformatted so that the mean (average) is not a part of
Column IV. Also, more explicit instructions as to the use of Column IV
should be written,

VI. TRAINING FOR THE AUTOMATED FOOD SERVICE SYSTEM

A contract was awarded to Kinton, Inc., in Alexandria, VA to produce
video cassettes and interactive software packages (i.e., computer
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diskettes) to train personnel on the proposed automated food service
system, This contract was a joint U.S. Air Force, Navy and Marine Corps
expenditure, as the other two services were also in the process of
automating food service, and many of the training needs overlapped.
Unfortunately, the contractor experienced significant cost overruns before
any products were delivered to the Marine Corps and Marine Corps
representatives decided the contract could be funded no further,

VII. SUMMARY AND CONCLUSIONS

This technical report documents an effort by Natick Research
Development and Engineering Center to improve Marine Corps food service
operations through enhanced management effectiveness. Marine Corps
personnel who initiated the project had recognized a need to improve the
training and develcpment of food service personnel and sought Natick's
assistance in pursuing this goal.

The technical plan prepared by Natick, and subsequently approved by the
Marine Corps, targeted some specific areas in food service to investigate
and analyze, provided for pilot programs designed to train food service
personnel, and sought the development and/or identification of effective
management tools and practices.

The first significant undertaking was to identify and document the most
important training - related problems in food service management. This
effort revealed that both technical and human relations skills were
significantly lacking, These deficiencies stemmed from several factors:

(1) technical training, especially at the basic level, is insufficient;

(2) the training at Camp Johnson schools needs to be upgraded and
broadened;

(3) 0JT programs are weak;

(4) effective communications/human relations training is lacking,
especially at the lower management levels, and

(5) there is no career management program,

Effective management behaviors and motivatioral tools relevant to the
Marine Corps food service environment were ranked and analyzed to shed
1ight on prevailing attitudes and needs, and to help direct efforts to
provide effective training methodologies and tools. It was found that
personnel gravitate toward motivators that enhance their self-esteem,
especially in the spheres of recognition and achievement. Effective
managerial behaviors were identified predominently as those that recognize
self worth in subordinates and an awareness of effective human dynamics
principles.

Knowledge of problem areas in Marine Corps food service incorporated
with an awareness of performance and motivational factors in managerial
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behavior shaped a number of Matick project undertakings at the two test
sites: (1) Basic food service courses were taught through the contracted
services of a college oriented to military food service needs, (2) a
basic communications seminar module constructed for first level managers
was conducted, (3) the methodology for a structured 0JT program was
suggested, (4) two pilot food service training videotapes were produced,
(5) videotapes from commercial sources were provided to augment training
along with prerequisite audiovisual equipment; and (6) an easy-to-use
customer feedback system was implemented to obtain customer satisfaction
levels and to operate as a communications tool.

The extent to which these programs and the recommendations in regard to
training policies will be adopted by the Marine Corps for service-wide use
is not known, Therefore, it is impossible to speculate as to the impact
the project will have., It is hoped that Headquarters Marine Corps
personnel will carefully review and consider the Natick efforts, as project
personnel feel that a set of guidelines and tools have been proffered that
have potential for improving food service management.
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