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Introduction
My name is Jaquie Scammell and I’m a mad foodie. I’ve
worked in the food & beverage industry for the past twenty
years. It is for this reason that I’m going to put a food and
beverage spin on my introduction. My aim here is to get you
engaged because who doesn’t love food? We all consume
food and beverage on a daily basis. We know to eat and
drink is a matter of survival yet for most of us consuming food
and beverage is also connected to emotional needs, habits
and cravings.
Food and beverage is a matter of the heart. We connect
with the experiences and the way in which we received the
food, the story behind the food, how the food was prepared
and who prepared it. It is for these reasons we are prepared
to buy more, pay more and stay longer in that quiet café or
busy restaurant because it just feels right!
As a consequence, you would think that of all the industries
in the world, the one industry that should absolutely nail
the art of engagement with their staff and their customers
is the food & beverage industry! Yet why am I so often
underwhelmed by my food and beverage experiences?
This Ebook is not a recipe book full of culinary delights but rather contains advice on a subject
that is far more complex than food and beverage. It’s about the desire within people to want to
feel that they matter in the workplace. It’s about how leaders of business can enhance levels of
employee engagement in the workplace. It has been written for anyone and everyone that has
employees, customers and a desire to increase profits and maintain a sustainable business.
This Ebook will provide you with 7 steps to help you engage with your most valuable asset in the
workplace – your employees. In this EBook I will reference my experiences in the food & beverage
industry in a variety of environments, roles and countries. You don’t have to be a hard core
foodie to enjoy this EBook nor do you need to work in the food & beverage industry to see that
these 7 tips can be applied to any service industry business. So pour yourself a cuppa or go grab
that latte and read on.
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Before presenting my seven tips, I’d like to define employee engagement and tell you what an
engaged employee looks like.
According to Perrins Global Workforce study, employee engagement is

“….a willingness and ability (of employees) to help
their company succeed , largely by providing
discretionary effort on a sustainable basis…”
According to Gallup,

“….employee engagement is the
involvement with and enthusiasm for work
(demonstrated by employees)…”
What does an engaged employee look like? It looks like the guy behind the coffee machine
making your morning latte, calling you by name because you go there 5 times a week and he is
switched on, anticipating your needs. It looks like the employee in a meeting that is present and
confident to contribute knowing she will be heard and are proud to know she can add value
to the meeting. It looks like the lady on the other end of the phone asking the customer all the
right questions keeping in mind she is working towards the company’s monthly target. It looks
like the manager in a retail outlet that makes eye contact with you while you’re standing in the
queue for a change room, notices what you’re wearing and brings over a few more items that
suit your taste and will add to the days revenue. It looks like the employee that walks in at 8.30am,
has an hour lunch break in the park, leaves work at 5.30pm most days yet is still able to deliver
outstanding results and exceed financial targets.
The 7 tips that I have chosen to share with you in the following pages are less about data and
more about how my journey in the professional world of Food & Beverage has taught me some
valuable lessons, ones that have a proven track record and if applied will produce greatly
enhanced levels of employee engagement.
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TIP ONE
Leadership “Walk the Talk”
What you really want in your business are leaders who attract and retain good people. What
you want are leaders who manage work environments that result in having happy productive
employees. What you really want are employees that engage with the business, employees
who connect with the goals and direction of the business. If you don’t have these things, what
happens? The answer is simple, employees quit. They walk out the door and find a better job.
When’s the last time you calculated how much your staff turnover is costing you? When’s the
last time you calculated how much it costs your company every time you lose an employee?
Research suggests that the cost of losing an employee is approximately one and a half times
the employee’s salary. Do the math. Calculate the average employee salary in your business.
Multiply this salary by 1.5 and then multiply that by the number of employees you’ve lost during
the past year. I can pretty much guarantee you that the number will be a really big one.
Don’t get me wrong; staff turnover is not always a bad thing. You don’t want employees working
for you who aren’t doing a good job and are having a negative impact on your business. Also,
hiring new employees can have a real positive impact on your business. New employees bring
with them new ideas, energy and enthusiasm. But, if you have consistently high levels of staff
turnover it will have a negative impact on both your staff morale and your bottom line.
Most everyone agrees that the four factors that have the most effect on employee satisfaction
are: the elements of the job itself, the pay received for doing the job, work relationships and the
work environment. Of these four, the most popular beliefs about why people quit their jobs is
that they leave because of money. They quit because they’re not getting paid enough. While
this situation may be true in some cases, the number one reason people really leave their job is
because, quite simply, they can’t stand working for their boss or supervisor. They can’t stand the
way the boss treats them. They can’t stand working in the negative environment the boss creates.
So bosses, listen up. Walk the talk and your people won’t walk out the door. If you’re going to talk
about communicating with your employees, communicate! If you’re going to talk about having
a good attitude, have a good attitude! If you’re going to talk about treating your employees with
respect, be respectful! If you are going to talk about listening to you employees, listen! If you’re
going to talk about providing great service to your customers, jump in and provide some great
service yourself1
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TIP TWO
Recruit for Attitude
From my observation what tends to be at the top of the list when people start looking to find new
employees is wrapped up in one word – Qualifications. My problem here is that qualifications only
go so far. What is really important is wrapped up in a different word and that word is Attitude.
You can have all the qualifications in the world, but if you don’t have the right attitude you’ll fail
in any business that relies upon providing terrific customer service. What is the right attitude? You
have to be the kind of person who truly enjoys being of service to others. You have to love it
when something you do puts a smile on a person’s face.
How do you find the people with the right attitude? It starts with the interview. When you do
the interview forget about the CV. When they present it to you like it’s the Holy Grail, just set it
aside and say, “So, tell me the Mary Smith story.” What do you want to hear when you ask this
question? You want to know about Mary, who she is, what she’s done, where she’s been. You
want to know if she can talk, if she make’s you feel comfortable, if she’s got a bit of zip, if she’s
wiggles in her chair because she’s got a lot of nervous energy. You want to know what makes her
happy, what upsets her, what she does for fun, what she wants to do with her life.
I said it before but I’ll say it again, don’t worry too much about what’s on the resume. Why? It’s
just paper. All those qualifications and references Mary’s so carefully compiled aren’t anywhere
near as important as your read on her attitude. Also, unless you’re interviewing a person for a
senior role, chances are you’ll be able to train Mary to do the job. You can train procedures. You
can teach policies. Can you train and teach attitude? No you can’t!
Once you’ve completed the interview, ask yourself these questions. Would this person “fit” into
your business? Does this person “feel” right for your business? Did the person convince you that
they’ re genuine and real? Does the job on offer meet the needs and desires of the person
interviewed? Knowing what you know about your business, do you think this person will engage
with the business, connect with the culture? If the answers are yes, make the hire call and do it
quick. It’s hard to find good ones.
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TIP THREE
Discipline is Good
Now, those of you that know me well, would be aware that I am a disciplined individual both in
my professional and personal life. On the personal life front, being the daughter of a Vietnam
Veteran, I really didn’t stand a chance of not being disciplined. Every morning my brothers and
I woke up to the sound of military marching music. Every Sunday night it was my responsibility to
spit polish my shoes so they were ready for me the following morning for the start of a new school
week. My Dad was big on routines too. Brushing teeth. Making beds. Doing homework. It came
as no surprise to anyone when I came home from school one afternoon with the biggest smile
on my face at the age of 15 years to announce that I had just been interviewed at the local
McDonalds, one of the most disciplined restaurant concepts in the world, and that I would be
starting tomorrow!
Before moving on, let me get on my McDonalds high horse for one or two sentences as I rarely
have the opportunity to say this publically.
McDonalds provided not only me but continues to provide thousands of young people with a
solid foundation for being successful in business. McDonalds is a place that prides itself on job
descriptions, training videos, checklists, crew awards, crew development, customer focused
values, consistency, productivity and FUN. I worked for McDonalds for seven years and I bought
into the program. So, when I talk about discipline under the banner of engaging employees, I
truly believe this is an essential ingredient.
What I struggle to understand is why a business like McDonalds, which recruits mainly young
people who for the most part sell burgers and fries, gets it so right, while other businesses, who
recruit adults and sell products far more valuable, get it so wrong. I struggle to understand why
so many businesses fail to see the need to put in place some basic principles of discipline into
their company culture. I struggle to understand why so many businesses do not have disciplined
training programs firmly in place. Programs that ensure new employees are fully equipped to
perform their duties and responsibilities before being left alone to serve customers.
Where do you start to instill discipline into your company’s day-to- day operations? It’s a no
brainer if you ask me. No, I’m not suggesting for one minute that you need to blast military music
through the offices and make sure everyone polishes their shoes on a Sunday night but at the very
least you need to ensure that you have told each and every employee in your business what it is
that you expect. You need to ensure that every employee knows his or her role inside and out.
How do you accomplish this? Start with Position Descriptions! I can already see the HR managers
/ practitioners that are reading this smile and raise their eyebrows! At the age of 15, when I
walked into that McDonalds restaurant in my home town of Port Macquarie for my very first shift,
I had the normal nerves and apprehension that any teenager would have had arriving to work
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for the first time but what I also had was an understanding of what my role would entail. On the
day I was hired, I’d been given the Position Description of a “front counter service crew member.”
I knew walking in the door what my job was going to be. I knew that my objective as a “front
counter service crew member” was to serve customers. I knew I would be providing the quickest
possible service to every customer. I knew it was my job to impress the customers with fast,
courteous, friendly and attentive service. I knew that I had 6 steps of service to follow in order to
achieve these results. It was made clear to me what “good would look like” and my first objective
was to be marked as “competent” in performing the various aspects of my role.
If you don’t have Position Descriptions, get busy writing them. If you do have them, pull them
down off the shelf, dust them off and start using them. When you take a new employee through a
PD what you’re doing is telling them straight away that their role is important. What you’re telling
them is that what they will be doing is contributing to the overall success of the business. At the
age of 16, working at McDonalds, I knew exactly what my role in the business was. I knew the
roles of the other people in the business as well. I also knew that we all had our roles to play and
as a group we contributed to the overall outcome…. The cheeseburger!!
Okay, what’s next? The next thing you need to do is look at who is doing your training.
Continuing on with my McDonalds story, from the first day of work I was surrounded by people
who were already great “front counter service crew members.” These people led by example.
The people training me were experts at doing my job. They had been promoted to the training
role because of their excellence. I was literally surrounded by people who had embraced the
McDonalds service culture. I was surrounded by people who did everything the right way and
followed the established procedures all of the time. Everyone supported one another. There was
no need to have a manager carrying a big stick around to keep everyone in line.
Step number three in establishing discipline in your organization is having and using an Operations
Manual. This manual is the who, the what, the where, the when, the why and the how of your
business. It details every policy and procedure. It clarifies literally everything that your employees
need to know in order to do their jobs well. It is the source for finding the answer to any question
that may arise. It details every system you have in place to guarantee customer satisfaction.
As a trainer and consultant one of the major needs I hear from most of my clients is the need for
consistency. They want to know that the customer experience is the same at 8.00am as it is at
4.00pm. They want to know that each and every store they operate provides the products and
service required to meet their customer’s needs. They want to know that the business is operating
well even when the boss isn’t there. The only way to be sure that all of these things are happening
is to have systems and procedures in place that have become part of the culture of the business.
Ironically, most businesses have Ops Manuals but either they are not used or the policies included
in the manuals are not taught and/or enforced. What I learned at McDonalds and still carry on
about today is that there are no exceptions to the way things are supposed to be done. This is the
way we do it. Today. Tomorrow. Next week. Next year. Always. So, get those Ops manuals off
the shelf. Use them. They work. They are valuable. They’ll create the consistency you’re craving.
Your business will grow as a result.
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Before wrapping this chapter up I want to share with you something that might surprise you.
The Gallup organization put together a 12 question survey to identify and measure the various
elements of worker engagement within businesses. Question number one in this survey is “Do you
know what is expected of you at work?” Question number two is, “Do you have the materials and
equipment you need to do your work right?” Everything I’ve been talking about in this chapter is
what you need to ensure your employments would answer these questions with the word, “YES.”
Yes answers equals engagement and engagement is what you want, isn’t it?
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TIP FOUR
Communicate Communicate Communicate
Having a communication protocol or communication promise in your organisation is critical
to employee engagement. How are you communicating the future of your business to your
employees? How are you communicating the role your employees play in making your future
plans happen? I’m not talking about five strategies and lengthy mission statements. I’m talking
about communicating information regarding the value your employees add to your organisation.
I’m talking about communicating the importance of the roles your employees play.
Being transparent with employees is sometimes feared by leaders, and guess what – its obvious to
the employee when you as a leader are treating them like monkeys and not like humans. It’s time
to remind yourself that everybody wants to be in the know. You know what I’m talking about.
You walk up to a couple of your mates in the middle of a hush hush conversation. You ask what
they’re talking about. They say, “Sorry, we can’t tell you.” How do you feel? You feel left out.
You feel hurt. You feel rejected. Now, take this scenario into the workplace. Tell an employee,
“Sorry, I can’t tell you.” You got it, the employee feels left out, hurt and rejected. They feel as if
they don’t matter. They feel no sense of belonging. Feelings of engagement with your business
are not even on the radar.
Consider this, would it be so bad if your front line employees knew the daily sales targets of your
store/business? Would it be so bad if your employees knew if you were achieving this month’s
revenue budget? Would it be so bad if your employees knew where you went wrong? Would
it be so bad if your employee’s knew what the business needed to improve in order to achieve
better results?
Now lets flip the communication protocol towards the employee. What are the communication
mechanisms for the employee to talk with you? Providing a platform or mechanism for your staff
to give you feedback is as critical as you communicating targets and goals to them. Do you
encourage your employees to talk to you? Do you ask for their feedback? Trust me, there is a lot
you can learn from your employees.
Let me share a story with you. I found it on Youtube. It is a straight to the heart tale of how
valuable it is to receive feedback and communicate with your employees. The story is about a
manager who has been told to deal with an employee problem, which is a nice way of saying,
“Get rid of this guy.” The manager meets with the employee and learns that he has been with the
company for 31 years. The manager instead of terminating his employment comes away learning
a great deal about where the company has gone wrong.
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Watch the video below to see the whole story.

You as a leader, have the ability to make your employees feel connected to your business. When
your employees feel connected they not only feel connected to the people with which they work
but they also feel a deeper connection with themselves. Their work becomes an expression of
themselves and this is a very good thing!
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TIP FIVE
Individualize Your Engagement Approach
I have lots of friends who work or have worked in the hospitality industry. The other day I was
having lunch with a friend who worked in hospitality for 25 years. We got to talking about
employee engagement and he told me a story that fits perfectly with what I’m talking about in
this chapter. He told me that he spent all of his 20’s going to school collecting degrees primarily
in the liberal arts. He said that he had to pay his own way through school and as a result he was
constantly working while studying. Along the way he said he had lots and lots of bosses. These
bosses fit into a variety of categories. He said there were professors, cheerleaders, salesmen,
cops, parents and drill sergeants. The professors spent all of their time trying to teach. The
cheerleaders focused primarily on motivation. The salesmen got off on trying to sell a message
or an attitude. The cops were always busy enforcing the laws of the business. The parents took
the loving approach to their employees and the drill sergeants stayed busy giving orders and
cracking the whip.
The sad thing about all of these bosses he said was that hardly any of them were adaptable.
The cheerleaders couldn’t teach. The cops couldn’t motivate. The parents couldn’t crack the
whip. The professors couldn’t sell. As a result, what usually ended up happening was that only
the employees that were comfortable with the management style of the current manager stuck
around. The sensitive people walked out the door when the cop walked in. The employees
who always wanted to know, “Why do we have to do it this way,” left when the drill sergeant
said, “Just do it.” The employees that needed some encouragement and recognition only stuck
around when a cheerleader was in charge.
The next thing he said is the really important bit. He said, “Jaquie, it took me a long time to figure
out what I just told you. Because I spent all of those years going to school, when I became a
manager, I spent all of my time being a professor manager. I took an entirely rational approach
to my job and my interaction with my employees. I honestly believed that if I could teach my
employees the right thing to do and the right way to do things, they would automatically start
doing things well. Guess what? Some of them did but a lot of them didn’t. I could talk about this
all day but I’ll give you one example for one of the management styles I just mentioned. Some
of my employees needed me to be a cop. They needed me to book them for breaking the law.
I don’t know why. Maybe they grew up in a strict home. Maybe their father was a real life cop.
Maybe they just liked breaking the rules to see if they could get away with it. Who knows, but the
last thing they needed me to be for the good of the business was a professor. So finally the penny
dropped, the light bulb turned on. Bottom line Jaquie, you’ve got to modify your style depending
upon the person you’re managing. As soon as I started booking the employees who needed a
cop their performance improved dramatically.”
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End of story. I think he’s right on the money. You need to individualise your approach to each
and every employee in order to make employee engagement happen. Doing this isn’t easy. You
have to get to know your employees. You have to find out what makes them tick. If you have a
multi-cultural workforce you might need to learn about other cultures. You need to be observant
and you need to listen. If employee engagement is the prize, it’s worth the effort. Make it!
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TIP SIX
Excite! Create a Motivational Culture
I believe that this employee engagement step is the corner stone of engagement. So, as an
employer, how do you create fun in the workplace? How do you create a work environment that
stimulates high levels of motivation? How do you go about retaining the really good employees?
When I worked in the UK back in 2005, I was part of the mobilizing team for one of the most iconic
stadiums in the world, Wembley National Stadium. To say that this was a unique experience and
one of the most valuable developmental stages of my career is a massive understatement. What
it taught me was how to build a business culture from scratch.
When I was first employed, the Stadium was being built. The only people employed were heads
of departments. Each day we would come to our office, which overlooked the giant multiplex
site, and wonder when we would actually start serving customers and creating memorable
experiences in this monstrosity of a venue. As a young, motivated and driven management team
we were determined to not only recruit for attitude but have a clear set of values for our business.
Our goal was to create a business culture that was strong enough to not only ensure the tenure of
our contract but also carry us well into the future.
Our HR leader at the time chose a select few of us to get together and create a clear set of
values. A set of values that represented the things we would stand for, live by, and embed in
our day-to-day business activities. A set of values that would benefit our employees and our
customers.
This was no simple task. What we’re talking about here is 3500 catering employees and 1000’s of
future customers who would be affected by the values we needed to create. We decided to
create a team that included Directors, Managers and front line staff currently employed at other
venues. We included people from a broad spectrum of cultures and backgrounds.
Our approach was to align the values with what each of us wanted to achieve both personally
and professionally from working at the stadium. We discussed the types of behaviours that
we would accept in the environment and the types of behaviours that we wouldn’t accept.
We talked about what we as individuals wanted to achieve in terms of development and job
satisfaction. After hours of meetings and discussion we agreed and documented the values of
our business culture.
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The next critical step was to figure out how we wanted to communicate these values. How
would they be heard? How would they be seen? When would they be spoken? We all agreed
that the values would never sit in a manual and collect dust. We agreed that they would be front
and center in the day-to-day operation of our business. In the end, a fantastic culture emerged,
a culture and work environment that represented our values. A culture and work environment
that excited our employees, kept them happy, and made them proud.
In many respects we were lucky because we started from scratch. You might not be so lucky but
it’s never too late. Do you have a set of values? Do you have a fantastic work culture? Do you
have a work environment that represents your values and excites your employees? If not, get
your people together, talk about, document it and launch it. You won’t be sorry.
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TIP SEVEN
Reinforce and Reward
Everyone in your business needs to know what is right and what is wrong. Step number one is
knowing what is right and teaching it to your employees. Your employees need to know the
right way to produce your products. They need to know the right way to sell your products. They
need to know the right look and feel of your business facility. They need to know the right way to
provide service. They need to know the right way to interact with your customers and with each
other. The list goes on and on.
Step number two is knowing what you are going to do when something isn’t right. What steps are
you going to take when you identify something that is wrong. How are you going to deal with it?
When are you going to deal with it? Who is going to deal with it? It can get complicated, I know,
but you need to find the answers to these questions because you can’t allow wrong to stay in
your business.
One of the best solutions to dealing with the rights and wrongs of your business is – “Reinforce and
reward right behaviour” while “recognising and correcting” wrong behaviour. The reason the
second half of this solution is not part of this chapter title is because if you do the first half, chances
are you won’t have to do a whole lot of the second half. Did that make sense? What I’m saying
is that if you consistently reinforce and reward right behaviour everyone in your business will
know what is right. As a consequence, wrong behaviour will diminish. Don’t get me wrong, your
employees need to know the consequences of doing something wrong but the emphasis should
be on the positive. The positive is what keeps employees happy and engaged.
There are two bi-products of reinforcing and rewarding employees that I’d like to bring to your
attention. The first is this wonderful thing named “self regulation.” When everyone knows what is
right, is told what is right, is recognized and rewarded for doing right, the manager doesn’t have
to spend as much time and energy correcting wrong behaviour. The employees do it themselves.
When Jenny messes up, Elana tells her she messed up.
The second bi-product is another wonderful thing named “empowerment”. When employees
are well trained and fully developed, when their positive performance has been reinforced and
rewarded, they feel empowered. They know without a doubt they know how to do the job well.
When you have a trained workforce that feels empowered, the next thing that happens is the
employees begin to initiate and innovate. While performing the duties of their daily jobs, they start
going above and beyond. Unique and surprising customer service experiences begin to happen
and that is magic!
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CONCLUSION
Does employee engagement matter
in your business?
My answer to this question is a resounding, “Absolutely!” Engaged employees matter because
they reduce your costs. How? They’re more productive, so, you don’t need to roster as many
employees to get the job done. Wage cost percentages improve. Engaged employees are
happy at work. They stick around and turnover levels are reduced. Engaged employees do their
jobs well. They take pride in their work. As a consequence, they look after your equipment. They
don’t waste your products. They even look for better ways to do their jobs, which ultimately saves
you money. Engaged employees not only reduce your costs, they also increase your revenues.
They drive sales, increase average spends, encourage customer loyalty and generate repeat
business.
I would argue that if you have a profitable business currently but your employees are disengaged,
your profitability may be short lived. The flip side of the coin is that if you’re currently not
producing the profits you would like but have a workforce that is engaged, your profitability in the
future will most definitely improve. What I’m really saying here is that employee engagement and
profitability are inextricably linked. You can’t have one without the other.
I would challenge you to look at your organization. Look at the values in your business. Look at
the way you treat your most important asset – your employees. Do you have a culture that allows
your employees to feel connected to your business? If you don’t, you’re in trouble. Trust me, we
all have a burning flame of desire to be needed. We all want to believe that we matter. Provide
these things to your employees and you will be rewarded.
In this EBook I have provided you with seven tips to improve employee engagement. Out of
these seven, why don’t you make a commitment to implement at least one of the tips. Make the
change and make it a daily occurrence not just a one off event. Then, in six months, send me an
e-mail and tell me about the magic that happened amongst your employees.
I’d like to conclude by reminding you how I began. In the Introduction of this EBook I talked about
my passion for food and beverage. I said that food and beverage is a matter of the heart. I’m
sure you know what I’m about to say, so here goes, employee engagement is also a matter of the
heart. It is something to become passionate about. It is something that is more about emotion
than reason. So, make some time to put your head on hold and put your heart into action. Then,
after your passion for employee engagement produces positive results, put your head back in
charge, sit down at your computer, pull up your P&L, and enjoy that really big number on the
bottom line.
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