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I encourage restaurants to employ single moms; they have plenty of en-
ergy. Compared to what some of them do as a single parent, working in a
restaurant is considered a “break” one glad mom told me.1

CHAPTER  OBJECT IVES

ADVERTISING AND RECRUITING

C H A P T E R 8

Maren Hickton, restaurant industry consultant, Pittsburgh, Pennsylvania

After completing this chapter, you will be able to

■ Identify key factors that define the labor market and the labor pool.

■ Demonstrate how the labor market and the labor pool affect management’s
ability to recruit qualified workers.

■ Provide examples of how the Internet has helped to expand the labor market.

■ Define employee turnover and explain the direct and indirect costs for the
hospitality business.

■ Identify a hospitality business’s internal and external sources of labor.

■ Identify recruitment strategies that allow hospitality managers to tap both in-
ternal and external labor sources.

■ Demonstrate how cultural diversity awareness can improve employee recruit-
ment strategies.

Successful hospitality operations, both large and small, must
deliver quality products and services to their valued guests and

customers, and they must do this with the help of people. Because the hospi-
tality industry is people-driven, it is essential that operators attract a qualified
pool of job applicants, hire the right applicant for the right job, provide thor-
ough and ongoing training, and communicate with staff in such a way that the

HRM IN ACTION
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work environment itself becomes a key motivator in ensuring employee job
satisfaction. A happy, self-motivated staff practically guarantees customer sat-
isfaction, not to mention the overall success of the business.

In the world of human resources management, employee recruitment involves
locating and maintaining a pool of qualified applicants to fill positions within
the organization. Larger hospitality businesses normally have a professional
human resources department who can develop strategies and implement plans
for doing this. Smaller operations do not usually have this luxury and must,
therefore, be very diligent in their recruiting strategies. Effective human 
resources planning allows management to staff the organization at the right
time with the right people. All hospitality operations, both large and small, will
have their efforts somewhat impacted by certain external factors that influence
the labor market. The labor market is the geographical area in which the hos-
pitality business focuses its recruiting efforts. The labor pool is made up of the
individuals who live within the labor market and who possess the skills, atti-
tudes, knowledge, and abilities that the hospitality operation requires. Factors
such as the location of the operation will influence things like education levels,
personality types, unemployment rates, competitor recruiting practices, median
age of the population, and diversity levels, to name a few.

A hotel located in a wealthier suburb of a particular city that is not well served
by public transportation may have difficulty attracting and retaining job appli-
cants who reside in a downtown area, or further from the hotel. Often, in cases
such as this, the hotel finds it must subsidize the employees’ wages with a
monthly bus pass or subway pass in order to successfully compete with down-
town hotels and other businesses to retain their more qualified employees. Hos-
pitality operations that are located in or near major metropolitan areas normally
have more local recruiting opportunities than those operations that are located
50 miles or more from the nearest major city.

The explosion of Web-based job sites such as Monster.com has greatly expanded
the geographical area in which organizations can now successfully recruit qual-
ified employees. Organizations can post job openings on these Web-based job
sites, and potential applicants located anywhere in the world can submit résumés
electronically for consideration. These sites can be effective when locating top
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Smaller Operations Have Some Advantages 135

S M A L L E R  O P E R AT I O N S  H AV E  S O M E  A DVA N TAG E S

talent to fill middle- and upper-level management positions but probably have
little to no impact when a restaurant needs to hire a dishwasher or when a hotel
needs to increase its housekeeping staff. Today, large hospitality operations often
maintain separate human resources areas as part of their own corporate Web
sites so potential applicants can view job openings and apply for jobs online.

While still somewhat uncommon, smaller hospitality operations are also
slowly starting to embrace the World Wide Web by professionally designing and
maintaining their own Web sites. As time progresses, small restaurant and lodg-
ing operations will most likely post job openings and accept online applications
via their own Web sites.

Because the competition for qualified applicants is so fierce, many small hospi-
tality operations feel that the larger organizations hold all the cards because of
their deep pockets and their ability to invest large sums of money into their re-
cruiting, hiring, and training efforts. However, managers and owners of small
operations often fail to realize that they actually have a distinct advantage over
the big guys: That advantage is their actual “smallness,” their ability to oper-
ate lean and mean, making quick but well-informed decisions and effectively
adapting to changing market conditions. Figure 8.1 illustrates the many steps
larger organizations must often take during the hiring process, once they’ve ac-

TA L E S  F R O M  T H E  F I E L D

Iworked in a restaurant while I was in school, and we were constantly short-handed.
This caused a lot of problems because we never had enough help, and people who
were hired to work only part time were putting in tons of hours and were constantly

working overtime. Management complained about everything, and the morale was so
bad that the employee turnover was like a revolving door. What bothered me the most
was that we had a pretty steady stream of applicants, but a lot of them did not speak 
English very well, and because none of the managers could even utter a word of Spanish,
these applicants were simply ignored. Right then, I decided to sign up for a couple of
Spanish classes. I knew that if I wanted to own a restaurant some day, I needed to jump-
start my cultural education so that I wouldn’t be afraid of people who are different than
me like these managers were.

Jessica, 26, Bloomington, Indiana
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cepted a job application and before they are able to make an actual job offer.
Smaller operations are able to interview, screen, hire, and even begin training the
candidate within the same amount of time it takes many larger organizations to
evaluate a job candidate’s suitability for a particular position.

When employees leave an organization either voluntarily or involuntarily, the
cost to the organization can be substantial. Employee turnover is defined as
the voluntary and involuntary separations of employees from employment
within a given operation. Turnover rates are calculated by dividing the num-
ber of employees who have left the company, or separated, by the number of

1. Applicant submits job application either online or in person at the human re-
sources office.

2. Human resources conducts a short, prescreening interview either in person or by
phone.

3. Unqualified applicants are eliminated from the pool at this time.

4. Most qualified applicants are scheduled for a more in-depth personal interview.

5. Three to five top candidates are selected from this pool for further consideration.

6. Preemployment tests for ability, aptitude, honesty, and personality are adminis-
tered.

7. Specific department managers interview candidates who have made the cut 
thus far.

8. Additional interviews may be scheduled with other employees in the depart-
ment in which the potential candidate will work.

9. Department manager advises human resources which candidate he or she
chooses for employment.

10. Human resources makes a conditional job offer contingent upon the applicant
successfully passing a preemployment drug test and a criminal background
check.

11. A formal job offer is made and the candidate’s start date is scheduled, as is a
reservation for participation in new employee orientation.

12. New employee participates in orientation prior to beginning on-the-job
training.

Figure 8.1 Preemployment screening activities for a large hospitality 
organization.

E M P LOY E E  T U R N OV E R
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employees within the organization. For example, a restaurant that employs an
average of 26 full- and part-time employees and has had 32 separations in the
past year would calculate its annual turnover rate as follows:

32 employee separations
26 employees (average) 

= 123 percent turnover rate

Operations may choose to calculate their turnover rates on a monthly, quar-
terly, semiannual, or annual basis. In addition, the turnover calculations may
focus on the entire organization, as above, or this calculation can pinpoint
turnover rates within certain departments or divisions of the organization. For
instance, a lodging operation may want to track its turnover rates in the house-
keeping department, the food and beverage department, and the front-office
department.

Clearly, industry turnover rates are higher in some areas of hospitality oper-
ations than in others. For example, entry-level, low-wage positions tend to turn
over at a higher frequency than better-paying supervisory and management po-
sitions. A 1998 survey conducted for the American Hotel Foundation places the
cost of turnover between $3000 and $10,000 per employee.2 Another study con-
ducted in the year 2000 put the cost of replacing a worker at a New York luxury
hotel at more than $12,000.3

While some experts argue that it is difficult to assign an actual monetary
cost to employee turnover in the hospitality industry, most agree that those costs

Employee Turnover 137

TA L E S  F R O M  T H E  F I E L D

My professor told me that the ‘new hotel in town’ had called her seeking full-
and part-time front-office staff. The hotel was hopeful that my professor
could recommend quality students who may be interested in such positions. I

thought, What the heck, and I applied that very afternoon. I spent the next four weeks in-
terviewing with this department, that department, this manager, that supervisor, and I
was even interviewed by a group of other front-office workers. Finally, the front-office
manager told me that my school schedule conflicted with the hotel’s needs, and that they
would not be able to offer me a position at this time. I couldn’t believe it. I wrote my
school schedule down for them when I first turned in the application, and I made it clear
that I would only be available for nights and weekends. What a waste of my time and
their time. I applied for the same position at another nice hotel, and they made me a job
offer within four days.

Audrey, 20, Louisville, Kentucky
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are both direct and indirect. Examples of direct and indirect costs include the
following:

DIRECT COSTS OF EMPLOYEE TURNOVER

■ Recruiting costs including advertising

■ Selection costs including time spent interviewing and prescreening appli-
cants

■ Prescreening costs such as drug tests and background checks

■ Employee uniform costs

■ Training and orientation costs

INDIRECT COSTS OF EMPLOYEE TURNOVER

■ Lowered employee morale leading to a decrease in productivity

■ Customer complaints due to poor food, product, or service quality

■ Lost revenues due to poor customer satisfaction, prompting comps and dis-
counts

■ Lost productivity during training

■ Negative customer word-of-mouth referrals due to poor product and serv-
ice quality

Because it can be difficult for owners and managers to accurately assess the
true-dollar cost of employee turnover, researchers at Cornell University have de-
signed a free Web-based management tool that helps hotels and restaurants ac-
curately weigh the cost of employee turnover. Figure 8.2 provides additional
information about this tool.
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Turnover Cost Evaluator can be accessed through Cornell University’s Center for 
Hospitality Research Web site located at the following URL:
www.hotelschool.cornell.edu/chr/research/tools/turnover/

New visitors to the site are asked to register, at no cost or obligation.The evaluator,
codeveloped by Cornell Hotel School Professor Timothy R. Hinkin and Associate Pro-
fessor J. Bruce Tracey, allows users to enter data that is specific to their organization
and provides them with a detailed cost analysis of employee turnover. It can be used
to assess the turnover costs associated with a number of line, supervisory, and mana-
gerial positions and allows users to modify their entries to examine a variety of sce-
narios. Currently the tool is focused on the lodging industry, but it contains a
food-and-beverage section that can be used by restaurants as well.

Figure 8.2 Cornell University’s Web-based management tool: Turnover Cost
Evaluator. (Courtesy of Cornell University Center for Hospitality 
Research.)
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Perhaps the best place to search for new talent is right under your very nose.
In other words, your own employees are often an excellent source of referrals
and can recommend candidates for future job openings. Eager, motivated em-
ployees are generally happy to recommend friends, relatives, classmates, or
even neighbors who may be interested in full- or part-time work in your estab-
lishment. It is important to note that some organizations have a nepotism pol-
icy that prohibits the organization from hiring relatives of individuals who are
already employed by the organization. Other organizations may be a bit more
lax about this policy and will allow relatives to be hired but prohibit any em-
ployees from being directly supervised by their relatives. For example, if Aunt
Sally is the dining room manager of the hotel, her nephew, Joseph, would be
prohibited from working in a position where Aunt Sally would be his immedi-
ate supervisor. Still, there are plenty of other organizations that do not have any
such policy. These organizations allow employees who are relatives to work
within the same establishment and even in the same department, with other rel-
atives serving as their immediate supervisors.

Establishing an employee referral program within an organization may have
several distinctive advantages over more traditional methods of advertising 
for new workers. Employees with hard-to-find job skills may know others who
have similar skills and who do the same kind of work. Also, new recruits 
who have been referred to the organization by current employees will already
have some knowledge about the organization based upon information provided
by the employees who referred them. Thus, referred applicants may be more 
attracted and intrigued by the organization than casual walk-in applicants. 
Another advantage of an employee referring a friend is that the friend may po-
tentially have similar work habits and attitudes to those of the current em-
ployee. However, even if their work habits are different, friends will often work
hard to perform well in a new job so that they do not disappoint the person who
recommended them for the position.

While soliciting employee referrals can be an excellent recruitment tech-
nique, hospitality managers must be careful that they do not intentionally or
unintentionally discriminate when they use this method. Because this method
tends to maintain the status quo of the current workers in terms of race, reli-
gion, sex, and other protected classes, the results have the potential to be
viewed as discriminatory and could put the operation in legal jeopardy. Which
is the best policy with regard to hiring friends and relatives? There really isn’t

Employee Referrals 139

E M P LOY E E  R E F E R R A L S

I D E N T I F Y I N G  P OT E N T I A L  J O B  A P P L I C A N T S
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any one-size-fits-all policy that would work in all operations. Whatever policies
and stipulations work for your own unique operation should serve as the best
policy for you.

Operations that successfully utilize employee referrals as a source for potential
job candidates will often set up an incentive system for employees so that the
employee who provides a referral receives some sort of incentive, often a cash
reward, if the referral is hired and remains with the company for at least a spec-
ified amount of time (typically a minimum number of months). This sort of in-
centive system is commonplace in many fast-food chain operations, and
offering some sort of bonus tends to work well for most types of operations, pro-
vided the ground rules for earning the bonus are clearly communicated in 
advance. An example of a referral bonus program appears in Figure 8.3.

When an organization that is attempting to fill open positions looks for 
candidates within the company, it is doing internal recruiting. Soliciting em-
ployee referrals is just one source of internal recruiting. Larger organizations
may also post job openings internally, promote and transfer employees from
within, solicit referrals from vendors, and even solicit referrals from former em-
ployees. When an organization says it “promotes from within,” its goal is not
only to maintain employee retention but also to encourage prospective appli-
cants to pursue positions within the organization because there is opportunity
for professional growth and upward mobility within the organization. Internal
recruiting efforts may also include offering part-time employees full-time work.

When a hospitality business must look to outside sources for recruiting per-
sonnel, it is using sources of external recruiting. In this particular case, sources
of external recruiting may include hospitality and culinary schools and colleges,
trade associations, competitors, labor organizations, churches and synagogues,
temporary agencies, advertising, and so on. In truth, the most successful oper-
ations generally focus their efforts both internally and externally in order to at-
tract a diversified and qualified pool of job applicants.

Professor Robert M. Kok of Johnson and Wales University in Providence, Rhode
Island, believes that for managers to be more effective as recruiters, both in
terms of time and money spent and quality of applicants found, they need to
focus on target groups of applicants first (i.e., sources), and then select the tools
(i.e., methods or techniques) that allow them to communicate in the most ef-
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PAY I N G  A  R E F E R R A L  B O N U S

R E C R U I T I N G  I S  M A R K E T I N G

12_745228_ch08.qxp  12/28/06  8:58 AM  Page 140



fective ways with those targeted groups. Professor Kok believes that a major
problem in recruiting effectively has been management’s failure to think clearly
as marketers. “Focus on your desired sources of employees first, then find the
best methods/techniques to use in recruiting people from those source groups,”
says Kok.

People who simply show up at your door requesting a job application are known
as walk-in applicants. Different hospitality operations handle walk-ins in differ-
ent ways. It is not uncommon for the human resources departments of larger op-
erations to require walk-ins to complete the application in the human resources

Walk-In Applicants 141

$200 BONUS IS YOURS
EMPLOYEE REFERRAL BONUS PLAN

Do you have a friend, relative, neighbor, classmate, or other known associate who

you feel would like to join our XYZ Restaurant family? If so, you can earn a $200

one-time cash bonus if your recommendation works out.  Here’s how the program

works:

1. Refer a friend or a relative for any job opening that you feel the individual

would be qualified for.

2. The individual must meet all preemployment eligibility requirements and must

possess the necessary skills and abilities to successfully perform the duties of 

the job.

3. If we hire your referral and the individual successfully completes his or

her first 90 days of employment with a positive evaluation from his or her

immediate supervisor, you will earn a $100 cash bonus!

4. If the individual remains with our restaurant for an additional 60 days 

and earns a favorable review from his or her supervisor, you will receive an 

additional $100 cash bonus!

Figure 8.3 Sample referral bonus plan for a restaurant employee.

WA L K- I N  A P P L I C A N T S
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office. Some large organizations limit the days and the business hours during
which they will accept walk-in applicants. For example, one large hotel in
Louisville, Kentucky, only accepts walk-in applicants on Tuesdays and Thursdays
between the hours of 2:00 P.M. and 4:00 P.M. This policy may stem from the fact
that the hotel prefers to have a human resources professional available to speak
with each walk-in applicant personally in an effort to get an immediate feel for
the applicant’s suitability for a specific job opening. Other large organizations
have gotten away from accepting walk-in applicants. Instead, they require all
job applicants to submit an application online via the company’s Web site.

Smaller hospitality operations can seldom afford the luxury of discouraging
walk-in applicants. Without exception, small food service and lodging busi-
nesses should accept applications all the time, whether the business has an im-
mediate opening or not. It requires little time to hand a formal application to
a walk-in job applicant, and even if there are no immediate openings, applica-
tions can be kept in an active file until suitable openings become available or
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e t h i c a l  d i l e m m a

Josie just signed a franchise agreement with a new, up-and-coming restaurant chain
that specializes in premium, deli-style sandwiches, homemade soups, and other similar
fare, served in a dine-in or carryout environment. She’s excited about owning her own
business even though she knows the competition will be tough. She also realizes that
one of her biggest challenges will be her ability to recruit and retain a qualified staff.
With less than three months before her grand opening, Josie sets out to visit as many
similar establishments in her immediate area as she can to observe how employees at
different restaurants interact with customers. When she sees an employee who im-
presses her, she hands the employee a business card and lets the employee know that
she is opening a brand-new place nearby and that she would love to schedule a per-
sonal interview with the employee. She quickly earns a reputation among other restau-
rant owners and managers as a “poacher” who is acting unethically by attempting to
steal away the competition’s valuable staff. Is Josie violating one of the 10 Ethical Prin-

ciples for Hospitality Managers and, if so, which one? If you were Josie, how would
you react to the claims of the other owners and managers? Would you decide to con-
tinue offering jobs to employees at other restaurants or would you decide to stop?

WA L K- I N  A P P L I C A N T S  S H O U L D  B E  W E LCO M E D
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the applications are too dated (six months or older) to be valid. If an applicant
telephones Charlie Trotter’s famous Chicago restaurant to ask whether the
restaurant is accepting applications, Mitchell Schmieding, Trotter’s director of
restaurant operations, will routinely say no, but he will invite the applicant to
fax him a résumé and cover letter or submit it to the restaurant’s office. He ex-
plains to the applicant that he is happy to review a résumé because the restau-
rant will always consider a qualified applicant when an appropriate position
becomes available.4 Even though Charlie Trotter’s restaurant is one of the most
highly regarded restaurants in America and is in the enviable position of cherry-
picking the very best applicants, Trotter understands that to restrict his recruit-
ing efforts may be to overlook “a future star.”

Advertising is another effective method of recruiting to fill open positions.
Many hospitality operators use advertisements as a key part of their recruit-
ing efforts, since placing advertisements in local newspapers or magazines has
the potential to yield a larger job applicant pool than the referrals provided by
employees or through unsolicited walk-ins. Most want ads provide a brief job
description, information about the employer, the benefits provided, and how to
apply. They are probably the most widely used form of employment advertis-
ing. Ads may be placed in local newspapers, out-of-town newspapers, and even
specialized trade journals, depending upon the needs of the organization. 
A hotel operation seeking to hire a general manager—a highly specialized
recruit —may place an ad in Lodging magazine, a trade journal that targets pro-
fessionals in the hotel and motel industry. The owners of Cincinnati’s famed
Maisonette, Mobil Travel Guide’s longest-running five-star restaurant in the
country, went all the way to France to search for a replacement for a retiring ex-
ecutive chef who had served the operation for many successful years.

It is important to note that want ads do have some limitations. First, they are
expensive. Because the number of words used determines the size of the ad, and
the size of the ad determines its cost, most help-wanted ads contain short words
and phrases that only outline the bare minimum job qualifications and tell ap-
plicants how to apply. In many daily newspapers, the ads have a short shelf
life, and if the ad isn’t worded well, you may not get responses from the most
qualified applicants. In today’s labor market, where there is an increased de-
mand for job relevance, quality of work life, and other job satisfaction factors,

Help-Wanted Ads Have Some Limitations 143

A DV E R T I S I N G  F O R  J O B  A P P L I C A N T S
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the need for more descriptive job information and information concerning work
environment, supervisory style, and organizational climate are necessary. Fig-
ure 8.4 provides a comparison of two different types of restaurant ads.

While both ads contain approximately the same number of words and spaces,
the ad for Mama Louise’s probably cost a bit more to place because of the use
of bold and italic text, which do make the ad stand out. You may also have no-
ticed the EEO in the bottom right-hand corner of Mama Louise’s ad. This stands
for “equal opportunity employer” and using the abbreviation allows the restau-
rant to save money on the cost of its ad. This should also serve as a reminder
to you that the wording of the advertisement may not illegally discriminate or
in any way violate Title VII of the 1964 Civil Rights Act. In fact, most newspa-
per publications today have strict policies that prohibit ad copy that illegally
discriminates.

Ad copy, layout, and design should reflect an accurate image of the company
and department represented. Because many of today’s job applicants value qual-
ity-of-life issues, well-written ads may also need to reflect whether the company
is

■ Conservative or progressive

■ Small, medium, or large

■ Dynamic or static

■ Expanding or stabilizing

■ Centralized or decentralized

The key objective when placing a help-wanted ad is that you are trying to
convince qualified applicants to apply. Be sure to emphasize the benefits of the
job while being specific enough about the requirements and job responsibilities
to weed out candidates who would not be right for the job.
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FULL-CHARGE LINE CHEF
For restaurant and catering operation
needed immediately! Minimum 5 yrs
exp required. Send letter of interest,
including resume and salary history
to: John Smith, 123 Any Street,
Anytown, USA, 12345 or fax 555-1234
by Mon., Nov. 7, 2006.
NO PHONE CALLS PLEASE!

Restaurant

Mama Louise’s
ALL FRONT-OF-HOUSE STAFF

Mama Louise’s is seeking customer
service oriented staff with outgoing
personalities & the desire to grow
with a dynamic company. We offer 
F/T, P/T, & a fun working environment.
Apply 123 Any Street, Anytown, 
USA, 12345.

EEO

Figure 8.4

Comparison of sample help-wanted ads
posted by restaurants.
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Maren L. Hickton, owner of Maren Incorporated, a full-service hospitality
consulting and marketing firm based in Pittsburgh, Pennsylvania, offers the fol-
lowing excellent advice with respect to finding qualified job applicants:5

Hire carefully and seek employees through sources other than the local news-
paper. Advertise for “professional servers for growing business” at employ-
ment agencies and other sources including culinary school internships.
Scrutinize employee applications and do not hire on the spot. Make them come
in for a second interview; this tactic creates an aura of privilege to work
there—as it should be. Check references. Ask for written references. Award
bonuses to employees who find you other good employees that last at least
three months.

Due to an ever-increasing demand for qualified workers in the hospitality indus-
try, ethnically diverse groups, which have for so long been overlooked, are now
getting much more attention from hospitality industry managers struggling to
fill positions. Recent immigrants to the United States are settling more and more
into smaller communities, and these individuals may represent a huge, un-
tapped source of qualified labor. Senior citizens who are retiring in droves

Diversity—the New Workforce 145

Photo 8.1 Some hospitality businesses seek applicants outside the company
by placing “want ads” in the classified section of local newspapers.

D I V E R S I T Y—T H E  N E W  WO R K F O R C E

12_745228_ch08.qxp  12/28/06  8:58 AM  Page 145



thanks to the aging baby boom generation are also an important part of this
new workforce, as are single moms and even displaced homemakers. When
considering the extent of cultural diversity in the United States, consider the fol-
lowing information supplied by the 2002 American Community Survey Profile.6

ETHNIC BREAKDOWN

■ 68 percent of Americans are white, non-Hispanic.

■ 14 percent are of Hispanic origin.

■ 13 percent are African-American.

■ 4 percent are Asian.

■ 1 percent is American Indian and Alaska Native.

■ 2 percent reported two or more races.

DISABILITY AFFECTS 1 IN 5

■ There are 49.7 million people with some type of disability in the United
States in 2000.

■ This represents 19.3 percent of the 257.2 million civilians age five and
over.

WOMEN

■ There are 140 million women in America, 51 percent of the general pop-
ulation.

■ 13 percent of these women are African-American.

■ 12 percent are Hispanic.

■ 4 percent are Asian and Pacific Islander.

In its 2004 Report to Industry, the Multicultural Foodservice and Hospitality
Alliance suggests that the food service and hospitality industry employs more
women and minorities than any other industry, on average.7  Consider the fol-
lowing:

WORKFORCE

■ 72 percent of the restaurant industry’s workforce is composed of women
and minorities.

■ 17 percent of the restaurant industry’s workers are Hispanic.

■ 12 percent of the restaurant industry’s workers are African-American.

■ 3 percent of the restaurant industry’s workers are women.

■ 5 percent of the restaurant industry’s workers are Asian.

SUPERVISORS

■ More than 66 percent of supervisors in the restaurant industry are women.

■ 16 percent of supervisors are African-American.
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■ 13 percent of supervisors are Hispanic.

■ 6 percent of supervisors are Asian.

BUSINESS OWNERS

■ Almost one out of four (24 percent) of eating and drinking establishments
is minority owned.

Attracting potential applicants from the new workforce does not have to be dif-
ficult; it simply requires more aggressive recruiting practices. Instead of wait-
ing for members of the new workforce to come to you, you have to go to them.
One way to do this is to check your local phone book for the names of organi-
zations that support members of the new workforce. Check local newsstands for
newspapers and magazines that will help you target ads specifically aimed at
these groups. Hospitality managers should take the time to explore their com-
munities in order to find ways to reach these groups. Usually, you can locate
members of diverse ethnic groups at community centers or job placement of-
fices. In addition, community organizations, places of worship, and public agen-
cies will often reveal an untapped labor market. You might also find recent
immigrants looking for work in English as a Second Language (ESL) classes
held at local high schools and universities.

Targeting the New Workforce 147

Photo 8.2 An ESL class may be a good source for hospitality managers to find
immigrants looking for work.

TA R G E T I N G  T H E  N E W  WO R K F O R C E
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It is important to remember that the one-size-fits-all approach to advertising
is not very effective when targeting the new workforce. Ads should be rewritten
so that they market your business and show what you have to offer, not simply
what you need. Take an inventory of everything that your business has to offer
a potential applicant, and then use hot buttons—key items such as services or
benefits—that will most appeal to your target audience.

Senior citizens may be attracted to your organization if you focus on the solid
training that you provide and if you emphasize the importance of the experi-
ence that a typical senior brings to the table. Single moms may appreciate the
flexibility in scheduling that your operation provides, as well as your overall
benefit package. Immigrants who struggle with English may be attracted to a
work environment that employs other such workers, and certainly, if someone
in management is bilingual, then this can be seen as attractive as well. Many
immigrants who struggle with English would welcome the opportunity to learn
the language, so providing off-hours for instruction in ESL, either in your own
facility or somewhere off-site, would be very attractive.

The language and culture gap between staff and hourly employees in the hos-
pitality industry often becomes the source of misunderstandings, accidents,
frustrations, and high turnover.8 Because nearly 20 percent of the restaurant in-
dustry’s workforce is composed of people of Hispanic origin, the ability to speak
and understand basic Spanish words and phrases could provide the hospitality
manager with a real competitive advantage with regard to recruiting talented
employees. A number of organizations provide excellent tools and products that
can assist management in its day-to-day operations. The Multicultural Food
Service and Hospitality Alliance is just one example with its very successful
QuickVue English to Spanish Workplace Language Guides. The organization of-
fers pocket translation guides as well as colorful posters that assist restaurant
and hotel managers in communicating more clearly with Spanish-speaking em-
ployees and coworkers. The National Restaurant Association’s Educational
Foundation as well as the Educational Institute of the American Hotel & Lodg-
ing Association also offer tools, guides, and services to operations that struggle
with language barrier issues.
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S U M M A RY

■ Successful hospitality business operators must attract a qualified pool of appli-
cants, hire the right applicant for the right job, and provide consistent and on-
going training in order to ensure success for the employee and for the
operation.

■ The labor market and labor pool within that market will have an impact on
the manager’s ability to successfully recruit talented employees.

■ The Internet has expanded the labor market with Web-based job sites as well
as with large hospitality organizations that now post job openings and accept
online applications on their own corporate Web sites.

■ The direct and indirect costs of employee turnover can be substantial, and
hospitality managers will often see a negative effect on their recruiting ef-
forts if the operation’s turnover is high.

■ Potential job applicants can be recruited both internally and externally; each
source of recruitment provides advantages and disadvantages, depending
upon the unique aspects of the operation.

■ Employee referral programs and employee referral bonus plans are an excel-
lent example of internal employee recruiting methods.

■ Small operations seldom have the luxury of being fully staffed, and these 
operations should accept walk-in applicants when it is possible.

■ Advertising normally consists of placing a help-wanted ad in the local newspa-
per, but in order for a want ad to be targeted, it should be carefully written to
ensure the operation attracts applicants with the necessary skills and abilities
to fill the specific position.

■ The new workforce consists of minorities, women, displaced homemakers,
and recent immigrants; each of these groups provides an untapped source of
talented employees, but the hospitality manager must be proactive in reach-
ing this potential labor market.

1. Hospitality operations that are located 50 miles or more from the nearest
major city will normally have less local recruiting opportunities than those
locations nearer to major population centers.

A. True B. False

2. Many large hospitality operations maintain corporate Web sites, but job post-
ings and the ability to submit an online application are still rare for such
sites.

A. True B. False
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3. Because large hospitality operations possess the financial resources to invest
heavily in their recruiting and training efforts, smaller operations have no ad-
vantages whatsoever over larger organizations.
A. True B. False

4. Employees who leave an organization on their own are classified as volun-
tary separations. 
A. True B. False

5. A hospitality business that has a strict no nepotism policy would prohibit the
hiring of relatives of individuals already employed by the organization.
A. True B. False

6. Which of the following would not be considered a direct cost of employee
turnover?

A. Separation costs
B. Training and orientation costs
C. Costs associated with preemployment drug testing
D. Lowered employee morale leading to lost worker productivity

7. Which of the following should be emphasized when writing a help-wanted
ad for a local newspaper?

A. A description of the job and the employer
B. The benefits of the job
C. How to apply for the job
D. All of the above

8. One disadvantage of using an employee referral system for recruiting new
job applicants is

A. Friends and relatives of current employees should never be hired.
B. An employee referral system tends to maintain the status quo of current

employees in terms of race, religion, sex, and other protected classes.
C. Employees will rarely recommend their friends and relatives, even if the

employees are satisfied with their work environment.
D. Referrals rarely work out and the effort involved in setting up such an in-

house program rarely pays off.

9. Identifying key items that your organization offers such as services or bene-
fits and then presenting those key items in a way that they will appeal to a
target audience of potential job applicants is known as

A. Internal recruiting
B. Labor pool analysis
C. Hot buttons
D. External recruiting
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10.The No-Tell Motel maintains a year-round housekeeping staff of 23 full- and
part-time employees. Voluntary and involuntary separations in the depart-
ment for the year ending December 31 totaled 37. What is the No-Tell Motel
housekeeping department’s turnover rate for the year?

A. 62 percent turnover rate

B. 112 percent turnover rate

C. 88 percent turnover rate

D. 161 percent turnover rate

1. Your restaurant or hotel needs to hire entry-level workers to fill a variety of
front- and back-of-house positions. You have determined to target the His-
panic and senior citizen labor pools in your immediate area. Develop two
distinctive help-wanted advertisements that will utilize hot buttons to effec-
tively target job applicants in each pool. You may wish to prepare your ad
targeting Hispanics in Spanish, if possible. Remember that the length of the
ad in terms of advertising copy will determine its cost: the larger the ad, the
more expensive. Where will you place each ad? Why? Are there potential
venues for your ad other than the local newspaper? Explain. Be prepared to
present your ads to the rest of the class and to support your decisions with
examples from both the lecture and text.

2. Telephone the advertising department of your local newspaper and deter-
mine the cost and pricing guidelines for a business that wishes to place a
help-wanted ad. How does the day of the week on which the ad is to run im-
pact the cost? Do using features such as bold and italics have an effect on
the cost? Be prepared to share your findings with your classmates.

3. Assume you own or manage a small lodging or food service establishment.
Write a nepotism policy for your establishment. If you choose to write a no
nepotism policy, be sure to include sound reasoning and principles for your
policy. If you choose to allow the hiring of relatives, be sure to qualify your
policy in such a way as to clarify reporting relationships among supervisors,
departments, and relatives, where applicable. Locate one other student in
your class who has written a policy that is the opposite of your policy and
attempt to convince the student to change his or her policy to reflect your
own. Were you successful in changing the other student’s mind? Why or
why not? Be prepared to present your policy and findings to the rest of the
class.

4. Conduct a search on the Internet and locate a hospitality-related business
Web site in which job applicants may apply for position openings. Describe
some of the key features of the company’s Web site. Do you feel that the
Web site the company uses is an effective way to recruit job applicants? Why
or why not? Be prepared to share your findings with the rest of the class.
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5. Aside from a large hospitality company that may host its own corporate Web
site, there are dozens of specific employment Web sites such as Monster.com
where any number of businesses may advertise job openings. Compile a list
of at least five hospitality-specific job recruitment Web sites. From the list
you have compiled, be prepared to discuss the features of each Web site.
Examples include such areas as geographic span of the jobs, types of jobs ad-
vertised, types of companies that have placed ads, and so forth. Be prepared
to share your findings with the rest of the class.

Eric Masters recently began a new job as the rooms division director of a
400-room hotel located in an affluent suburb of a large, southeastern city.
Since coming on board nearly eight months ago, Eric has noticed a persist-
ent problem of understaffing in the hotel’s housekeeping department. Guest
rooms are rarely cleaned in a timely manner, and room attendants are often
sent back to correct deficiencies uncovered by the department’s floor su-
pervisors. Guest comment cards are overwhelmingly negative toward the
housekeeping department, and Eric realizes that he must get to the bottom
of the problem before things get so far out of hand that the hotel’s profit
margin is seriously endangered.

Eric has scheduled a meeting with the hotel’s executive housekeeper,
Naomi Wilson. Naomi has been with the hotel for nearly 15 years. After
working her way through the ranks of the housekeeping department and
after completing an associate’s degree at the nearby community college,
she has held the position of executive housekeeper for the past nine years.

When Eric and Naomi meet, Naomi stresses that she can’t remember a
time when the housekeeping department has not been “stretched to its
limit.” “It’s hard work,” she explains to Eric. “No one wants to clean hotel
rooms on this side of town for the wages we pay.” “Just talk to Liz,” Naomi
continues. “She’ll tell you how we’ve been working our employee referral
system and placing help-wanted ads, but nothing seems to work.” “That’s
a good idea,” says Eric. “Let me ring her office and see if she has a few min-
utes to join us.”

Liz Ribeiro, the hotel’s human resources director, has been with the prop-
erty for nearly as long as Naomi. When Liz joins the meeting, she explains
to Eric that the hotel instituted an employee referral program more than 10
years ago. The plan started out successfully, but for the past few years, it has
become increasingly difficult to administer as fewer and fewer people have
been applying to fill the positions needed in the housekeeping department.
“Perhaps it’s time to rethink the employee referral system,” says Eric. Liz ex-
plains that even though the pool of referrals seems to be shrinking, it does
bring applicants into the hotel who are already somewhat familiar with the
nature of the work and the hotel’s expectations. “Besides,” Liz adds, “this
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knowledge that they bring to the table helps us keep our training and ori-
entation costs down.”

“Well, clearly,” says Eric, “we’ve got to be doing more.” Liz tells Eric that
she supplements the program by running ads every week in the newspaper.
“I’m spending a fortune on advertising,” she says, “but no one ever applies;
every hotel in town is hiring room attendants.”

“Okay,” says Eric. “I’m starting to get the picture.” He goes on to explain
that in order to remain competitive and to increase guest comment scores,
Naomi and Liz are going to need to come up with some creative strategies
to locate and recruit qualified staff. “You will have my full support,” prom-
ises Eric. “This is so important to our overall success that the vice president
of operations has made this his top priority.”

1. What seems to be the primary flaws in the hotel’s recruitment strategy?
How have these issues led to the staffing problems that the hotel currently
faces?

2. What creative strategies could be used that would allow the hotel to tap
into labor supplies that have been ignored over the past few years?

3. Is it an asset or a liability that the hotel is located in an affluent suburb of
a large city? Explain your answer. If the hotel’s location is an asset, how
could the hotel capitalize on this? If the location is a liability, what strate-
gies might be employed to turn this liability into an asset for the hotel?

4. As they grapple with this challenge, what kind of support should Naomi
and Liz expect from the hotel’s general manager and from its vice presi-
dent of operations? If they request financial resources, how should the
money be spent?

Employee recruitment The process of locating and maintaining a pool of qual-
ified applicants to fill positions within the hospitality organization.

Labor market The geographical area in which the hospitality business focuses
its recruiting efforts.

Labor pool The individuals who live in the labor market and who have the
skills, attitudes, knowledge, and abilities that the hospitality operation re-
quires.

Employee turnover The voluntary and involuntary separations of employment
within an organization.

Separation A human resources term that refers to individuals who have left the
organization, either voluntarily or involuntarily.
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Turnover rate A comparison of the number of employees who have left the or-
ganization for any reason with the number of employees in the organization
that is expressed as a percentage. The turnover rate is calculated by dividing
the number of employees separated by the number of employees in the organ-
ization.

Nepotism In the work environment, the term normally refers to hiring relatives
of individuals who are already employed by the organization. The term could
be expanded to include close friends of employees as well.

Internal recruiting Identifying sources of labor from inside the organization.

External recruiting Identifying sources of labor outside the organization.

Ad copy The actual written message included in a print advertisement. Copy
may also refer to the spoken message in TV or radio media.

Hot buttons Key items such as services or benefits that are presented within
your recruitment material (e.g., want ads or job postings) that will most ap-
peal to your target audience.

1. Maren L. Hickton, “Service: Problem Employees,” Restaurant Report, LLC, (Miami, FL).
www.mareninc.com.

2. Robert H. Woods, William Heck, and Michael Sciarini, Turnover and Diversity in the Lodg-
ing Industry (Washington, DC: American Hotel Foundation, 1998).

3. Timothy R. Hinkin and J. Bruce Tracey, “The Cost of Turnover: Putting a Price on the
Learning Curve,” Cornell Hotel and Restaurant Administration Quarterly 41:3 (June 2000),
14–21.

4. Reprinted with permission from Lessons in Service from Charlie Trotter by Edmund Lawler.
Copyright 2001 by Edmund Lawler, Ten Speed Press, Berkley, CA, www.tenspeed.com.

5. Maren L. Hickton, “Service: Problem Employees,” Restaurant Report, LLC (Miami, FL)
www.mareninc.com.

6. “Making the Case for Inclusion: The Multicultural Foodservice and Hospitality Alliance
2004 Report to Industry” (Cranston, Rhode Island: MFHA, 2004).

7. Ibid.
8. QuickVue Guide for Hospitality (Cranston, Rhode Island: MFHA, 2004).
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