
H&RT OCTOBER/NOVEMBER ‘1112

MOTIVATION

The big theme in the hospitality sector at
the moment is employee motivation. Small
wonder. Employee engagement and
motivation are critical to the success of any
business that is about people and service. 
The good news is that there is a way that
you can steadily rebuild motivation and
teamwork and it can be used at every level
throughout your operation. Called Work-
Out, it operates on the simple principle of
asking your employees for their ideas and
solutions for any challenges your business
may be facing. Originally developed by one
of America’s most successful
organisations, GE, Work-Out gets people
from different levels and different
departments to work together to solve day
to day business problems. 

As Work-Out is an international
programme used by a wide range of
organisations, there is now substantial data
that shows Work-Out delivers significant
improvement on employee motivation and
engagement. And the reason is remarkably
simple: employees really value time with
their senior management and they love an
opportunity to have their ideas heard and
taken seriously. Motivational? Absolutely.

While there are a number of companies
in Ireland using Work-Out, The Fitzwilliam
Hotel is the very first among the hospitality
sector to adopt the programme. “Our staff
now understands that Work-Out is here to
stay. We’ve renamed it simply Action 30.
We’ve run several cycles of Work-Out so
everyone knows that it’s not just some
gimmick we thought up.It gives staff a
chance to shine in what can be a crowded
space. We see it building their confidence
and their self-esteem and for our part,
we’re getting ideas from those talking
directly to our guests.”

“The staff now know that they are able to
give us feedback and new ideas without
fear of being criticised or shot down. And
we’re gaining too because we are getting
ideas from the mobile generation.”
How Work-Out Works!
Failte Ireland introduced the Work-Out
programme into The Fitzwilliam Hotel
through its highly successful mentoring
programme. Work-Out requires that you
follow a series of simple steps. You start by
identifying a problem in your operation that
you want to fix. For example, you may need
to reduce your room service time from
order to delivery and you may have a target
of increasing the average room service
order from €8 to €10. This is a perfect type
of problem for Work-Out to fix.

As the problem affects different parts of your operation, your Work-Out team is
likely to comprise kitchen, front of house and waiting staff. Get them in a room
together to brainstorm the challenges and possible solutions to the problem. Once
you’ve kicked off the meeting, you leave and let them have the freedom to make
their contributions without feeling their performance is being monitored. They can
jot down their ideas on some post-it stickers and put them up on flipcharts around
the room. Use the brainstorming session to get lots of new ideas but also to find
out what procedures aren’t making sense. Where is time getting lost? Where are
sales opportunities being missed?

The Work-Out team then develop their ideas into “Action 30” projects that is
simple projects that they can work on over the next 30 days to resolve the
problems. In the example of the room service, you may learn that some of your staff
have never been formally trained on how to take room service calls and so need to
be upskilled on making recommendations that will lead to higher sales.At the end
of the session, the manager re-joins the meeting and teams get a chance to put
forward their own ideas for solving the business’s problems.

The key to a successful Work-Out is that the people who suggest ideas get to
own the solution. The manager’s job is to listen, encourage and support the ideas
put forward. But each idea gets its own sponsor and that person is responsible for
making that idea happen over the next 30 days.

“We’ve been able to put some great ideas into action,” Fergal O’Connell explains.
“One of the best suggestions was to introduce cross-training between
departments. Now every member of staff has an opportunity to learn about each of
the departments. But because they came up with the idea themselves, they
recognised the importance of this being fun. So, for example, if you’re being cross-
trained in the kitchen, you learn how to cook something from that day’s menu. It’s
been a huge success and has created a lot of goodwill across the different teams.”

“We purposely started off slowly, to get everyone’s buy-in. Now we will start to
look at benchmarking and KPIs. Anne Trebett, our HR Manager, has helped adapt
this programme to suit our hotel and our brand values. This programme is important
in developing our people.”
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How to rebuild
motivation in your team

5 Winning Ideas to Motivate your Team
1. Define a problem your staff can help you fix
2. Create a cross-functional/cross-level team to address the problem
3. Allow team to brainstorm for solutions
4. Team develops a 30 Day Action Plan based on new ideas
5. CEO/GM gives team the go-ahead to put their plan into action.
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