Tour F

A worker-paced line-flow process and a service factory

Burger King Restaurant

Route 37

Noblesville, IN

Introduction


This is a Burger King. It looks like most of the Burger Kings you know and love, and the product offering is similar to other BKs. It has a 96-seat dining area, a drive-thru, and 64 parking spaces.

Process Descriptions

Order taking


This BK uses what is called a “multiconventional” order-taking system. The customers form a single line, at the front of which are two cash registers where orders are taken. Cashiers key the orders into a system which simultaneously prints a receipt/claim check for the customer and transmits the order to the kitchen, where an “expediter” assembles the order and delivers it to the customer at the end of the counter. Customers are given empty cups to fill their own drinks, though.


The multiconventional system replaces the “conventional” system, which has a single line and a single cash register. The conventional system itself had been replaced in many restaurants by the “hospitality” system, which you still see in some fast-food restaurants, in which there were multiple cash registers, but each had its own line. The hospitality system was labor-intensive, but could handle demand surges better than the conventional system.

In short:

Conventional:
Oldest system, one line, one register. Labor-efficient but bad during demand surges:

Hospitality: Newer system, many lines, many registers. Labor-inefficient but good during demand surges.

Multiconventional: Newest system, one line, many registers. Labor-efficient and good during demand surges.

Order filling


BK keeps relatively few completed sandwiches. This can lead to bottlenecks at time (which is why you are sometimes asked to wait at the end of the counter for a BK meal, unlike at McDonalds). However, this is what allows customers to ask for customized sandwiches (extra onions, no mustard, etc.).


The food-assembly system is largely obvious. A broiler cooks patties and toasts buns, and then an employee puts them together and adds condiments at a table “the board”), and then puts the burgers in chutes for delivery to customers. Special orders are displayed on a video screen above the board. There are also frying vats (mmm!), drink machines (for the drive-through only; other customers fill their own drinks), a specialty-sandwich board  (Chicken King, etc.).


The drive-through window (50% of all business—this BK is on a highway) has anywhere from one to five people working it, depending on load. The roles are order-taker, window-pusher, expediter, drink assembler, and cashier; at all but the busiest times, employees have more than one duty at the drive-through.

Peak vs. Non-peak Operation


Demand varies widely with time of day, and the staff on duty range from 4 (counter, drive-thru, and 2 kitchen) to 18. The manager schedules staffing based on historical data.


When demand is slack, one employee will fill several roles—for example, fry station and specialty board—that are split among several people as business picks up (for example, the burger board could be half of one person’s job, or it could have two people, one dealing with cheese and the other not dealing with cheese).


In addition, during slow times, virtually no finished sandwiches are kept on hand, but are started only when a customer places an order. At peak times, the staff produce as much food as they can, and then throw it away if not sold within 10 minutes (the discard time is written on the wrapper). There is a stock-level chart that, using lights from 1 to 7, tells kitchen workers how much inventory to maintain, depending on the level of sales. Cooked fries are always held in inventory (and thrown away after 7 minutes).

Coping with bottleneck


The store tracks three indicators: time for a counter order to be served (including time waiting in line; this is called “door-to-door-time), drive-thru time (including time in line), and drive-thru transaction time (not including time in line).


If there is too much demand for the staff on hand, lines just get longer. However, often there will be specific bottlenecks—a backup at the drive-thru drink-assembly station, for example. Employees are encouraged to lend a hand in other jobs (as are managers) when bottlenecks threaten.


There is also an effort to prepare for peak periods in advance to the extent possible (for example, topping off the ingredients in the shake machine).

Purchasing and Materials Management


The restaurant maintains a four-to-six day inventory of all items, based on the prior week’s demand. Reorders are placed every day for items running low and delivered the next day.

Workforce


There are a total of 45 workers, working 35 to 40 hours per week on the average. Nights and weekends are often filled by students and second-job holders. It’s hard to find staff in the area. Wages run from $5.25 to $7.50, averaging $6.60. Turnover is 100 percent. The manager draws up the schedule a week in advance in response to changing sales patterns (peak and non-peak) and employee preferences/problems/cross-training. There are seven different stations on which to be trained.

Quality


There is a quarterly unannounced corporate inspection and a weekly visit from the district manager.

Management


There are a manager and six assistant managers, at least one of whom is always on duty. Their duties are what one would expect: hiring, training, purchasing, paperwork, and kitchen duties when necessary.


BK provides a number of guides to scheduling, and the POS system generates detailed sales and service data.

Technology


They have computer-controlled frying vats! Impress your friends! Confound your enemies! And automatic shake machines, Teflon-coated burger chutes, and all sorts of exciting breakthroughs.

Part Two

Process Flow

(See the diagram on p. 153)


Because it is impossible to maintain large inventories in the service business, production flexibility is a necessity. At BK, the keys to flexibility are good scheduling and dynamic adjustments to the production line to avoid bottlenecks. Production is a mix of make-to-order (slack periods) and make-to-forecast (peak periods).


A good team and good management are very important (thank you, Schmenner!).


BK is an example of worker-paced line flow, in which there is no machine-set speed (as at, say, a conventional assembly-line factory). This is due to the rapid shifts in demand patterns, so that constant rates of assembly would lead to inappropriate production (e.g., BK might produce a burger every thirty seconds, but if no one orders burgers for half an hour, that effort is wasted—similarly, there might be a sudden run on fries).

Syllabus Questions

2.
The most important difference between GM and Burger King is that BK has a worker-paced line flow, not a machine-paced line flow (see “Process Flow,” above).

4.
The essential differences between peak and non-peak operations involve the splitting of jobs among multiple employees during peak operations and the switch to make-to-forecast production during peak operations (see “Peak vs. Non-Peak Operations,” above).

