LEADING THE OPERATION - VIP AIRLINES BUSINESS SERVICE
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Preface & acknowledge:

We worked as a team, it is important to know the value of working as a group. We tried our best to cover all parts mentioned in the module assignment page.

It is always a challenge when we start with a new assignment. A VIP airline is a new challenge for us and interesting one. We gain a wonderful experience in doing this assignment. 

The “Service Management and Operations” and “Operation Management were the main sources for our assignment, also we did our research through the internet.

Special thanks to our tutor who was a great help to us.

1. Introduction

VIP Airlines is a major air carrier in Europe connecting the important hubs in Germany, France, Spain, and UK. VIP Airlines is one of Europe's most prestigious airlines.

As we are a Management Operations Team of VIP Airlines, we have received a memorandum from the Top Management of VIP Airlines (Board of Directions); they asked us to design a ground service for the business class customers of VIP Airlines. This service should be designed based on some specifications and requirements which are already set by the Top Management of the organization on the memorandum.

Based on this, we have decided to put an attractive name for the VIP Business Lounge, which is AL-Dana.
       The following points will be covered in this module assignment:

1. Design a service based on the given specifications.

2. Design a system that creates the designed service.

3. Choose the right layout type for the designed system.

4. Develop a flow chart of the complete service encounter.

5. Choose the right location of the operation.

6. Develop a job description for the service operation.

7. Schedule employees for the operation by using a specific scheduling method.

8. Apply yield management to the designed service operation.  

Finally, conclusion and recommendation will be given at the end of this assignment.

2. Service design 

The objective of designing products and services is to satisfy customers by meeting them actual needs and expectations. The first point in the service design is to set a specification for the service. Before that, we should take in consideration the purpose of the business lounge. Then, as we have our specification, we could create our services in the business lounge. Finally, we are going to talk about area description of the business lounge. The purpose of this kind of designs is the include details of its overall concept (specifying the form, family and overall purpose of the design and the benefits it will provide).

The purpose of the business lounge:

This lounge is a symbol of all the best in the service. Once they enjoy the comfort and services of the business lounge it will act as assume passport for future visitors. The customers or travelers are permanent source of revenue generation for the company.

The services in the business lounge: 

The lounge is divided in to a fort disk, a small lounge and a living room as follows:

The front office: 

The front office offers multiple services such as check inn, city information, and messaging services, hotel booking. The officials here are equipped to handle any sort of customer needs to their best satisfaction.

The small lounge: 

It has food and beverage facilities. It doesn’t serve meals. Food includes only snacks and drinks such as sandwiches donuts and croissant, drinks include fresh juices and hot drinks. The service offered is a buffet. Further more, the small lounge is divided in to smoking and a non-smoking area.

Living room area:

It is a home away from home with nice furniture and we provided business center. It includes internet, direct, telephone, fax, machines, televisions…etc, muzack for relaxation. All services are for free except international telephone and fax.

Area description of the business lounge:

This lounge is 200 meter squared. Its capacity is 30 people accommodated at time. This lounge will have one main entry. Then the customer will face front office. After that there will be a cafeteria. Then you will find the living room and the shop, of course yield management is also used in business lounge to gain and maximize profit as possible. Then, it will have WC's. After that, there is an exit for emergence. Finally, we named it as AL-Dana Business Lounge.

System Design

The business lounge will be located on the ground floor at the Doha International Airport and below we will describe the system design of Al-Dana Business Lounge. Firstly, we are going to talk about the production of this service. Secondly, we are going to talk about the number of employees involved. After that, we are going to explain how we can manage those numbers of customers. 

♦ 
How can we produce this service:

Al Dana business lounge has 200m2 floor surface of complete operations, which contains many operations in addition to the main entry and exit points, the main entrance is between the living room and the F&B operation. On the other hand, the emergency exits are between the shop and the living room. Later in this report we will provide you with a drawn design sheet of the business lounge.

Firstly, guests will enter from the main entrance, which will lead him/her to the front office operations, which located at begin of the lounge. The front office has a capacity of 10m2. The front office desk design in long thin curve arrangement that divided in too many sections for different services and facilities like checking-inn service, car rent, hotel booking service, city info and messaging service…etc

The second operation is the F&B operation that is located on the right side of the lounge with a capacity of 80m2. Moreover, the F&B lounge contains bar thin long curve arrangement and it is offers facilities like (drinks and snakes). Also the F&B operation divided into smoking and non-smoking area to meet the different needs of our guests and it is contain nice seats where guests can eat and drink there. Moreover, there is shop which includes lots of presents and souvenirs mainly which is an outsourcing operation with capacity of 20m2 and it’s containing many kinds of luxury cigarettes.

On the left side of our lounge there is the living room which includes the business center. The total capacity of the living room operation with the business center is 80m2, which is equally to the F&B operation but the business center has 30m2 from the living room capacity. Further more, it has the same design of the F&B operation but of course the services and facilities are different. For example, customer will enter the living room operation, they will find a U-shaped arrangement of luxury and comfortable connecting sofas where they can set and relax, watch TV and so on.

In addition to this, the living room is divided into two parts smoking and non-smoking area and both areas contain a very luxury and comfortable seats to make customer feel relax and comfortable.

As we said, within the living room there is the business center that has a capacity of 30m2 and contains a variety of services and facilities like fax machines, computers, internet, photo copying machine…etc.

♦ 
How many employee involve in the operations: 

In Al-Dana Business Lounge we have nine full-time employees and three part-time employees and each employee are skilled in hospitality and well trained in all skills needed. 

Moreover, each employee is specialized in specific department. On the other hand, each one is well known about the job of the other department and this is important in manner if one of them don’t show for any reason or the lounge is too busy in some operations so they should have the ability to help and corporate with each other and work as a team. 

♦ 
How can we manage the number of customer:

According to the problem of timing and cruder, we have done lots of things in order to control the customer flow and avoid queuing. 

We have done several things to control the guests flow for example; in the F&B operation we have depended on made the seats their uncomfortable for two reasons: 

1- we design it in this way to make customer stay less time and leave the operation to give an opportunity to another guest so we will guarantee that the lounge will not be crowded specially that guest can take what he want within three minutes and the. 

2- We are going to increase profit as we sell light meals. 

However, we will talk about customer flow later and we provide a flow chart to show how customer flow will look like.

  ♦ 
How can the operation put in an efficient layout to reach the maximum efficiency and comfort:

The layout decision is important in most operations especially that it can disrupt it is smoothing which lead to customer dissatisfaction or lost production. Al Dana Business Lounge has many types of layout. In our lounge the general layout type is the process layout where guests can take different rout depending on their needs but on the other hand within the process layout of the lounge there are different types of layout in different operations. 

For example the front office operation has a cell layout with long thin arrangement which is the most efficient arrangement to control guests flow effectively. Regarding the F &B setting areas (smoking area and non-smoking area) has fixed layout and as we mention before we have made the seats uncomfortable to avoid crowded and control demand.

The living room (smoking area and non-smoking area) has a fixed layout, the business center has a cell layout because of the variety services and facilities of the operation that located in different sections and finally the shop has a cell layout. 

To sum up, Al-Dana business lounge has 200m2 floor surface of complete operations, which contains many operations in addition main and exit points, the front office has a capacity of 10m2 and it is contains a front desk designed in cell layout long thin line arrangement that divided into too many sections. The second operation is the F&B operation that is located on the right side of the lounge with a capacity of 80m2. Moreover, the F&B lounge contains bar that is a product layout thin long curve arrangement. Regarding the F&B setting areas (smoking area and non-smoking area) has fixed layout. Further- more, the F &B setting areas (smoking area and non-smoking area) has fixed layout, the business center & the shop has the cell layout. In addition to this, in Al-Dana Business Lounge we have nine permanent employees and three part time employees and each employee. Finally our design to the business lounge is effective to control the flow of guests in it different operation.

The Layout Type for the Designed System

The layout of an operation is concerned with the physical location of its transforming resource. Al-Dana Lounge has 200m² of floor surface of complete operation which contains of Front Office, F&B (smoking & non-smoking areas), Business Centre (smoking & non-smoking areas), Shop, and two rest rooms. It has a capacity for 30 guests. 

When customers flow through the operation they will take a route from process to process according to their needs. Different customers will have different needs; so as a result, they will take different routes through the operation. We can see also that this type of layout had easy supervision of facilities.

For example, for F&B we have chosen to use the product layout such as (self-service), which is generally contain of customer requirements (snacks & refreshments) and it is common to all customers. Also by this layout type we can have a convenient and smooth flow of customers.

The front office we have chosen to use the cell layout this means for each service their will be different sections for example, when the customer come and he/she wants to check-inn the employee will move to the section related to check inn…..etc. 

AL-Dana Business Center contains of several facilities which our customers need it including; photocopying, faxing, computers, internet and local and international telephones. Because of this, we have chosen to use the cell layout because we have different customers with different needs and wants so each customer can use the facility that can satisfy his/her needs and wants also we located the facilities in easier way that can help customers to move from one part of the operation to another in order to meet his/her needs. In addition to this, for the previous reason we have chosen the cell layout for the Shop.   

Finally, for smoking and non-smoking areas which are in F&B and Business Center. We have chosen to use a fixed-position layout this means we cannot move our products or customers. 

In conclusion, there are two factors that can determine the form of the arrangement of the facilities in the operation which are volume and variety and in our lounge we have both of those factors. 

Flow Chart for Customer Encounters

Flow charts are diagrams consisting of pictorial symbols connected by directed line segments. Their purpose is to show the sequencing of activities, operations, tasks materials flow, data/information flow, people movement, logic flow, or authority flow in organizations. (HAKSEVER pg. 357)



Services available

 (Car rental, hotel

Booking, city info…

etc.)


 
Food and beverage (Pizza, soft juice, hot drink, etc…)

                                     Yes


                    

                                                                                           






The location of the business lounge:

Our lounge is located in the central of the first floor of Doha National Airport where there re the most facilities and the restaurants.


By this the customers of  Al-Dana lounge ,will notice our lounge and see that we offer more services with nearly the same price.

The importance of Al-Dana location:

When VIP Business travelers finish their traveling procedures on the immigration desks.

The importance of this location to us Is that, we want from our VIP travelers  to know easily and exactly where our AL-Dana Lounge is located .Also we have chosen this location because it is far away from our competitors.

Moreover, it s comfort and quite location.

Objectives of the location decision:

Our objective is to be able to provide customers with better services in order to attract them and satisfy their needs and wants and as a result generate and gain revenue.

But the most important objective to us is the customer not the revenue potential of the operation.

The Job Description for the Service Operation

The job description of our service operations are as follows:

· The Front Office:  the employee at this point is likely to be best in reception and hospitality.  She/he is most pleasing in manners, welcomes the guest with a smile, and offers services politely.  Courteously she/he takes orders from the customers. In order to give the best satisfaction, mistakes or omissions are not allowed to happen.  The employee also should have full understanding and knowledge of other services in the lounge, to be able to work effectively according to his shifting hours.  For example, if the employee is working in the front office in the morning shift and the next day working in the cafeteria she/he should be capable of doing the job properly. 

· Food & Beverage (cafeteria):  the employee here supervises the self service incase the table is soiled or the food tray has to be removed she/he gets it done.  The employee keeps a check on the freshness and availability of food and drinks.  It is also her or his responsibility to see that customer is fully satisfied and listens to complaints if any and solutions offered.  At this point, the employee should also have enough skills for the other services offered in the business lounge according to his or her working hours. For example, if his morning shift was working in the cafeteria and his or her next shift only with a part time employee, she/he should be able to work in any service if necessarily. 

· The Living Room Area:  this employee, like others, is also a skilled person in hospitality.  She/he knows the basic troubleshooting incase internet etc needs attention.  The employee also ensures the best satisfaction of the customers. In case of absents or shifting hours, the employee should have a full understanding of the surrounded services.

3. Scheduling Employees for the Operation

On this part, we are going to explain how scheduling employees for the operation, so that employees can have two consecutive days off. So, it will be necessary for overtime.

There are many different scheduling methods, but we have chosen one of these methods that can fit our Al-Dana Lounge, which is backward scheduling. This method involves starting jobs at the last possible moment to prevent them from being late. The advantages of this method are lower material costs, less exposed to risk in case of schedule change by the customer, finally, tends to focus the operations on customer due dates. 

  ♦ 
Backward Scheduling of Al-Dana employees:

The employees of our service operation are 12 as follows:

Front Office             Food & Beverage               Living Room          

          A1                                B1                                      C1

          A2                                B2                                      C2

          A3                                B3                                      C3

 X (part time)                 Y (part time)                       Z (part time)

	
	Sunday 
	Monday 
	Tuesday 
	Wednesday 
	Thursday 
	Friday 
	Saturday 

	6:00-14:00

(Morning)
	A1,B2,C1
	A1,B1,C3
	A2,B1,C1
	A1, B2, C2
	B2,A1,C1
	A3,B1,Y
	B2, C1, X

	14:00-22:00

(Afternoon)
	A2,B3,C2
	A2,B3,C1
	A3,B3,C2
	A3, B1,Z
	A2, C3, Z
	B3,C2,X
	A1,B1,C2

	22:00-6:00

(Evening)
	A3, Y
	A3, Y
	B2,C3
	C3, X
	B3, X
	Z, A2
	Y, C3


♦ 
Explanation of the schedule: 

1-
For all the above full-time employees there are two days off per week. For example: 

· On Sunday, (C3, and B1) has day off.

· On Monday, (C2, and B2) has day off.

· On Tuesday, (A1) has day off.

· On Wednesday, (A2, C1, and B3) has day off.

· On Thursday, (B1, A3, and C2) has day off.

· On Friday, (B2, C1, A1, and C3) has day off.

· On Saturday, (B3, A3, and A2) has day off. 

2-
But regarding the part-time employees, for example, employees (X & Y)  has to work 4 days per week. On the other hand, employee (Z) has to work 3 days per week. 

3-
According to the shifts, we can see from the previous schedule that on Sunday in the evening we have only two employees one for the front office and the anther for the F&B, but we don’t have an employee for the living room so employees (A3 & Y) can take the place and do some work instead of the absent employee and so on for the following days.   

4-
Some of the previous 12 employees has two different shifts and some of them has three different shifts. So, by those shifts we mixed up the groups in order to let them adapt to work with different teams. As a result, by this we will have 24 hours of service operation.  

Finally, we can see that giving our employees two days off per week will motivate them to work more and be more productive and enthusiastic.

Yield management

Yield management is an approach to increasing revenues an improving the service customer responding to current and expected demand.

The goal of a successful yield management strategy is to gain control of customer demand. 

There are four factors, also it's known as 4 C's that aid the accomplishment of this strategy.

· Calendar, Clock, Capacity and Cost.

· Calendar: related tactics involve controlling when sale is made.

· Clock: related tactics to revolve around timing of the service delivery.

· Capacity: Issues involve clearing the market by selling available capacity, while smoothing out the peaks and valleys in customer demand.

· Cost: related to the price of the service.

In our lounge we are going to use Calendar and Capacity. We have made some tactics in a form of discount for our guests to encourage them to use more the lounge facilities and services in order to maximize our revenue and increase our profits. For example: for the passenger that has miles starting from 100 to 200 he/she will get discount 15%... etc. 

 Moreover, we had another seasonal offer for our guests which is every $50 they spend on any operations they will get a coupon and by collecting ten coupons from the same operation they will get free miles. Al Dana Business Lounge has 200m2 of floor surface of complete operation and its contained front office, F&B (smoking and non- smoking areas), business center (smoking and non-smoking areas), shop and rest room in addition to two entrances and two exits. The operations of the lounge divided as following:

· Front office: 10m2.

· Cigar shop (outsourcing): 20m2.

· F&B: 80m2.

· Business center: 30 m2.

· Restroom area: 50 m2.

As you can see, we have sold most of the business lounge capacity because we give the largest capacity for the operations that will bring revenue for our business. So from this we can say that, we have sold most of our lounge because the sum of the capacity for the operations will generate returns for the lounge (the cigar shop which is out sourcing, the F&B operations, front office and the Business center) is 150m2 out of 200m2 that is the total capacity of the whole business lounge.

4.  Conclusion

To sum up, Al Dana business lounge has 200m2 floor surface of complete operations, which contains many operations in addition to main entry and exit points.  The business lounge will be located on the central of the first floor of Doha International Airport. Moreover, it’s contains many operation that are the front office has a capacity of 10m2 and it has a cell layout and it’s provide some services like checking inn service, car rent, hotel booking service, city info and messaging service…etc.

The second operation is F&B operation that is located lounge with a capacity of 80m2. The bar has a product layout and it is offers facilities like (drinks and snakes). Also the F&B operation divided in to smoking and non-smoking area to meet   operation that has fixed layout. 

The living room has a fixed layout and contains the business center, which has cell layout. The total capacity of the living room operation with the business center is 80m2. The business contains a variety of services and facilities like Fax machines, computers, Internet, photo typing…etc.

Moreover, we have outsourced 20m2 of the lounge capacity for a shop that design in cell layout as well. However, in our Lounge the layout designed to allow smooth flow of customer. In Al-Dana Business Lounge we have nine permanent employees and three part time employees. 

We have applied two of the 4-C factors of yield management which are capacity by selling most of the business lounge capacity and the second one is, calendar by offering seasonal discount in our services we reach our objective, which is maximizing the revenue of Al-Dana Business Lounge.

Finally, we would like to thank Ms. Marina for giving us this chance of time to finish our assignment in proper way. 

     Bibliography

· Haksever, Render, Russell, Murdick, “Service Management and Operations”, Prentice Hall, New Jersey, 2nd edition (2000), ISBN: 0-13-081338-9.

· Slack, Chambers, Johnston, “Operation Management”, Prentice Hall, 3rd edition (2001) ISBN: 0-273-64657-5.

· http://www.autoprices.com/autoclub/auto_24hrVIP.htm
· http://www.airlinequality.com/main/lounge_2003-04.htm
Customer enter the business lounge





Customers asks for a service





Ask for a snack





Eating the snack





Phone call is made





Make a phone call





No








Front Office





Living room (Fax machine, internet, make phone call…etc.)





Booking is confirmed








The Customer is satisfied





The Customer goes back to front office and exit the lounge


























CHN – 2005
26
Khaled, Ahmed, Samaan


