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INTRODUCTION
In this portfolio I will look at effective management in a real hospitality setting, using Zizzi restaurant as my case study. I chose Zizzi because I already know how the kitchen works from inside, and I have experienced busy services, pressure, and teamwork first-hand. For me, management is not only about one person being “in charge”, but about how the whole team is organised and guided so the service can run smoothly, and customers receive a good experience (Wood, 2015); (Brown, 2007).
In restaurants, organisational structure is important because it creates clarity around roles, responsibilities and communication. When the structure is clear, staff can focus on timing and quality rather than confusion, especially during peak hours (Ford & Sturman, 2024); (Johnston, et al., 2012). Another key area in effective management is the use of Standard Operating Procedures (SOPs). SOPs are the agreed methods and routines that guide daily work, such as preparation standards, hygiene routines, and service consistency (ISO, 2015); (Clayton & Smith, 2015).
This portfolio will also explore leadership and management styles, and how leaders influence motivation, performance, and teamwork in the workplace (Northouse, 2021). Finally, I will consider employee characteristics and how different personalities respond to pressure, feedback, and workload, which is something I noticed clearly while learning different sections in the Zizzi kitchen (Belbin, 2010); (Rothmann & Coetzer, 2003). Overall, the aim is to connect management theory with real examples from my own experience at Zizzi.

When I think about the structure of Zizzi, the first thing I noticed is that it is not random at all. Even if from outside it looks like “everyone is just cooking”, inside the kitchen there is a clear system, with different stations and responsibilities. At the beginning of my placement, I was placed mainly on the pizza section. This helped me understand what it means to work in a structured environment, because pizza has a routine and a rhythm. You must follow the recipe, portion the ingredients correctly, and keep the same standards each time, even when you are tired or the service is busy. In my experience, the structure becomes most visible during peak hours, when many tickets come at once and there is no time to “think too much”, you just follow your role and your process (Brown, 2007); (Wood, 2015).
A strong organisational structure is important because it reduces confusion and improves efficiency. In Zizzi, different chefs are responsible for different sections, and this is like a brigade-style approach, where work is divided and coordinated, even if it is not always a strict classical brigade like in luxury kitchens. For example, one person is focused on pizzas, another on pasta, another on salads or desserts, and the head chefs have oversight and keep the service moving. This type of structured teamwork supports consistency, because everyone knows what they should do and what is expected. I realised that when roles are clear, it is easier to manage time and maintain quality, especially when the restaurant is busy and there is pressure to deliver food quickly (Ford & Sturman, 2024); (Johnston, et al., 2012).
At the same time, structure also has limitations. A clear system is helpful, but it can also create pressure because you feel responsible for your section, and if you fall behind, the whole service can be affected. I remember times when pizza orders kept coming and it felt like the pace was too fast. In those moments, it is easy to feel stress, and you start thinking that you will not keep up. This is where I realised that good management is not only about having a structure, but also about how the leaders support the team during pressure. The way managers and senior chefs communicate and organise priorities can make a big difference in how the shift feels and how the staff perform (Northouse, 2021); (Yukl, 2013).
A big part of effective management in a restaurant is also how front of house and kitchen work together. In theory, it sounds simple, but in reality, the relationship can be difficult during busy services. The kitchen depends on clear information from FOH, and FOH depends on the kitchen for timing and quality. In Zizzi, I noticed that if there is a delay or a mistake, it can quickly create tension, because FOH feels pressure from customers while the kitchen is trying to stay on track. This is why internal communication is so important, and why management needs to make sure both sides understand each other. When communication is calm and clear, service becomes smoother. When communication breaks down, everything feels more stressful and mistakes happen faster (Johnston, et al., 2012); (Wood, 2015).
After I became more confident, I moved from the pizza section to the pasta section, which for me felt like a bigger step. Pasta required more multitasking and quicker decision-making, because several dishes can be cooking at the same time, and timing becomes very important. At first, I struggled with the pressure, and I felt slower than the others, especially when I was still learning. But gradually, I understood that the kitchen structure is there to support performance. For example, I started to think more about preparation before service and how the flow of tasks works. I noticed that if I prepared properly, I felt more in control during the rush. This experience helped me understand that management is strongly linked to planning and organisation, not just reacting when problems happen (Tesone, 2010).
This is where Standard Operating Procedures (SOPs) became very relevant in my experience. At Zizzi, SOPs are not just a document somewhere in the office, they are part of the daily routine. For example, recipes are standardised, portions are consistent, and plating has a clear expectation. At first, SOPs can feel repetitive, especially when you are new and you feel like you must remember everything. But over time, I realised that SOPs are one of the reasons the restaurant can deliver a similar product every day, even when different people are working. The purpose of SOPs is to create consistency, support quality, and reduce risks by making sure tasks are done the right way each time (ISO, 2015); (Brown, 2007).
One clear advantage of SOPs is that they help new staff develop faster and feel less lost. When I started, I needed guidance and structure, and having a clear method of doing tasks gave me confidence. SOPs also help managers because they create a shared standard, so performance can be monitored and corrected fairly. In hospitality, the customer expects a certain experience every time they come, and SOPs support that by making service more reliable (Heppell, 2015); (Johnston, et al., 2012).
However, there are also disadvantages. SOPs can be too strict if they are applied without flexibility. For example, during a very busy shift, you might need to adjust your approach slightly to keep service moving, while still respecting quality and safety. If staff feel they are being controlled too much, it can reduce motivation and make the workplace feel tense. I also think that when people follow SOPs only because “they have to”, they may not fully understand the reason behind them. This can lead to careless mistakes, especially under pressure, which shows why training and leadership matter as much as rules (Clayton & Smith, 2015); (Kramer & Hoover, 2023).
In Zizzi, hygiene and safety routines are also part of SOP culture. These include cleaning schedules, safe storage, checking fridges, and making sure workstations are kept clean. At first, I saw these tasks as extra work, but over time I started to see them as part of being professional. Safety is not something you can ignore because it protects customers and the business. A restaurant can lose trust quickly if standards drop. What helped me personally was seeing that food safety is treated as a shared responsibility, and the team culture encourages everyone to follow standards, not just the manager checking at the end (ISO, 2015); (Kramer & Hoover, 2023).
When I reflect on leadership at Zizzi, I notice that it is one of the biggest influences on how the shift goes. Leadership is not only about being strict or giving orders. In my experience, good leadership is when senior staff can stay calm, communicate clearly, and support the team when stress is high. For example, during busy services, the head chefs often had to make quick decisions about priorities, timings, and helping different stations. When they guided the team well, the kitchen felt organised and people worked better. When communication was rushed or unclear, you could feel tension in the environment and it affected performance (Yukl, 2013).
I also learned that leadership is connected to trust. If staff trust the leader, they are more likely to ask for help, admit mistakes, and improve. In restaurants, mistakes can happen easily, especially when you work fast. What matters is how the leader reacts. A supportive leader helps the team recover and learn, while an aggressive leader can create fear and make staff hide problems. I believe a healthy workplace culture is linked to better results, because people feel more comfortable working together and handling pressure (Guchait & Simons, 2015).
This is important in Zizzi because teamwork is essential. Even though everyone has a section, the reality is that you cannot survive a busy service alone. I saw many moments when one station was overwhelmed and others stepped in to help, even if it was not “their job”. This kind of teamwork improves performance and reduces stress, but it also depends on how managers build the team environment. If the workplace culture supports cooperation, staff are more willing to help each other. If the culture is toxic, people stay in their own corner and service suffers (Karadas & Karatepe, 2019).
Another important factor in management is understanding that employees are not the same. In the kitchen, you work with different personalities and different ways of handling stress. Some people stay calm naturally, some become impatient, some need very clear instructions, and others are more independent. I noticed this especially when I was new, because I was more nervous and needed more reassurance, while others worked confidently and fast. Over time, as I improved, my own confidence changed and my reaction to pressure changed too. This shows that employee characteristics can affect performance, and management needs to adapt their approach, not use the same style for everyone (Belbin, 2010) (Rothmann & Coetzer, 2003).
Belbin’s team role theory is helpful to understand this in a practical way. In a kitchen team, you can often see people who are naturally organised and structured, others who are more energetic and push the speed, and others who focus on detail and quality. When these roles balance well, the team performs better. But when there is conflict or too much pressure, differences can create frustration. In my experience, successful shifts were the ones where staff respected each other’s strengths and managers used those strengths in a smart way, for example placing strong people in key sections during peak hours (Belbin, 2010) (Tesone, 2010)
I also think that customer experience is influenced by management and staff behaviour more than customers realise. Many guests see only the final dish and the smile from FOH, but behind that there are a system, training, teamwork and leadership. If management fails, customers will feel it through long waiting times, mistakes, or stressed staff. If management is effective, customers enjoy a smooth experience, and the restaurant keeps a good reputation. For this reason, the competencies needed in hospitality are not only technical skills, but also communication, coordination and the ability to work under pressure while still delivering a positive experience (Bharwani, 2013) (Heppell, 2015).
Overall, reflecting on Zizzi through the lens of effective management helped me understand that organisation is not only about hierarchy, but about how people work together through systems, standards and leadership. The structure of sections, the use of SOPs, and the role of leadership all influence the atmosphere of the workplace and the final service delivered to customers. From my personal experience, I moved from focusing only on “doing my tasks correctly” to understanding the bigger picture of operations and teamwork. I now see that good management supports performance and confidence, especially in high-pressure environments like a restaurant kitchen (Wood, 2015).


Overall, my experience at Zizzi helped me understand that effective management is not only about giving instructions, but about structure, standards and people working well together. A clear kitchen structure supports smooth service and reduces confusion, especially during busy shifts when pressure is high (Wood, 2015). I also realised that Standard Operating Procedures are important because they help maintain consistency, quality and safe working routines in daily operations (Brown, 2007). However, SOPs work best when the team understands their purpose and when managers support staff in a positive way (Clayton & Smith, 2015).
Leadership plays a key role in motivation and performance, because calm communication and guidance can reduce stress and improve teamwork (Northouse, 2021; Yukl, 2013). Finally, I learned that employees have different strengths and personalities, so management must adapt to create a stronger and more balanced team (Belbin, 2010)
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