Best Management Practices for Selling Smart

The Cambridge Prevention Coalition has developed Best Management Practices for Selling Smart. These best practices are meant to supplement and support existing training practices and are not meant to take the place of such training. Review of best practices, training, and sample policies should be conducted with every employee — including recently hired, part-time, and seasonal help. We recommend that this training occurs during the hiring and orientation process, and at a minimum of once per year for all staff.
We have included pages that can be torn out for ease of making copies and distribution to your employees.
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Best Management Practices for Selling Smart
Develop written policies for your establishment
• Distribute policies to all employees (including recently hired, part-time, and seasonal
help), have employees read and sign policies, and post them in visible areas (see
sample policies)
• Establish systems to support policy implementation (e.g. having the most updated
ID checking guide or ID scanning equipment available, establishing an on-call
arrangement with a local taxi company).
	Provide training for new employees and ongoing training for all employees (see scenarios for ideas about on-site trainings and see resources page regarding off-site trainings)

Topics might include:
• Why responsible alcohol sales are important
• Relevant liquor laws, including acceptable forms of ID
• Consequences of selling to persons under the age of 21
• Tips for avoiding sales to persons under the age of 21 (including identifying false or borrowed IDs)
• Tips for refusing sales and dealing with intoxicated or difficult customers
• Clear directives for when to get help
	Supervise employees

• Don’t make assumptions about employees’ knowledge or skill levels
• Acknowledge or reward employees who are involved in successful compliance checks
• Have clear and consistent consequences for failed compliance checks, and use them as a learning opportunity for all employees
• Help employees determine when an ID is false
Effective supervision protects both the establishment and its employees!
	Post signage prominently

Alcoholic Beverages Control Commission (ABCC) requires signs for:1
• Penalties for persons under the age of 21 attempting to purchase alcoholic beverages
• Penalties for driving under the influence of alcohol
• Penalties for drinking from an open container of alcohol while driving.
You can get these signs from ABCC by calling 1-617-727-3040 Ext. 710 or by contacting the local licensing board.
Ideally, signs should announce:
• Age required for purchase
• Policy requesting ID from anyone appearing to be under age 30 (included in this kit)
• Consequences for third party sales (up to a $2000 penalty and/or up to 1 year in jail for providing alcohol to someone under age 212)
Maintain incident reporting log (see sample log)
• Record any incidents that occur on your premises (including outside areas – parking
lot, patio, etc.)
• Examples of when to use the log include when there is an instance of:
o denying entry to anyone who is intoxicated
o refusing service
o asking someone to leave your premises
o being given a false ID
o a person under the age of 21 on your premises
o a person under the age of 21 asking others to buy alcohol for him/her
o an accident occurring on your premises
o questionable drug dealing or other disruptive behavior

• Accurate recording of the information on incidents will assist you in recalling the incident, if required, at a later date.
• Incident logs may also be used to establish patterns (such as if only one person in a group comes in to the liquor establishment, etc.). This will help you identify if there are particular incidents that need to be addressed during trainings or updates. The incident log is also a way for managers on different shifts to know what occurred when they were not there.
If you have determined that an ID is false or belongs to someone other than the person in front of you, we suggest that you contact your local police.
Selling Smart is an ongoing and collaborative process, supported by all establishment employees.

For Managers: Sample Internal Policies
We recommend that all alcohol retail establishments develop clear, written, consistently-enforced policies for all employees (including recently hired, part-time, and seasonal help). These policies should be agreed upon by the employee and the manager at the time of hire and should be reviewed periodically with all staff. Having written policies that are consistently enforced helps prevent incidents on your premises and thus reduces the chances of problems. The key is to make sure that all employees are aware of these policies and the consequences of not following them. It is important that managers determine consequences in advance of an incident. For example, what would result in an employee being written up, suspended, or fired?
Below are some sample policies that may be used in development of your own, and a sample statement of understanding that all employees would be expected to sign, thus agreeing to adhere to said policies. Some policies are required by law, but others (such as requiring employees who are selling alcohol to be 21 or older or refusing sales to someone of age who is accompanied by a minor) are “best practices”.

ID checking
The establishment policy regarding carding must be followed without exceptions:
• We will ask for identification (ID) from any customer who looks younger than the age of 30.
• Acceptable forms of ID include a valid and current:
o MA Driver’s License
o MA Liquor ID Card
o MA ID Card issued under section 8E of Chapter 90
o A Passport issued by the United States or a government that is officially recognized by the United States
o U.S. Military ID card
*U.S. Passport Card for a Passport issued by the U.S. is also approved by ABCC
• We will not accept out-of-state licenses from anyone who looks under the age of 30.
• We will look up all out-of-state drivers’ licenses in the ID Checking Guide and/or use ID scanning equipment.
• We will ask for ID of all members of a group, even if only one person is purchasing alcohol.
• If a customer presents an ID that has been tampered with or we believe to be false or not belonging to that person, we will request a backup ID and ask additional questions (such as zip code). If we are still in doubt, we will notify the manager immediately, and/or refuse the sale if s/he is not available. 
Intoxicated customers and limitation of sale
• We will deny entry to intoxicated customers.
• We will not sell alcohol to intoxicated customers.
• We will not let customers leave our premises intoxicated, especially if we believe they have driven to our establishment. This may mean calling a cab for the customer. We will call the police if an intoxicated customer attempts to drive away from our premises.

Difficult customers
• If any customer gives us trouble about checking ID, appears intoxicated, or argues\ when refused a sale, we will notify the manager immediately.
• If a customer is upset about refusal of a sale, we will give them a copy of the customer handout which describes MA liquor and ID laws, if appropriate.
• If a customer has become agitated or is making a staff member uncomfortable, we will get help from other staff or the manager on duty.
• If a customer becomes threatening, violent, or unruly, we will call the local police.

Customers accompanied by someone under age 21
• We will refuse sales to customers who enter the establishment accompanied by
someone under age 21 (other than young children).
Incident log
• We will log all unusual incidents such as service refused, an intoxicated customer, false
ID, youth on premises, accidents, etc. If in doubt about whether to log an incident,
notify the manager.
Employee training
• All new employees (including part-time and seasonal help) must review the company
policies on responsible beverage sales and sign a statement of understanding.
• All employees must receive training about responsible beverage sales near the time of
hire, and review company policies and receive additional training at least once a year
thereafter.

Other Recommendations
• Only employees who are 21 years or older may sell or serve alcohol on the premises.
• No employees may consume alcohol during their work shift.
• During shift changes, employees will inform the incoming shift about the status of customers or any incidents that have occurred.

Statement of Understanding of Alcohol Policies
Below are the responsible beverage sales policies of ____________________________ . (fill in space)
Company policies must be followed without exceptions. Failure to follow these policies may
result in a dock of pay, written warnings, suspension, or firing.

ID checking
• I will ask for identification from any customer who looks under the age of 30.
• Acceptable forms of identification (ID) include a valid and current:
o MA Driver’s License
o MA Liquor ID Card
o MA ID Card issued under section 8E of Chapter 90
o A Passport issued by the United States or a government that is officially recognized by the United States
o U.S. Military ID card
*U.S. Passport Card for a Passport issued by the U.S. is also approved by ABCC
• I will look up all out-of-state drivers’ licenses in the ID Checking Guide and/or use ID
scanning equipment, if available.
• If a customer presents an ID that has been tampered with or I believe to be false or not belonging to that person, I will request a backup ID and ask additional questions (such as zip code). If I am still in doubt, I will notify the manager immediately and/or refuse the sale.

Intoxicated customers and limitation of sale
• I will not sell alcohol to intoxicated customers.
• I will not let customers leave our premises intoxicated, especially if I believe they have driven to our establishment. This may mean calling a cab for the customer. I will call the police if an intoxicated customer attempts to drive away from our premises.

Difficult customers
• If any customer gives me trouble about checking their ID, appears intoxicated, or argues when refused a sale, I will notify the manager immediately.
• If a customer is upset about refusal of a sale, I will give them a copy of the customer handout which describes MA liquor and ID laws, if appropriate.
• If a customer has become agitated or is making me uncomfortable, I will get help from other staff or the manager on duty.
• If a customer becomes threatening, violent, or unruly I will call the local police and notify the manager. Customers accompanied by someone under age 21
• I will refuse sales to customers who enter the establishment accompanied by someone under age 21 (except for young children).

Incident log
• I will log all unusual incidents such as service refused, intoxicated customers, false ID, persons under the age of 21 on premises, violence, accidents, etc. If in doubt about whether to log an incident, I will notify the manager.

Employee training
• I understand that all new employees (including part-time and seasonal help) must
review the company policies on responsible beverage sales and sign a statement
of understanding.
• I agree to take part in training about responsible beverage sales near the time of hire,
review company policies, and receive additional training at least once a year.
Other
• I understand that employees must be 21 years or older to sell alcohol on premises.
• I may not consume alcohol during my work shift.
• At the end of my shift, I will inform the incoming shift about the status of customers or any incidents that have occurred.
I have reviewed these policies and understand what will happen if I do not comply with them.
I agree to follow each of these policies and understand that they were established to ensure
responsible beverage sales and compliance with Massachusetts liquor laws and regulations.

Employee signature Date
__________________________________________
Print name


For Managers: Sample Training Scenarios
Responsible beverage service and protecting your establishment from liability can rely on how well your staff is trained and follows your establishment’s policies. We recommend that all new staff attend responsible beverage service trainings at the point of hire (see our Resource page for training opportunities) and that all staff receive some kind of in-service training at least once a year.
Role-plays are a great way for managers to use true-to-life situations as training opportunities. Try presenting some of these scenarios to your employees to assess how they might handle the situations. Give them feedback on what they did well and what they might need to work on. Did they follow the company’s policy? How were their customer service skills? Was their approach appropriate given your establishment’s clientele? What could they do differently next time?
Encourage your employees to know their limits. At which point should they get backup or ask a manager to step in and handle the situation?
These made-up scenarios can be used for training existing employees, as well as for interview questions during the hiring process. Also consider using incidents that have actually happened at your establishment as training opportunities or encourage employees to share their own unique experiences. The most powerful learning occurs when they act out positive solutions.



CASE STUDY 
Two men in military dress whites come in to buy a case of beer. They both give you their military IDs. They are both of age. But you’ve never seen a military ID before and you’re not sure how to tell if it’s real or not. 
You check the ID guidebook for military IDs as a reference and you ask each customer to show you their driver’s license so that you can compare the information on each form of identification. Once you determine that both men have a valid ID that proves they are of age, you complete the sale.

Scenario 1: You notice a friend of yours out in the parking lot talking to a group of teenage girls. He comes into the store shortly after that to buy a four-pack of berry-flavored malt beverages. Your friend presents a valid ID, but you know that he only drinks beer.
Scenario 2: It’s Saturday night in the middle of a rush. One of your regular customers comes in. You’ve sold to him before and he’s shown you his ID. Tonight he’s left his wallet at home.
Scenario 3: You are a female clerk. A noisy and obviously intoxicated pair of young men comes into your store at 10:30 p.m. on a Friday night. They accidentally knock a sign over and joke about it. One of them uses the counter to steady himself. They put two fifths of vodka and a pint of whiskey in front of you at the register. They have valid ID proving they are 21 or older.
Scenario 4: Your friend comes in and buys a six-pack of beer. He hands you his license, which shows that he is only 20 years old. He says loudly, so that other people in line can hear, “Thanks for celebrating my 21st birthday with me last month. It was fun.” He’s hoping that you’ll go along with it and sell to him since he said he was 21.
Scenario 5: Two people come into the liquor store and between them buy three bottles of wine. They both give ID. One has a valid Massachusetts Liquor ID card. The other shows you a California license. They’re both of age. You look up the California license in the ID Checking Guide and the license looks different than what’s in the book.
Scenario 6: A 30-year old woman tries to purchase a bottle of rum. You ask her for ID and she gives you her expired Massachusetts license as well as a paper copy of her renewed license. She explains that she renewed her license two days ago and that the new one has not come in the mail yet.
Scenario 7: A very young-looking woman walks into your store. She presents you with an ID from another country, a credit card, a student card, and a library card that all confirm that she is 23 years old.
Scenario 8: A young man and a young woman come into your store. The young woman points to a bottle of vodka and gives the man some money to pay for it. He approaches your register with money and ID in hand. He has a valid ID that shows he is 21. The woman says she doesn’t have her ID with her.
Scenario 9: An older man purchases a single 40 oz. can of beer. As he is walking out the door, you hear him open the can. Through the window you can see him drinking the beer as he walks out to the parking lot. 
What other situations have you or your employees faced? Remember — difficult situations can be great learning opportunities. (Ask employees to act out how they would handle the situations.)

Employee Self-Assessment
1. Can employees under 21 sell alcoholic beverages?
2. What should the cutoff age be for asking for an ID?
3. Do we need to check a person’s ID every time he/she comes into the establishment?
4. What are our establishment’s policies regarding checking IDs?
5. What forms of ID can we accept?
6. What are the legal penalties for selling alcohol to a person under 21?
7. What do we do when a customer presents us with something that is not one of the acceptable forms of ID?
8. What are we supposed to do when a customer presents us with a questionable ID?
9. When should an employee ask for help from a manager?
10. How can we address refusing entry or service to someone if they are already intoxicated?
11. Can we refuse entry or service to someone if they have caused trouble in our
establishment on a previous occasion?
12. A customer has been refused a sale because they do not have proper ID. They start swearing at the employee who refused to sell to them. What should the employee do?

Resources
Need more information about responsible beverage service? We have collected a list of resources that may help. We do not endorse any of the specific products or services below, but we do hope this list will be a starting point for you to get the information you need.
ID Checking Resources
• Driver’s license guidebooks
o Order from the Driver’s License Guide Company by going to www.idcheckingguide.com or calling toll-free 1-800-227-8827.
• ID scanning equipment
o www.advancediddetection.com
o www.assuretec.com 
o www.viage.com 

Alcohol Retailer Training
The following training has been formally evaluated regarding reducing youth access to alcohol. Other trainings that meet your municipality’s requirements may be available in your area.
• Cambridge Prevention Coalition — 21 Proof training series provides fee-for-service trainings for on-premise and off-premise retail establishments:
o SellingSmart™ training for alcoholic beverage establishment owners, managers, sales staff, clerks, and counter personnel
o ServingSmart™ training for all front-of-house restaurant/bar staff including bartenders, servers/waitstaff, hosts, bussers, security, and valets
o For more information:
• Cambridge Prevention Coalition Call: 1-617-665-3872
• Training schedule available at www.cambridgepublichealth.org/events
email: naschiller@challiance.org
Note: Retailers from other communities can arrange to come to Cambridge for
the Prevention Coalition’s trainings above.
For licensing questions or information about required signage:
• Alcoholic Beverages Control Commission
Call: 1-617-727-3040
Or visit: www.mass.gov/abcc
• Your local licensing commission or authority: _____________ (fill in blank) Thank you for your support!

Sample Incident Reporting Log and Instructions
We recommend that all alcohol retail establishments keep a log of all incidents that occur on their premises. Following are instructions and a sample incident reporting log that may be copied and used by your establishment. Review the incident reporting log with staff. Make sure that they know the process and are comfortable completing all of the necessary information. If possible, allow staff to practice filling out an incident report during a training scenario.
The purpose of the reporting log is to record any incidents that occur on your premises. This includes outdoor areas – parking lot, patio, etc. Examples of when to use the log include when there is an instance of:
o denying entry to anyone who is intoxicated
o refusing service
o asking someone to leave your premises
o a person under the age of 21 on your premises
o a person under the age of 21 asking others to buy alcohol for him/her
o being presented with a false ID
o an accident occurring on your premises
o questionable drug dealing or other disruptive behavior
• Record as much information as possible, as soon as possible, after the incident has occurred.
• Document an incident, even if it seems minor — it could become a legal issue or an insurance claim, and this log will help protect the establishment.
• Remember, this report is a record of what occurs at your establishment. Be as objective as possible and note everything that relates to the incident.
• Be sure to sign the report and print your name, as well as the name and address of the establishment. Be sure to get full contact information for any witnesses.
• The report should be written in ink. Put your initials next to any changes made — do not use correction fluid, or other means of covering the original notes.
• Accurate recording of information on all incidents will assist you in recalling the incident, if required, at a later date.
• Not every section needs to be completed — if the section is not relevant, it is recommended that it be crossed out, or “NA” be written in. This will show that the section was intentionally left blank.
We recommend that you make multiple copies of the sample incident report log, number them (in the upper right corner), and keep them in a binder or folder that you and/or your managers use regularly.

Confidential Report Number:
Sell Smart Incident Reporting Log
Type of Incident:
Service Refused Underage Person on Premises Ejection of Patron Accident or Injury Other
Date: Time: AM/PM Weather:
Location: (i.e. Bar, Restaurant, Parking Lot, Washroom, Store, Sidewalk)
What staff were
involved in the incident
ID presented
Yes No
Type:
License #
Passport #
Military ID Card _________
Other
Description of patron
Name
Address
City Phone
Weight Height Eyes Hair
Beard / Mustache Male / Female
Glasses Citizenship
Age: Under 19 19-20 21-30 31-40 41-50 51-60 61+
Distinguishing Features
Regular Patron Clerk Knows Patron Unknown Patron
Was Patron Alone? Yes No Number in Party Names
Any Special Event Going On At the Same Time (i.e. Superbowl, private party)?
Where Was the Patron Before Coming to This Establishment?
SERVICE REFUSED Was Service Refused Yes No (If Yes, Please complete)
Time: AM/PM By Whom
Reason: Signs of Intoxication Signs of Impairment Troublesome Underage Other
Was the Patron Drinking? Yes No Number of Drinks
UNDERAGE ON PREMISES Was Patron Caught Drinking Alcohol Underage? Yes No (If Yes, Please complete)
If Yes, Who Gave Underage Person a Drink?
Was ID Checked? Yes No If Yes, Indicate the Type of ID Massachusetts Driver’s License
MA Liquor ID Card Passport or Passport ID Card Military ID Other (specify)
Was ID False? Yes No If Yes, Explain
Name on ID Real Name
EJECTION OF PATRON Was Patron Ejected? Yes No (If Yes, Please complete)
Time of Arrival AM/PM Time of Departure AM/PM
Was Force Used to Remove the Patron? Yes No If Yes, What Type
Did the Patron Suffer Any Injuries While Being Ejected? Yes No Type
Reason: Signs of Intoxication False ID Verbal Abuse Destruction of Property Fighting
Domestic Dispute Drugs Underage Trespassing Other
ACCIDENT OR INURY Was There an Accident or Injury? Yes No (If Yes, Please complete)
Time of Accident/Injury AM/PM Where Did It Happen?
To What Part of the Body?
Medical Attention Given? Yes No By Whom What
Hospitalization Required? Yes No Hospital Name
Did Patron Contribute to the Injury?
Describe
OTHER INCIDENTS
Describe the Incident:
TRANSPORTATION
Which Methods Did the Patron Use To Leave the Premises?
Alone With Someone Walking Taxi Car Friend From Home Friend On Premises
Police Ambulance First Step Van Bicycle Motorcycle N/A Other
Were Alternate Methods Offered? Yes No If Yes, Specify
If Patron Driving, Describe Vehicle: Make
Color License No. State Other
Direction Heading:
POLICE Were Police Called? Yes No (If Yes, Please complete)
Person Who Called Police Time of the Call AM/PM Time of Officer Arrival AM/PM
Time of Patron Departure AM/PM Name of Officer
Badge No. Was Police Statement Filled Out? Yes No
Was a Police Witness Statement Filled Out? Yes No Police Report No.
WITNESSES Were There Witnesses? Yes No (If Yes, Please complete)
Name of First Witness
Address
Telephone : Home Work
State of Witness: Sober Signs of Intoxication
Did Witness Know the Patron? Yes No How
Name of the Second Witness
Address
Telephone : Home Work
State of Witness: Sober Signs of Intoxication
Other Comments
Has this report been filed with an insurance company? Yes No If Yes, who received a copy?
The Undersigned Attests That All the Recorded Confidential Information Is Factually Complete And Accurate Regarding
the Circumstances Concerning This Incident or Incidents.
Print Name
Print Name
Signature of Employee
Signature of Employee
Position
Position
Name of Establishment:
Address:
If additional space is required, use blank sheets and attach to report. Include the report number and date.
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