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12 STEPS TO BOTTOM LINE SUCCESS

OVERVIEW
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Food Cost Problems? 12 Steps to better food cost

Labor Too High? 12 Steps to improved labor cost

Bar Costs Out of Line? 12 Steps to Beverage Control

P&L Woes? 12 Steps to Budgeting for Success

Overwhelmed by Inventory? 12 Steps to Counting Right

Sales Not Where They Should Be? 12 Steps to Increase the Top Line

Staff Turnover Getting You Down? 12 Steps to better employee retention

Someone Call the Plumber! Too many repairs? 12 steps to equipment maintenance

Who’s in Charge? 12 steps to leading by example for excellence in the workplace

10 Don’t Know Where to Begin? 12 steps to priority management and what matters most

11 Are Cleanliness and Order Something You Just Dream About? 12 steps to “just do it”

12 Need a Road Map to Get You Where You Are Going? 12 steps to strategic planning
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 1: FOOD COST CURES
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Receiving: A manager (chef) must be checking in the trucks 100% This could account for up to 1/2 of your problem!
Over purchasing: Buying more product than you need is an expensive practice. Use your menu mix to do your pars...
Under purchasing: Having insufficient amounts of food on hand when you need it can cost you money!

Paying Premium Prices: Shop for the best value. Do not settle for your venders prices.

Accepting Inferior Products: Can mean inconsistency, inferior quality and lower yields and higher COGS.

Damaged Goods: Lack of thoroughly inspecting the condition of the products at the back door cost money.

Goods Stored Immediately: Immediately place received products in the appropriate storage areas to reduce theft

Theft: A common and consistent challenge in every restaurant. Any storage area is a ripe target for theft.

Cooking Errors: From the prep cook to the line cook this can kill your food cost when associates are not trained properly.
Overproduction: Food at this stage of the process has a limited shelf life. Prepare too much and it’ll end up in the trash!
Overportioning: Servers, Prep Cooks and Line Cooks need to be consistent in putting food on the plate.

Unrecorded Sales: Each sale needs to be recorded and collected. Table audits are a must.

Other ways to Lose Money: Inferior Yields, Short Weights, Spills, Employee nibbling, Guest Returns
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 2: LABOR COSTS
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Project accurate sales: Based on historical trends and special events

Project labor $ and Hours: Based on projected sales and budgeted labor costs

Staffing Pars: Establish in accordance with sales projections

Cost out: Schedules and complete the labor forecast sheet

Follow up: Daily with the labor forecast sheet to increase awareness and accountability
Review: All time sheets in detail to check for mistakes daily and weekly

Overtime: Should be minimized or eliminated, and never scheduled

Evaluate overtime: Alert (Friday) before the end of the week and make adjustments.
Managers: Need to know what labor is throughout the day make adjustments

Hiring: The right person will keep down on your turnover

Training: If you're not training the proper way associates are not going to stay around

Retention: Keep up rewards, sales incentive and contests to drive pace and productivity
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 3: BEVERAGE COST CONTROL
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“No Ring” Sales: Be aware of Bartenders unusual counting methods.

Under-ringing: Bartender may ring a lower amount and steal the difference.

Bunched Sales: The bartender totals for guest in their head and rings a lower amount.
Mixing Revenue with Tips: Making change from bartenders tip jar can lead to theft
Underpouring: The bartender can steal the revenue without affecting the beverage cost.
Substituting Lower-Quality Brands: Bartender pockets the difference in price

Diluting Liquor Bottles: The bartender can steal without affecting liquor cost.

Drinks from Private Bottles: Your “partner in the business”, be sure to bottle mark.

Misrepresenting Sales: Review all returned, complimentary and excessive “spilled” drinks

10 Collusion with Beverage Servers: Drinks prepared for the server with revenue split

11 Collusion with Food Production Employees: Bartenders trading liquor for food products

12 Pouring Free Drinks: The easiest way to promote big tips.
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 4: BUDGET SAVVY
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CarcuraTE ProJECTED REVENUE LEVELS

1 New Budget Forecasts: Can be developed by analyzing past revenues and identifying trends
2 Current Factors: Items the property has little or no control over that may affect the revenue
3 Economic Variables: During periods of inflation, guests will “trade down” in dining choices
CaLcurAaTE ProJECTED EXPENSE LEVELS

4 Fixed Costs: Items that remain constant in the short run, despite varying revenue volume.
5 Variable Costs: Items that fluctuate in relation to changes in the volume of business

6 Mixed Costs: Items that have characteristics of both fixed and variable

AssESSING THE DETERMINED PROFIT

7 Profit Margin: Is the profit where it should or could be

8 Check Average: Can average check be increased without loss of covers for higher revenues
9 Increase Covers: Are there ways to increase the number of covers to generate more revenue
10 Analyze Expenses: Are certain expenses needed or just an accumulation of past managers
11 Lower Costs: Are there viable substitutes for certain expenses that won’t compromise quality

12 Realistic Goals: Are the projections realistic
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 5: INVENTORY CONTROL
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Control Forms: Include item, vender, case pack price, par and updated and accurate counts.
Bid monthly: All products that are not corporate controlled. Never sacrifice quality!
Establish Delivery Needs: Number of deliveries a week and or day.

Set Par level based on: Deliveries, Usage, Case size vs storage, Deals. Update weekly

Post ordering and receiving schedules: These need to include all products and venders
Schedule same manager: Train to do orders at the same time every week for consistency
Involve: All managers in the purchasing process

Date: All products need to be dates when stored

Label: All shelving needs to be labeled and evaluated weekly

10 Lock all Storage rooms: It will go out the back door

11 Do not accept: Damaged product:

12 FIFO: Rotate all product
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 6: TOP LINE SALES
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Management: Reinforce Claire’s standard of service and entertainment. ATTITUDE!
Service: Conduct a Quality Circle Meeting for feedback, training and reinforcement.
Staffing Levels: Should be evaluated by department to insure that you are fully staffed
Pre-Shift Meetings: Should be focused on sales techniques, information and motivation
Sales Goals: Establish sales goals and contests to reward, track and post progress
Suggestive selling: Techniques incorporated into training programs and pre-shift.
Test: Routinely test associates to insure that they have the food and liquor knowledge.
Food: Ticket times are critical measurement — use expediter shift reports to determine

Line checks: Must be performed before each shift

10 Bartenders: Are bartenders selling food at the bar? This will help table turns!

11 Review Promotions Nightly: To insure quality execution and proper start times

12 Staff involvement: Staff must be involved in promotions 100% ENTHUSIASM!
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 7: LOW TURNOVER
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Hiring: Hire people with great attitudes and smiles!

Training: All associates are properly trained prior to being placed on the schedule

4 or 5 Great Hires: Once you have great associates on board, hire their friends and contacts
Organize Training: Training hours are well planned and organized for peak productivity
Key Trainer: Promote Key Trainer Certification Program as a developmental opportunity
General Manager: Needs to be involved in all orientations...sets the stage!!

Rewards programs: Keep up these in a timely manner to drive pace and productivity
Company Recognition: Promote and execute company recognition on a timely basis...PINS

Evaluations: Conduct evaluations and one-on-ones regularly

10 Rules and Procedures: Most associates love to work in a clean and structured environment.

11 Open Door: Open-door policy with the GM and all managers is always in effect

12 Managers ~ Family: All managers need to get along just like a family
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 8: PREVENTIVE MAINTENANCE
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Air, Refrigeration & Heating: Problems can DOUBLE operating cost without adding comfort.
Compressors: Up to 80% of problems could be avoided if adressed in a timely manner.
Freon: Undercharged only 10% can increase operation costs by almost 20%.

Refrigerant: Refrigerant should never need to be replaced! Any leak should be repaired.
Evaporator & Condenser: If dirty, could increase usage by 50% or more.

Small Problems: Unrepaired small problems can lead to very expensive repairs

Doors Closed: Keeping doors closed at all times will prevent the systems from over working.
Hoods: Need to be cleaned once a month

Keep Equipment Clean: Wash equipment everyday to keep it looking and running like new
Side Work Lists: In place for all stations. Managers should train and followup on tasks.
Service Log: Create a spreadsheet or make note of repairs, dates and contact list of vendor.
Contact List: Keep a list handy for all equipment, manufaturer, service contact,

serial numbers. Create a binder for all manuals, disks and receipts for easy reference.
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 9: PROFILE OF A GREAT LEADER
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Challenge the Process: Don’t just accept. Change the environment to fit your needs.
Enable Others to Act: The relationship strength is built through truly giving power.
Inspire a Shared Vision: Everyone needs to understand where we’re going.

Encourage the Heart: They aren’t just employees, they’re human beings.

Model the Way: Your staff will emulate you. Don’t ask for what you don’t portray.

Work Ethic: Be professional in everything you do.

Problem Resolution: Don’t let anybody go to bed angry.

Interpersonal Communication: The success of relationships is founded in communication.

Set Goals and Objectives: Feelings of accomplishment achieves new heights and gives purpose.

10 Measure Outcomes: Know if things are working.

11 Safe Work Practices: The staff is owed a safe and comfortable work environment.

12 Critical Business Skills: Know the financial side like the back of your hand.
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 10: PRIORITIZE
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1 Make a list: Break down your list according to time limits

2 Prioritize: Which items on your list must be done today, this week, month or this year.

3 Quickies: Those with the shortest time limits will obviously be put on the top of you list.

4 Evaluate: Consider how the priorities on your to-do list will affect the list of others.

5 Consider Consequences: Determine priority by consequences you can or cannot live with

6 Eliminate or Delegate: Projects or events that always sink to the bottom of the list.

7 Keep One Notebook: Keep one central list instead of several separate ones.

8 Consolidate: Personal and work lists to cut down on time spent prioritizing two lists.

9 TUnclutter: Spend a day doing the little things cluttering up your to-do list.

10 Prioritize Once: Prioritize your list once a week. If it didn’t get done, it’s still be important

11 Have a Plan: Start the day with a plan. It help you avoid frustration and stress

12 Use a Planner: Use a Day- Timer!
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12 STEPS TO BOTTOM LINE SUCCESS
STEP 11: KEEP IT CLEAN
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Create a cleaning check list: Use it eveyday, create a habit and follow up
Name the item: Everything you see should have someone’s name on it!
Assign a person or department: If it’s not assigned, it won’t get done.
Clean ahead: Do all cleaning for the next shift.

Check it: Don'’t let staff leave until you’'ve checked the work

Establish the standard: Be sure it’s clean by your standards not theirs
Have the tools: Have the materials they need to clean the item
Managers as One: All managers must have the same standards

Don’t let it accumulate: Clean it daily, weekly, monthly, quarterly or yearly.

10 Home Sweet Home: Everything must have a place of it’s own

11 Label everything: Label it!

12 Praise a job well done: Notice and appreciate cleanliness and order. Compliment freely!
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CLEANING CHECKLIST -

WEEK OF

MonbAaYy

TUESDAY

Haul all trash to dumpster

Clean all light fixtures

Clean stainless steel surfaces

Dust & clean all HVAC vents in all rooms
Clean ovens & Alto Shams

Clean fryers & boil out

Clean & organize the service refrigerator
Sweep all floors

Sweep under equipment on line

Clean & disinfect meat cooler

Pull & clean behind equipment on line
Clean inside rotisserie

Clean & scrape grill

Other

Other

Haul all trash to dumpster

Clean fryers & filter shortening
Clean & wipe all sinks

Scrub kitchen prep walls

Melt down & clean ice bins
Vacuum & sweep all floors

Sweep all floors

Sweep under equipment on line
Pull & clean behind equipment on line
Clean & disinfect prep cooler

Scrub tile walls on line & prep area
Clean reach-in fridge & freezers
Other

Other

WEDNESDAY

THURSDAY

KIiTCHEN & STORAGE [

Haul all trash to dumpster

Clean filter & grates on all coolers
Defrost & clean ice cream freezer
Clean fryers & filter shortening
Clean kettles & cookers

Clean & organize service refrigerator
Sweep all floors

Sweep under equipment on line
Clean & disinfect meat cooler
Clean inside rotisserie

Clean & scrape grill

Other

Other

Haul all trash to dumpster

Wipe out reach-in refrigerators
Clean under the sinks

Clean fryers & filter shortening
Clean & wipe all sinks

Clean all hoods & filters

Sweep all floors

Sweep under equipment on line
Clean hood filters & grease catch
Clean & disinfect prep cooler
Scrub tile walls on line & prep area
Sweep & wash rear sidewalks
Other

Other
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Frmay
Haul all trash to dumpster
Clean fryers & boil out
Scrub kitchen prep walls
Clean kitchen windows
Sweep all floors
Sweep under equipment on front line
Clean reach-in fridge & freezers
Clean & scrape grill
Degrease floor, clean grout
Other

SATURDAY
Haul all trash to dumpster
Clean beer keg & bottle storage area
Clean dry storeroom & metro shelving
Clean fryers & filter shortening
Clean kettles & cookers
Sweep all floors
Sweep under equipment on line
Clean inside rotisserie
Clean & disinfect prep cooler
Scrub tile walls on line & prep area
Clean POS equipment & phones
Wash all walls & doors
Other

Sunpay -
Haul all trash to dumpster

Clean beer keg & bottle storage area
Clean dry storeroom & metro shelving
Clean fryers & filter shortening

Scrub kitchen prep walls

Clean kettles & cookers

Clean POS equipment & phones

Sweep all floors

Sweep under equipment on line

Clean & disinfect meat cooler

Clean hood filters & grease catch
Wash all walls & doors

Other



12 STEPS TO BOTTOM LINE SUCCESS
STEP 12: BUSINESS LIFE CYCLES
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Study the Competition: Keep up to date with what your competition is doing.

Be a student of your industry: Study trends, competition, new ideas.

Be a student of the economy and business climate: It reaches every sector!

Go to Trade Shows: Glean good ideas from another industry.

Have a Marketing Strategy: How’s your marketing inside your four walls?

Have Fresh Eyes: Look at the restaurant like a new guest walking in the front door.
Be Community Minded: Get involved, reach out to the community.

Hire Attitude, Teach Skill: Follow the training program 100% as outlined.

Inspect: Revisit all specs and plate presentations.

10 Visit Tables- Know Thy Guests: Manager table visitations are a must!

11 Are Standards High: Are the managers setting the pace for the restaurant?

12 Enjoy Your Work: Or none of this will work. Have Fun!!
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