Restaurant Management Tips

FIRST IMPRESSIONS
Marv Hunt, head of my Hospitality Operations Group is just finishing up a month of on-site work to help a client implement some important operational changes. He sends along this observation:

Your guests' first impression sets the tone for the entire meal, so what do they see when they first enter your restaurant -- a "Please Wait" sign or a smiling, real person? Is it easy for them to know what to do next or are they shuffling their feet and glancing around trying to figure out where they are supposed to go and what they are supposed to do next? When people feel uncertain they can be extremely uncomfortable -- probably not the sort of feelings you want patrons to associate with your operation. The first moments the first impression are critical . . . so what sort of first impression are you creating? Are your greeters in evidence? Are they hiding behind a barrier or moving toward arriving guests with a smile? What is their body language? It may be time to approach your main "point of contact" as if you were a first-timer and see if the first impression would make you want to return.

THE WOW IS WHERE YOU MAKE IT
This from Troy Brackett's latest RestaurantNews.com newsletter: City Café Diner owner Jimmy Tselios tells his managers to worry more about top-line revenue than bottom-line profit. Waiting guests are served hot hors d'oeuvres, an added touch that drives up Tselios' food cost, but keeps customers happy. "I don't have stockholders to report to. I have me," Tselios said. "I'm not looking to make 30 percent or 40 percent [profit]; I'm happy with 10 percent."

How to Manage During Tough Times!

Bill Marvin - The Restaurant Doctor - bill@restaurantdoctor.com - Gig Harbor WA USA 

Here are my top ten ideas – not necessarily in order of importance – on how to prosper when times get tough: 

Get lean 

Trim unnecessary or marginal staff members right away. There is a tendency to hold on to people too long. You should be doing this on a regular basis anyway and you can always replace them later with folks with greater potential. The upside of a slowing economy is that more people are looking for work. 

Get flexible 

Cross-train your crew to give you more scheduling flexibility and the staff more opportunity to stay productive. People who can cover several positions can help keep your payroll costs in line and help you maintain service levels if someone calls in sick. 

Get fiscal 

Be sure your recipe costing is current and accurate, then replace some higher-priced entrees with lower-priced ones that have the same or similar gross margins. People will tend to spend a little less and this will allow them to do it without reducing your profit dollars. 

Get personal 

Create a personal connection with your guests. Learn and use their names. Remember what they like and don't like (and have this information written down somewhere.) 

Get familiar 

People tend to seek out the familiar during periods of stress. Add some "comfort food" items to your menu, perhaps with an interesting twist, to increase their feeling of security. 

Get pro-active 

Run promotions and festivals to provide politically-correct excuses to invite diners to return more frequently. This also keeps the energy level in the place high. 

Get local 

People will be traveling less, so restaurants that once depended on tourists and convention-goers will need to re-focus their efforts on the local market. Start a frequent diner plan to reward your guests for their regular patronage. Even if it is just a simple punch card (like buy 7, get the 8th free) it will help improve return business. 

Get nit-picky 

Re-examine all your expenses to determine 1) if they are necessary and 2) if there are less expensive options available now that may not have been available when the expense was initially incurred (i.e. long distance plans, etc.) 

Get serious 

This is not the time to cut back on training and staff development. Quite the contrary, since everyone else will likely be trimming in this area, enhancing your level of guest service can help you stand out from your competition, an advantage that you can carry into the good times when they return. 

Get smart 

This, too, shall pass. Don't panic and don't make radical changes that you would not be prepared to live with in better times or you will risk confusing your market. Evolution is always better than revolution. 

When you look at it, these are all things that you should be doing no matter what the condition of the economy! 

Craig Macindoe - Principal - Hospitality Search - craig@hospitalitysearch.com.au Sydney - Australia 

My list of what do to is as follows- I read what has been said so I have tried to come out with different perspective I hope it helps. 

Review your menu. 

Take a look at the best selling items and the worst selling items, and rationalise your menu. Make sure that your top selling items are the items that give you the most gross profit dollars. Make sure that any item not moving comes off the menu. You need to simplify the processes that go into your menu. Perhaps allowing you to operate with one less staff member, or perhaps allowing you to use less gas. 

Make your business comfortable. 

Surveys show that people resort to comfort food and sex in times of stress.Now I don't suggest you start peddling the latter, comfort food should replace more fancy items on the menu. In addition to attracting more customers, it is usually of better margin. Comfortable for the customers to come into lets face it the pie is getting smaller so making it more comfortable enables you to maintain your slice. 

Think Long Term. 

After every tragedy there has come a greater boom. Look at your rosters but also look at the other things that affect labour costs. They are efficiency, it is more effective to train your staff to be more efficient and look at your businesses systems procedures and layout, than it is to just slash rosters. 

Think Outside the Square. 

Where does this fit in your overall strategic plan? Maybe, just maybe this represents a good time to buy additional businesses. There are many businesses for sale and at a very reduced price after the downturn in Australia. Australia is set to whether the storm better than most places, if you believe Richard Branson so think about the near future. Package Items People will still spend the dollars if they believe they are receiving value for money. It's time to have a value focus on our offer again. Offer chips or salad with all main courses etc.. 

Reduce Fixed Costs 

Concentrate on a strategy to reduce your costs in the medium to long term. Evaluate your systems and procedures to see where you can reduce seemingly fixed costs. For example It could be a good time to purchase nice looking tables so that your linen costs decrease. Or change the style of service you give to order and pay at the counter. Control your Costs Now is the time to set your daily disciplines in place to make sure that your business is giving you timely accurate information. Making stocktaking more efficient. Costing your menu items more precisely. Reducing wastage by integration of ordering with point of sale. Making sure that your storage maximises shelf life and is organised so that it is rotated correctly and stock taken accurately. 

Look at Opening Hours 

Change the hours that you open if you have inefficient or loss making trading periods. 

Educate your Key Staff Members 

Send your Key staff members to external training so they can help you with ideas for attacking this problem. Remember your staff care about your business more than you think so get them involved in the solution. Thankyou Great Idea this Think Tank- Craig 

COOL IDEA OF THE WEEK
Going up to Chez Pierre last night, chalked on the sidewalk in bright colors: "Happy 45th Anniversary to the Shields." "Happy Birthday Nelson and Larry." The guests love it, it costs nothing and washes off easily. The idea came from one of their greeters who got a nice little bonus for suggesting it. What did you learn from YOUR staff today?

COMP YOUR WAY TO SUCCESS?
Earlier this week, I had the pleasure of spending a couple of days with the folks at McGuire's Irish Pub in Pensacola. I have done training seminars with their servers every couple of years for what seems like forever but I am always impressed at what they do and how they do it. One of the things I was reminded of this time around was that the restaurants I know that enjoy the highest volumes also seem to be the most willing -- even eager -- to comp a meal or take an item off the check at the slightest hint of a problem. In contrast, I know operators who are struggling whose attitude seems to be that if you ordered it, you are going to pay for it regardless of whether you are pleased with it or not.

Could there be a connection between the attitude and the sales? Is this about comping your way to success? I don't think so. In fact, one of the most dangerous things you can do is to make the comp an acceptable alternative to doing it right. "OK, we screwed up. Here is your free meal, now get out of here." You give away food and the guest leaves feeling unserved at best and insulted at worst.

Comping is not always appropriate -- often a fast substitution for an item that the guest didn't enjoy is better, but the punishment needs to fit the crime. If you are late with the soup, don't offer them free meals for the rest of their lives! Train your servers to watch faces as well as watching the condition of the table top and to be pro-active when they sense that the guest is displeased. Only one in 25 will tell you when things aren't right -- the rest just go away and most will not come back. Even if a manager needs to get involved to physically remove an item from the check, the responsibility rests with the server to do what is right at the table at the time and then, away from the table, get the manager to actually accomplish it. 

When you take this stance, the guest senses is your commitment to making sure their experience is a pleasant one. If taking something off the bill will accomplish that, do it . . . but then figure out why you had to do it and fix it so you don't have to do it again. If you have to comp $2000 worth of food one month because things are slow coming out of the kitchen, I guarantee you will figure out why that is happening and you will fix it! If you don't comp the food, things are still slow coming out of the kitchen, it is still costing you money in lost guests, but you don't know it.

Even if there are no problems, comping should still be part of your marketing plan. Comp a couple of meals a night just for the fun of it. It will delight your guests and give them something to talk to their friends about . . . and it is a lot fun for you as well!

NO YOU CAN'T
From the contrarian side, often there is value in telling guests no. For example, McGuire's has a mug club with over 2000 members. It became unwieldy so they stopped taking new members. The demand is higher than ever and they could easily raise the price of membership because of it. Perhaps instead of trying to maximize everything, you should look at setting limits, making guests wait for their chance and increasing the exclusivity. People love to be able to do things that other people can't do. Your mug club is more prestigious if not everyone can belong. Your special dinners are more special if the seating is limited.
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Today's Topic - PRINCIPLE: Assisting Employees to Grow

(Principles are basic truths that, when applied, cause success to come 

to 

you easier and quicker.)

We are an under-acknowledged society.

If you manage or lead others you may want to become (if you are not 

already) a frequent and thoughtful acknowledger. Surveys have 

frequently 

shown that employees and employers value acknowledgment differently, 

employees ranking it to be much more important than do the managers.

What does it cost you to deliver a simple verbal, "thank you for a job 

well 

done"?

Or, if you feel like it, a written "thank you"?

Or, if you really want to ring the bell, how about public praise?

An acknowledged person grows. Period.

