BYOBO$$

BYOBO$$ AUDIT REPORT - RESTAURANT

Business Name: Sample Bistro
Primary Contact: John Doe
Role: Owner/ Operator

Email: sample@sample.com

Phone: 555-782-4491

Location: Urban neighborhood, high foot-traffic corridor
Seating Capacity: 62

Annual Revenue: ~$2.2M

POS System: Toast

Accounting Software: QuickBooks

1. Menu Engineering & Contribution Margin

Question Answer Notes / Gaps

Menu profitability review . No item-level margin
Monthly, high-level .

frequency analysis

o . . Rough estimates o
Contribution margin by item l No true contribution data
only

o . e Volume tracked, margin
Top-selling items identified Yes

ighored
Highest-margin items Assumed, not Decisions based on
known confirmed intuition

. e No Stars / Plowhorses
Menu item classification Not used .
analysis

. Favorites override
Low-margin items promoted Yes L
profitability
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Question

Menu redesign cadence

New item testing

Add-ons / modifiers

Prep time tracked

BYOBO$$

Answer

Annually

Informal tastings

Available but not
pushed

No

Portion control documented Partial

Waste by menu item

Not tracked

2. Labor Utilization Audit

Question
Average labor %
Scheduling method

Sales-based staffing

Peak vs slow staffing

Sales per labor hour
Overtime usage
Cross-training

Role-based
productivity

Weekly labor review

Answer
33-35%
Manual
No

Adjusted last-
minute

Not tracked
Occasional

Limited

Not measured

Informal

Notes / Gaps

Too infrequent for cost
volatility

No cost or margin
validation

Missed high-margin
upsell

Labor impact unknown
Inconsistent execution

Margin leakage hidden

Notes / Gaps
Above optimal range
No demand forecasting

Reactive labor decisions

Inefficiencies persist

Productivity invisible
Indicates poor forecasting

Reduces flexibility

No accountability

No structured adjustments
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Question Answer

Labor KPIs used Total labor % only

Upsell consistency Inconsistent

Performance incentives None

3. Vendor & Waste Analysis

Question Answer
Vendor pricing reviews  Reactive
Multiple vendors Partial
Daily waste tracking No
Estimated waste % 5-7%
Waste categorization None
Protein yield testing No

Inventory variance review Yes, unexplained
Inventory counts Weekly
Purchasing adjustments Occasional
Vendor contract reviews None

Delivery accuracy

Waste tied to menu items No

Notes / Gaps
Too high-level
Training gap

No alignment with
profitability

Notes / Gaps

No benchmarking
Supplier risk
Estimates unreliable
Likely understated
Root causes unclear
High-cost leakage
Issues not corrected
No trend analysis
Not data-driven

Cost drift likely

Occasional errors No scorecards

Cannot fix margin issues
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4. Location & Foot Traffic Analysis

Question Answer Notes / Gaps

Location visibility Very strong Advantage underutilized
Busiest periods known Yes Not optimized

Table turnover tracked No Lost revenue

Peak capacity utilization Not maxed Monetization gap

Slow periods targeted No Missed demand shaping

Dine-invs takeout mix Roughly tracked Margin differences ignored

Foot traffic trend Slightincrease  No quantification
Daypart menu strategy Minimal Same offer all day

Wait times tracked Complaint-based No service metrics

Lost sales measured No Invisible opportunity cost
Local partnerships None Missed cross-promotion
Spend per guest by time Not tracked Pricing blind spots

5. Marketing Effectiveness
Question Answer Notes / Gaps

Primary acquisition Word-of-mouth Unscalable

Paid advertising Occasional No consistency
Marketing ROl tracking No Spend effectiveness unknown
Email/SMS list None No owned audience

Promotion planning Last-minute Poor targeting
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Question Answer

Delivery app margins  Not analyzed
Slow-period promos  Inconsistent
Repeat visit tracking No

Social posting cadence lrregular
Feedback collection  Reviews only
Loyalty program None

Marketing spend % <2%

6. Competitor Analysis

Notes / Gaps

Profit erosion risk
Missed optimization
Retention unknown
Weak brand presence
Passive

No retention engine

Underinvested, inefficient

Question Answer Notes / Gaps

Key competitors identified Yes No structured analysis
Menu price benchmarking Occasional Incomplete

Portion size comparison No Value perception

Competitor margins known  No

Informal

Competitor promotions

unknown

Strategic blind spot

No tracking

awareness

Bundles / prix fixe used

Competitive

Some competitors

disadvantage

Clear differentiation Not defined Messaging weak
Review monitoring Occasional Missed insights
Pricing reaction Reactive No strategy
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Question Answer Notes / Gaps
Competitor loyalty programs Yes Falling behind
Competitor staffing observed No Cost structure unknown

Competitor weaknesses

logged No Missed opportunities
7. Pricing Analysis

Question Answer Notes / Gaps

Pricing methodology Food cost + intuition No margin targets
Category margin targets None Inconsistent profitability
Price review frequency  1-2years Too slow

Price elasticity testing None Risk-averse pricing
Bundled meals Rare Missed average check lift
Discount discipline Ad hoc Margin erosion
High-demand pricing Inconsistent Revenue leakage
Drink/dessert promotion Inconsistent High-margin missed
Delivery price adjustment None Fees absorb margin
Promo margin targets None Blind discounting

Slow item discounting Ad hoc No lifecycle management
Prep complexity pricing Inconsistent Labor underpriced
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8. Management Systems & Controls

Question Answer Notes / Gaps

POS report review Monthly Too infrequent

Weekly KPl dashboard None No early warning

SOP documentation Partial Inconsistent execution
Waste in reviews No Costs unmanaged
Shift-level labor review No Productivity hidden

Manager accountability Informal Weak ownership

Sales forecasting None Planning gaps
Issue escalation Informal Delays resolution
Manager dashboards None Data inaccessible
Formal menu reviews No Drift over time
Improvement tracking None No follow-through
Decision basis Intuition-led Low data maturity

9. HR & Staffing

Question Answer Notes / Gaps
Turnover rate ~18% Moderate but costly
Training method On-the-job Inconsistent outcomes
Formal onboarding No Slow ramp-up

Upsell training No Revenue left on table
Performance reviews Infrequent No feedback loop
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Question Answer Notes / Gaps
Incentives None Misaligned effort
Cross-training Limited Scheduling rigidity
Staff feedback Informal  No engagement metrics
Scheduling conflicts Occasional Efficiency loss
Succession planning None Key-person risk

Labor compliance Yes Baseline met
Engagement measurement None Retention blind spot
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Client: Sample Bistro

Prepared for: Owner / Operator

Date: Feb 16, 2025

1. Executive Summary

BYOBO$$

Sample Bistro is a casual-upscale, independently owned restaurant
operating in a high-traffic urban neighborhood. The business generates
approximately $2.2M in annual revenue with 62 seats, full lunch and dinner
service, and a mix of dine-in and takeout orders.

The audit reveals a strong brand and location, but material weaknesses in
menu engineering, labor utilization, waste control, pricing discipline, and
management systems. Profit leakage is occurring primarily through
underperforming menu items, inefficient labor scheduling, uncontrolled

waste, and limited data-driven decision-making.

2. Results Summary

. Score
Audit Segment
(%)
Menu Engineering &
g g 57%

Contribution Margin

Labor Utilization Audit 59%

Vendor & Waste

. 55%
Analysis
Location & Foot Traffic

] 68%
Analysis
Marketing

54%

Effectiveness

Diagnostic Summary

Menu popularity tracked, but contribution
margins unclear; low-margin items over-
promoted.

Labor costs high; scheduling reactive;
productivity metrics missing.

Waste tracked informally; vendor pricing not
benchmarked; spoilage underestimated.

Strong location; demand present but under-
monetized.

Heavy reliance on word-of-mouth; ROI
untracked; weak digital funnel.
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. Score . .
Audit Segment (%) Diagnostic Summary
0
Competitors known but not benchmarked;

Competitor Analysis  56% . )
pricing reactive.

Prices set intuitively; elasticity unknown;

Pricing Analysis 58% .
bundling limited.
Management Systems 50% POS in place but reporting underused; SOPs
& Controls ° partial.
. Staff stable but training and incentives
HR & Staffing 61%

weak.

Overall Audit Score: 58.7%

Interpretation:

The restaurant is operationally sound but financially under-optimized. With
structured controls and data-driven decisions, EBITDA could realistically
improve by 6-10 percentage points without increasing revenue.

3. Detailed Diagnostic Analysis

A. Menu Engineering & Contribution Margin Audit (57%)

Findings:
¢ Menu performance tracked by sales volume, not contribution margin
e High-volume items include several low-margin “workhorse” dishes

¢ No formal menu quadrant analysis (Stars / Plowhorses / Puzzles /
Dogs)

e Limited upsell or add-on strategy

e Menu revisions based on intuition, not data
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Impact:
Revenue looks healthy, but profit per plate is inconsistent, leading to hidden
margin erosion.

B. Labor Utilization Audit (59%)
Findings:
e Labor averages 33-35% of revenue (above optimal range)
e Scheduling done manually; no forecast-based staffing
e Peak periods understaffed; slow periods overstaffed
¢ Productivity metrics (sales per labor hour) not tracked
e Cross-training limited

Impact:
Labor inefficiencies materially reduce profitability, especially during non-
peak hours.

C. Vendor & Waste Analysis (55%)
Findings:
e Food waste estimated but not measured (approx. 5-7%)
e Spoilage and prep waste tracked informally
e Vendor pricing not reviewed annually
e Noyield analysis on proteins or produce
e Inventory counts weekly but variances unexplained

Impact:
Uncontrolled waste and vendor drift are directly eroding margins.

D. Location & Foot Traffic Analysis (68%)
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Findings:

Strong foot traffic and visibility
Lunch demand strong; dinner under-optimized midweek
Takeout penetration growing but unmanaged

Seating turnover below potential during peak times

Impact:

Demand exists, but capacity is not fully monetized.

E. Marketing Effectiveness (54%)

Findings:

Relies heavily on word-of-mouth and repeat guests
Social media presence inconsistent

Promotions run without ROI tracking

No email or SMS list strategy

Third-party delivery apps used without margin analysis

Impact:

Marketing spend is low-efficiency and growth is accidental rather than

engineered.

F. Competitor Analysis (56%)

Findings:

Competitors known but not benchmarked
Pricing compared informally
No analysis of competitor menu mix, portion sizes, or margins

No differentiation messaging
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Impact:
Restaurant competes reactively instead of strategically.

G. Pricing Analysis (58%)

Findings:

Prices adjusted infrequently

No contribution margin targets per category
Limited bundling (apps + mains + drinks)
Price elasticity unknown

Discounts offered inconsistently

Impact:

Pricing decisions leave money on the table while increasing cost sensitivity.

H. Management Systems & Controls (60%)

Findings:

POS system robust but underutilized
Reports reviewed monthly, not weekly
SOPs partially documented

KPIs limited to revenue and labor %

Impact:

Management lacks early warning indicators for margin erosion.

. HR & Staffing (61%)

Findings:

Turnover moderate (~18%)

Training informal and inconsistent
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¢ Noincentive structure tied to upselling or efficiency
e Performance reviews irregular

Impact:
Staff effort is not aligned with profitability outcomes.

4. Priority Findings (Lab “Red Flags”)

Low-margin menu items driving high sales
Labor overspend during non-peak periods
Unmeasured food waste and vendor cost drift
No structured pricing or upsell strategy
Limited use of POS data for decision-making

5. Recommended Fixes (3 Options Per Priority)

1. Menu Profitability Optimization
Options:

1. Perform full menu engineering analysis quarterly and redesign layout
to promote high-margin items

2. Introduce add-ons and modifiers (sauces, sides, upgrades) with 70%+
margins

3. Replace orreprice bottom 20% margin items

2. Labor Cost & Productivity Control

Options:
1. Implement forecast-based scheduling tied to historical sales data
2. Track sales per labor hour by shift and adjust staffing dynamically

3. Cross-train FOH and BOH staff to improve flexibility
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3. Waste & Vendor Cost Reduction
Options:
1. Implement daily waste logs by category (prep, spoilage, plate waste)

2. Conduct vendor price benchmarking and renegotiate contracts
annually

3. Introduce yield tracking for proteins and high-cost ingredients

4. Revenue per Guest & Capacity Utilization

Options:
1. Introduce bundled meals and prix fixe options during slow periods
2. Optimize seating turnover during peak hours

3. Incentivize servers on average check growth

5. Marketing & Customer Retention

Options:
1. Build email/SMS list with automated offers and events
2. Track ROl on promotions and delivery platforms

3. Launch loyalty program focused on visit frequency

6. Management & KPI Systems

Options:
1. Weekly KPI dashboard (menu margin, labor %, waste %, avg check)
2. Formal SOP documentation for key operations

3. Monthly margin review meeting with department leads
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6. Overall Assessment
Strengths
e Strong location and brand
o Consistent demand
o Stable core staff

e Solid revenue base

¢ Margin leakage hidden inside menu, labor, and waste
e Reactive pricing and marketing

e Underutilized data systems

7. Final Diagnosis

Sample Bistro is profitable by effort, not by design.

With structured controls, data-driven menu engineering, and labor
optimization, the restaurant could materially increase profitability without
increasing traffic.

Overall Audit Score: 58.7%

Once you’ve reviewed this diagnostic report, the most important next step is
turning insight into action. The findings highlight where performance is
strong, where profit is leaking, and where systems are underdeveloped but
the real value comes from prioritizing and implementing the right fixes in the
right order. We strongly recommend reviewing this report with your BYOBOSS
consultant, who can help interpret the results in the context of your specific
locations, validate assumptions, and translate recommendations into a
practical execution plan.

If you do not currently have a consultant assigned, BYOBOSS can match you
with a qualified specialist aligned with your needs and operating
environment. Your consultant will work with you to establish priorities, define
measurable targets, and guide implementation—whether that involves
improving cost controls, refining operational performance, reducing
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inefficiencies, or implementing stronger management and reporting
systems. This ensures the report does not sit on a shelf, but becomes a
practical roadmap to improved performance, greater control, and
sustainable growth.
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