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Preface


Food is a basic need. Though tastes and trends change, technology advances, and demographics shift, people always need to eat.


Now, that doesn’t mean that starting and running a profitable food-service business will be a proverbial piece of cake. Quite the contrary: This will probably be the hardest work you’ve ever done. But it has the potential to be tremendously rewarding, both financially and emotionally—and it can be lots of fun.


There are many ways you can enter the food-service industry, from buying a small coffee cart to building a high-end restaurant from the ground up. In this book, we examine six basic food-service businesses: a restaurant, a pizzeria, a sandwich shop/delicatessen, a coffeehouse, a bakery, and a catering business. It’s important to remember that these aren’t mutually exclusive businesses; they can be customized and combined to create the specific business you have in mind.


Perhaps you know exactly what type of food-service business you want to start, or perhaps you haven’t made a final decision yet. Either way, it’s a good idea to read all the chapters in this book—even those that pertain to businesses you think you aren’t interested in starting. If you read with an open mind, you may get ideas from one type of operation that you can apply to another.


This book will give you the basic information you need to start a food-service business. You’ll learn how to develop a business plan; what the day-to-day operation is like; how to set up your kitchen and dining area; how to buy and maintain equipment and inventory; how to deal with administrative, financial, personnel, and regulatory issues; and how to market your venture.


Because the best information about business comes from the people who are already in the trenches, we interviewed successful food-service business owners who were happy to share their stories. Their experiences span all types of food-service operations, and several of them are illustrating in practice that you can successfully blend more than one type of operation. Throughout the book, you’ll read about what works—and doesn’t—for these folks and how you can use their techniques in your own business.


You’ll also learn what the food-service business is really like. The hours can be flexible, but they’re usually long. The profit margins are good, but only if you’re paying attention to detail. The market is tremendous, but you’ll have a substantial amount of competition, which means you’ll need a plan to set yourself apart. The opportunity to express yourself creatively is virtually limitless, but sometimes you’ll have to do what the market demands—even if it’s not your preference.


Like anything else, there’s no magic formula, no quick path to success. Thriving in the food-service business takes hard work, dedication, and commitment. But it can be well worth the investment of your time, energy, and resources. After all, everybody’s got to eat—including you.









CHAPTER 1


Introduction to the Food-Service Business


As increasing numbers of consumers want to dine out or take prepared food home, the number of food-service operations in the United States has skyrocketed from 155,000 about 45 years ago to over 1 million restaurants today, according to the National Restaurant Association. But there’s still room in the market for your food-service business.


Shifting demographics and changing lifestyles are driving the surge in food-service businesses. Busy consumers don’t have the time or inclination to cook. They want the flavor of fresh bread without the hassle of baking. They want tasty, nutritious meals without dishes to wash. In fact, the rise in popularity of to-go operations underscores clear trends in the food-service industry. More singles, working parents, dual-career families, and elderly people are demanding greater convenience when it comes to buying their meals.
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According to Food Network Chef Robert Irvine, the five main reasons restaurants fail are:




	Inexperience


	Bad “people management” skills


	Lack of accounting knowledge


	Inconsistent customer Service


	Sub-par food quality and execution









 





Although the future looks bright for the foodservice industry overall, there are no guarantees in this business. Even the most successful operators will tell you this isn’t a “get rich quick” industry. It’s more like a “work hard and make a living” industry. Paul Mangiamele, president and CEO of Bennigan’s, says, “Although we all love it, this business is very difficult. It’s a wonderful business, a great business, a satisfying business. It’s a lucrative business. But there are a thousand moving parts, and you need to be knowledgeable of all of them.”


A hard reality is that many restaurants fail during their first year, frequently due to a lack of planning. But that doesn’t mean your food-service business has to be an extremely complex operation. In fact, the more streamlined you can make it, the better your chances for success. One restaurateur observed, “The restaurant business is a simple business that people make complicated.” A basic formula for success is quality food, good service, and great people—an approach that’s worked for all the restaurant owners you’ll hear from in this book.


Who Are the Diners?


No single food-service operation has universal appeal. This is a fact that many newer entrepreneurs have trouble accepting, but the reality is that you will never capture 100 percent of any market. When you try to please everyone, you end up pleasing no one. So focus on the 5 or 10 percent of the market that you can get, and forget about the rest.


That said, who’s eating at restaurants? Let’s take a look at the main market categories of food-service business customers.


Generation Y


This generation—also tagged the “millennial generation,” the “echo” or the “boomlet” generation, and sometimes called “Generation We”—includes those born between 1980 and 2000. At least 75 million strong, Generation Y is the most ethnically diverse generation yet and is more than three times the size of Generation X. Gen Y teenagers have an average of $118 per week of disposable income, and 40 percent of them hold at least a part-time job. In terms of living arrangements, one in four lives in a single-parent household, and three out of four have working mothers. They’re forming dining habits that will last a lifetime, and they’re a prime market for food-service businesses. In fact, more than any other generation, they view prepared food as a staple, not a luxury. Even so, compared with older generations, they don’t have as much money to spend on eating out. When choosing a restaurant, the top factors for Gen Y are low prices, great services, and proximity to home or job. They look for discounts and coupons.


Members of Generation Y go for fast-food and quick-service items. About 25 percent of their restaurant visits are to burger franchises, followed by pizza restaurants at 12 percent. In many ways, this group’s food consumption behavior isn’t significantly different than previous generations at the same age, but they do tend to be more experimental and open to extreme flavors. Another clear difference about them is that they love places where they can be wired in so they can go online, check email and social media, and play games while they eat, so make sure your wifi is working. They also like restaurants where they feel they are welcome to stay as long as they like. They have a low threshold for boredom. In addition, they also like gadgets and/or self-serve terminals for placing food orders. So if you’re looking to attract Gen Y patrons, make your operation low cost, high interest, and high-tech/mobile device friendly.


Generation X


Generation X is a label applied to those who were born between 1965 and 1979. This group is known for strong family values. While earlier generations strove to do better financially than their parents, Gen Xers are more likely to focus on their relationship with their children. They are concerned with value, and they favor quick-service restaurants and midscale operations that offer all-you-can-eat salad bars and buffets. To appeal to this group, offer a comfortable atmosphere that focuses on value and ambience.


A separate category within this age group includes working professionals who dine out with clients, partners, or co-workers. Business lunches, luncheons, and meetings present a huge opportunity for well-positioned restaurants in the heart of downtown or the local business district. Because businesses range widely in their culture and formality, restaurants for the business crowd can range from high-end formal to business casual. They must, however, understand the needs of the lunch crowd, which means prompt service, as time may be limited. It also often means attentive bar service.


Baby Boomers


Born between 1946 and 1964, baby boomers make up the largest segment of the U.S. population. Prominent in this generation are affluent professionals who can afford to visit upscale restaurants and spend money freely. During the 1980s, they were the main consumer group for upscale, trendy restaurants. In the 1990s, many baby boomer families were two-income households with children. Today, those on the leading edge of the boomer generation are becoming grandparents, making them a target of both restaurants that offer a family-friendly atmosphere and those that provide an upscale, formal dining experience. Many have become empty nesters—but others who thought they would be empty nesters at this point in their lives have seen their adult children move back home, and some are even caring for grandchildren. This is a tremendous demographic group that can’t be reached with a one-size-fits-all product or marketing approach.
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According to the National Restaurant Association, the restaurant industry’s share of the food dollar is 47 percent.






 





Empty Nesters


This group consists of people in the age range between the high end of the baby boomers and seniors (people in their early 50s to about age 64). Empty nesters typically have grown children who no longer live at home, and their ranks will continue to increase as the baby boomers grow older and their children leave home. With the most discretionary income and the highest per-capita income of all the generations, this group typically visits upscale restaurants. They’re less concerned with price and are focused on excellent service and outstanding food. Appeal to this group with elegant surroundings and a sophisticated ambience.


Seniors


The senior market covers the large age group of those who are 65 and older. Seniors range from those who are on fixed incomes and may not be able to afford upscale restaurants often to those who have tucked away significant savings and are enjoying their retirement years. Depending on the socio-economics of seniors in your area, you may opt for family-style restaurants that offer good service and reasonable prices or more upscale restaurants with higher quality items, yet not in rich or heavy sauces.


“Younger” seniors are likely to be more active and have more disposable income than “older” seniors, whose health may be declining. Other seniors may appreciate restaurants that offer early-bird specials and senior menus with lower prices and smaller portions. Restaurants dealing with a significant senior population should have flexibility with menu items and ingredients for health purposes.


Industry Trends


In the 1980s—by many accounts the decade of greed—new restaurants were typically upscale establishments that centered on unique and creative dishes by famous chefs. Young, professional baby boomers, often with liberal expense accounts, supported these concepts. The 1990s brought a trend to the restaurant industry that’s continuing into the 21st century: an appreciation of value. There’s no question that family-minded Generation Xers and baby boomers are concentrating on stretching their dollars.


Some other industry trends include:




	
Food trucks, carts, and kiosks. Eating establishments no longer require customers to come to them. In many cases, the restaurant goes to the customer in the form of a food truck, cart, or kiosk. Many limited-service mobile facilities are operating at locations that attract large numbers of people, such as malls, universities, airports, sports stadiums, and arenas. These restaurants typically offer limited menus but attract customers with their recognizable names.


	
Co-branded operations. Especially popular in the fast-food market, “co-branding,” or “dual-branding,” is when two or more well-known restaurants combine their menus in one location to offer customers a wider selection of items. The concept of co-branding began in the 1990s and continues to be a strong trend.


	
Nutrition-conscious customers. Restaurant-goers are showing a heightened interest in health and nutrition. Many are looking for low-fat dishes and fresh, locally sourced foods.


	
Popular menu items. Barbecued foods and appetizers remain two of the most popular menu groups. Barbecue appears to satisfy customers seeking spicy foods and regional cuisines. Appetizer orders are increasing, thanks to customers who omit entrées and choose starters instead. Snack foods are growing in popularity. Customers are also increasingly looking for menu items that are compatible with weight-loss trends such as the low-carb, high-protein diets and Weight Watchers. Another ingredient concern stems from food safety and ecological issues, and restaurants have responded with more natural and organic menu items, more local ingredients, and more sourcing information on the menu.


	
A focus on children. Because there are many families and baby boomers with grandchildren dining out, the majority of their restaurant experiences are family-oriented. Food-service operations wanting to reach this market are offering children’s menus and children’s value meals with smaller portions. Some offer child-friendly environments with booster seats, toys, balloons, crayons, menus featuring games on them, and even free table-side entertainment in the form of magicians and clowns.


	
Expanding the bar. Restaurants want their guests to hang around, so they’re offering more flavorful cocktails and savory appetizers, often available in bar areas designed for comfort and lingering. Classic, glamorous, old-fashioned cocktails have returned to popularity. And “mocktails”—nonalcoholic drinks with the same sophisticated flavors as the cocktail menu—are an attractive alternative for non-drinkers and designated drivers.
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More than 65 percent of restaurant customers agree that food served at their favorite restaurant provides flavor and taste sensations they cannot easily duplicate at home.
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The typical American food-service business owner began his or her career in an entry-level position such as a busperson, dishwasher, or cook; works long hours; is energetic and entrepreneurial; and is usually more involved in charitable, civic, and political activities than the average American.


Although these traits are characteristic of restaurateurs, they’re not required attributes. For example, some food-service business owners have entered their fields without any previous experience. They hire employees who have the experience they lack and who can help guide their operation to success. There is, however, no substitute for energy and a desire to succeed. Successful restaurateurs know they’ve chosen an industry where hard work is the norm, and they’re willing to do what it takes to turn their dreams into reality.






 





Menu Trends


As you put together a plan for your food-service business, be aware of some of the trends in terms of menu content and design. These factors could—and, in fact, should—influence the type of food-service business you open.


Restaurant operators report that vegetarian items, tortillas, locally grown produce, organic items, fusion dishes (combining two or more ethnic cuisines in one dish or on one plate), and microbrewed or local beers continue to be popular. Pita dishes and wraps are also in high demand as an easy-to-consume alternative to sandwiches. You’ll also see a strong demand for bagels, espresso, and specialty coffees, as well as “real meals,” which are typically an entrée with a side order. Other top menu trends include locally sourced meats and seafood, locally grown produce and co-op food sources, sustainability as a culinary theme, nutritious kids’ dishes, gluten-free and food-allergy-conscious items, and back-to-basics cuisine.
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Combine two or more types of food-service businesses for maximum profitability. For example, Cuisine Unlimited caterer Maxine Turner’s Salt Lake City operation is a combination upscale catering business and delicatessen. The businesses complement each other; deli customers often use the catering service, and catering customers visit the deli. You’ll also find restaurants in seasonal tourist locations and food trucks in areas hit by cold winters that switch to catering indoor events and parties during their “slower” months.






 





Customers are also demanding “comfort food”: the dishes that take them back to their childhoods, when mothers baked from scratch, and meat and potatoes were at the center of each plate. Creative chefs are looking for ways to redefine and reinvigorate comfort food favorites. Instead of the traditional version of shepherd’s pie, for example, you might see one made with mushrooms, spinach, carrots, and lobster sauce.


Menus are also showing a number of ethnic dishes and spice-infused offerings. It’s not surprising to find Thai, Vietnamese, Creole, Tuscan, and even classic French cuisines on the same menu and even on the same plate.


At the same time, be sure to keep the kids in mind as you plan your selections. If families are a key part of your target market, you’ll want to offer a range of four or five items in smaller portions that youngsters will enjoy, such as a half-portion of pasta or small hamburger. If you serve snack items as well as entrées, note that kids are choosing healthier snacks more often than they did a few years ago, thanks to concerned parents. For example, while both sweet and salty snacks remain popular, the top snack foods consumed by kids between ages 2 and 17 are: yogurt; potato chips; fresh fruit; string cheese, prepackaged cheese cubes, cheese shapes; hard candy; ice, fudge, and cream pops; chewy candy; corn chips; doughnuts; and snack pies and pastries. About 40 percent of snacks are eaten after main meals. While most restaurants still offer fixed “kids’ meals,” you might consider being more flexible by allowing your young diners to choose among a selection of nutritious options.


Though menu variety has increased over the years, menus themselves are growing shorter. Busy consumers don’t want to read a lengthy menu before dinner; dining out is a recreational activity, so they’re in the restaurant to relax. Keep the number of items you offer in check, and keep menu descriptions simple and straightforward, providing customers with a variety of choices in a concise format.


Your menu should indicate whether dishes can be prepared to meet special dietary requirements. Items low in fat, sodium, and cholesterol should also be marked as such.


Most large chains do a significant amount of market research before adding new items to their menus. Occasional visits to popular chain outlets (or just paying attention to their ads or visiting their websites) can help you benefit from their investment. For example, Applebee’s has teamed up with Weight Watchers International to develop menu items for diners who are counting “points.” A number of restaurants offer low-carb items for customers on programs such as Atkins or South Beach and paleo dieters. Seasons 52, which changes its menu every week, offers nutritionally balanced, lower-calorie items and desserts in bite-size portions. This follows the growing trend of seasonal menus and smaller portions, including “mini food,” such as small sandwiches and desserts that are just a few bites. These items are often served on smaller plates to enhance the presentation. When P. F. Chang’s China Bistro sponsored a marathon, it also created special high-carb, high-protein entrées for participating athletes. Even the fast-food outlets, which aren’t known for nutritious fare, are offering healthier options to become more competitive.


Another trend growing in popularity is the offering of sharable items, such as appetizers that can be shared by the entire party and half portions of entrée items. We’re also seeing increased flexibility in restaurant dayparts; the traditional set times for breakfast, lunch, and dinner are a thing of the past in our 24/7 world. In particular, offering breakfast any time of the day is rapidly becoming the new standard. Pay attention to these trends, and adjust your own menu when the market demands it.


Even as you consider trends, create your own signature dishes to distinguish your operation. Stefano LaCommare, owner of Stefano’s Trattoria in Winter Springs, Florida, uses family recipes, dishes he remembers from when he was growing up in Italy. He’ll sometimes change them slightly, resulting in a meal that no one else can offer, and that keeps his customers coming back.


Understanding Takeout Customers


Research conducted by the National Restaurant Association indicates off-premises consumption of restaurant food is on the rise. Respondents to a survey conducted by the organization showed that nearly 20 percent order takeout or delivery service once a week.


Fast-food restaurants (operations that prepare food quickly) represent the largest share of off-premises dining, followed by carryout restaurants (operations that target the off-premises diner either in part or exclusively). However, full-service establishments are increasing their takeout services. A growing number are allowing diners to call in their order and a description of their car and then delivering the food to them in a designated parking area.
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The most popular items on children’s menus are:




	Chicken nuggets or strips


	French fries


	Hamburgers


	Pasta


	Grilled cheese sandwiches


	Hot dogs


	Pizza


	Fish sticks


	Cookies


	Shrimp


	Pancakes


	Milkshakes









 





What motivates consumers to buy prepared food to consume elsewhere? Mainly, they’re in a hurry and want easy access, fast service, and reasonable prices. Another reason is that they’re just too tired to shop for, and prepare, food themselves. Often, consumers looking for a special treat are inclined to buy takeout food, particularly ice cream, snacks, and gourmet coffees. Another strong motivator of takeout customers is the desire to eat something that’s good for them. These people tend to order takeout from full-service restaurants. They also get takeout items from grocery stores and cafeterias or buffets with tasty, fresh foods.


Takeout Technology Explodes


More and more people want food and they want it now, to the tune of a multimillion-dollar business. With this in mind a whole new industry has arisen in the past few years. It’s the high-tech means of ordering online and having food delivered to your door. Websites such as Instacart (www.instacart.com) and FreshDirect (www.freshdirect.com) are online grocery shopping sites for those who want to cook but haven’t the time to shop, although much of what you can order is already made and ready to serve or heat and serve. HelloFresh (www.hellofresh.com) features fresh ingredients and various recipes so you can be creative in the kitchen.


The concept and marketing idea behind these services is to save people the time of grocery shopping. They are particularly popular with seniors who cannot always get to the store or carry the packages. Families with two working spouses and children at home are also using the services because it allows them to do numerous other activities instead, such as driving to and from soccer practices or making sure homework gets done. While the rise of such online and app ordering and delivery services has only taken off in the last few years, major players like Amazon with AmazonFresh, Uber, Walmart, and other retailers (both in and outside of the food industry) have already jumped into the fray.


Then there are the multi-restaurant delivery services that have sprung up. They let you choose from a wide range of restaurants in your area (and in their network). GrubHub (at www.grubhub.com), for example, offers customers the opportunity to order from roughly 35,000 local takeout restaurants in more than 900 U.S. cities and London. Delivery Hero (at www.deliveryhero.com) and Just Eat (at www.just-eat.com/) are similar services that have enjoyed success in other parts of the world. Just Eat is even listed on the London Stock Exchange. Seamless (at www.seamless.com) partners with over 12,000 restaurants, serves over 4,000 companies, and has over 2,000,000 members in the United States and in London. DoorDash (at www.doordash.com) delivers from fast-food eateries, as well as a wider range of restaurants, such as the Cheesecake Factory and area diners. Fees are typically minimal (for DoorDash $2 to $5) and based on distance. In many cases the timeframe of the order will be listed and for many of the mobile online food sites, you can even track the courier.


The benefit to the restaurant owners is that they are found by additional customers within a reasonable distance. The benefit to customers is that they need not search for takeout menus and phone numbers from which to order. Thanks to apps, smartphone customers can also order from mostly takeout or similar types of restaurants without having to search through numerous restaurants.


On the higher end of the spectrum is Caviar (at www.trycaviar.com), with food delivered from restaurants including high-end establishments in major cities such as New York, Boston, Dallas, Atlanta, San Francisco, Miami, and other cities. The variety of foods (ranging from Asian, Indian, Italian, Caribbean, and Mexican restaurants) all found at one source makes this a marketable and successful concept. These and other services, such as the newer DiningIn (at www.diningin.com), feature higher price point menu options, but also offer quality above the fast-food restaurants or pizzerias.


Fast and reliable service is essential. You may look for a niche, such as delivering from the only few health food restaurants in town or mixing and matching orders with x number of items from one location and x from another (within reason). The field is growing, but it can stretch only as far as the number of willing restaurants or grocery stores in your area.


Marketing to families, seniors, people with disabilities, the corporate/business crowd for lunch, and out-of-town visitors may all be part of your demographic group.


Conversely, if you are opening a restaurant, or food service business of another type, these delivery services are worth exploring to help you branch out and reach new customers.


Where’s the Competition?


Competition in the food-service industry is widespread, varied, and significant. When you open a restaurant, you’ll be competing not only with other similarly themed restaurants but also with every restaurant in the area you serve. In addition, your customers themselves are a form of competition, because they can make their own meals at home if they choose. Let’s take a closer look at the primary competition categories.


Chains


Chain restaurants may be the biggest threat to independent operators. Chains are growing as private companies and franchises take over a greater portion of the market. With well-known names and large advertising budgets, chains enjoy significant consumer recognition.


What these restaurants don’t offer is the personalized attention that many small, independent operations provide—so this is where independent restaurants have an advantage. Many restaurateurs become acquainted with their regular customers and build relationships with them. This isn’t to say that chains don’t offer personalized service, indeed, many of them excel in this area. But there’s a difference when customers know they’re dealing directly with the owner.


Independent restaurants have several other competitive advantages over chains. For one thing, independently owned fine-dining establishments are often willing to take reservations, while chains usually aren’t. Independents may also offer live music, experienced chefs (rather than just basic cooks), and creative foods and beverages. While chains have the advantage of a well-known name, many independents offer the atmosphere customers prefer. It is also easier for independents to alter menu items for those with food allergies or on specific diets.
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You don’t have to prepare every item you serve from scratch. To increase productivity, more food-service businesses are offering menu items that are either fully or partially prepared off premises. Bread is the most commonly purchased prepared item, but a significant number of operators also purchase pre-portioned meats, prepared desserts, soups, and sauce bases. You can also purchase pre-chopped salads.






 





Supermarkets and Convenience Stores


Supermarkets and convenience stores are fairly recent competitors for restaurants. Rather than items to be cooked, these businesses now offer customers more foods that are already freshly prepared and ready to go—although not always healthy. Their menus typically include fried chicken, sandwiches, side dishes, salads, and desserts. The primary concern of customers who visit these establishments is convenience, so supermarkets and convenience stores offer serious competition to quick-service restaurants that also compete on the basis of convenience and value. In fact, an increasing number of consumers are using convenience stores and quick-service restaurants interchangeably.
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The restaurant industry’s sales equal 4 percent of the U.S. gross domestic product.






 





Eating at Home


Dining out isn’t a necessity for most people. Restaurants, like other service businesses, sell convenience: They perform a task that consumers could otherwise handle themselves. Some consumers perceive dining out as something to do only on special occasions, which may be the attitude of a large portion of upscale restaurant customers. Such restaurants must market the idea of luxury, pampering, and food choices that you may not typically eat or know how to prepare. Quick-service and midscale restaurants must appeal to value- and time-conscious consumers. They must stress how eating out can save customers the time and trouble of cooking and how customers can relax while they eat and not worry about cleaning up afterward.









CHAPTER 2


Restaurant Operations


Owning a food-service business may seem like an entrepreneurial dream come true. Even the smallest operations have an element of glamour: On the surface, it looks like the owners make their living greeting guests and serving meals while becoming recognizable figures in the community. And as more celebrities enter the food-service industry, they add to the restaurant’s image as an exciting, lucrative opportunity.


But dealing graciously with customers and playing the role of elegant host is only part of a restaurateur’s many duties. Food-service business operators spend most of their time developing menus; ordering inventory and supplies; managing personnel; creating and implementing marketing campaigns; making sure their operation complies with a myriad of local, state, and federal regulations; completing lots of paperwork; and doing other administrative chores. Certainly the financial opportunities are there—as are the fun aspects of the business. But starting, running, and growing a food-service business is also hard work.


Regardless of the type of food-service business you intend to start, the best way to learn is to work for a similar operation for a while before striking out on your own. Doing so will give you significant insight into the realities and logistics of the business.


Jim Amaral, founder of Borealis Breads in Portland, Maine, started working in bakeries when he was 15. “I worked my way up from washing pots and pans to frying doughnuts to doing the basic retail bakery stuff,” he recalls. Today, he owns a bakery that specializes in sourdough breads and brings in more than $10 million a year in both wholesale and retail business out of multiple locations in Maine.


Another restaurateur who started in the business at the age of 15 is Scott Redler. “As soon as I started working in a restaurant, I realized this was my passion,” he says. “The energy level of a restaurant—there’s nothing like it in the world. When you have a busy restaurant, and you’re watching everything happen as it should, it’s just a wonderful feeling of satisfaction. You’re making people smile.” After working in various restaurants for 11 years, he opened a Chinese fast-food place at the age of 26. That venture failed within eight months. Redler then went to work for a large restaurant company, where he eventually advanced to the position of senior vice president, overseeing 15 operations. But he still yearned for his own place, so he developed the concept that became Timberline Steakhouse & Grill in Kansas (which he sold in 2011). He recognized that the fast, casual segment was gaining momentum, so he created Freddy’s Frozen Custard and Steakburgers, which offers hot dogs, hamburgers, and (as you might expect) frozen custard. Freddy’s Frozen Custard and Steakburgers is now a franchise operation with 150 stores in 30 states.


Ann Crane took a more direct path to restaurant entrepreneurship. For 15 years, she worked for Meyerhof’s Cuisine and Catering, a catering business in Irvine, California. When the owner passed away, Crane bought the company from the heirs.




 






stat fact




[image: ]







[image: ]





Lunch is the most popular meal for people to eat away from home. Popular lunch items include hamburgers, sandwiches wraps, salads, soups, and ethnic foods.






 





Originally from Marsala, Italy, Stefano LaCommare began his career cooking for the crew on his father’s commercial fishing boat. He came to the United States in 1974 and opened his first restaurant in New York in 1982. He sold that restaurant and moved to Florida in 1989, where he went to work as the chef for a family-owned Italian restaurant. Wanting to be in business for himself, he offered to buy that restaurant. The family refused, so LaCommare resigned and opened the first Stefano’s Trattoria in Winter Park, Florida, in 1994. He sold that restaurant, opened another under a different name (the original Stefano’s was still operating under its new owner; it later went out of business, so he was able to use the name again), sold that one, and then opened his current Stefano’s Trattoria in Winter Springs in 2006.


Paul Mangiamele grew up in the restaurant business, working for quarters in his uncle’s New York trattoria when he was a youngster. Through high school and college, he bussed tables, washed dishes, served, bartended, and learned the entire operation. After college, he worked for a number of large restaurant companies and owned his own franchised outlets. Today, he is the president and CEO of Bennigan’s.
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If you have a retail food-service business, you may find you don’t have time to spruce up your facility during the year. For this reason, many independent restaurants close for one to two weeks every year so the owners can look over their facilities and make necessary changes. They may add a fresh coat of paint, repair ripped upholstery, and inspect all the equipment. Because there are no customers or employees in the facility, contractors can work quickly and without interruption. This annual closing period also allows employees to take vacations.


To maintain good relations with your customers, give them advance notice of your upcoming closure. Post a sign on your door stating the dates during which you’ll be closed and the date you’ll reopen. The same information should be posted on your website and social media pages. If you maintain an email list, send an email blast notifying customers of the dates you’ll be closed and another when you re-open. Record an outgoing message on your answering machine or voice mail with the same information. While you’re closed, check your answering machine or voice mail regularly in case a supplier or anyone else needs to get in touch with you or someone on your staff.


Generally, restaurants close during the slowest time of the year, when the closing will have the least impact on revenue and customers. Of course, if you’re a seasonal operation, you can take care of major maintenance and updates when you’re closed during the off-season.






 





When Brian Neel was looking for work during his freshman year in college, he landed a job as a dishwasher at a Melting Pot restaurant. He worked there all through college, moving from dishwasher to other kitchen work, serving, and eventually managing. After graduating college, he appraised real estate during the day and managed the restaurant at night. Two years later, he bought his first Melting Pot franchise, and today he owns ten of them in five states.
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Be sure each square foot in your restaurant generates income. You’ll pay the same rent for the kitchen and the closets as you do for the dining area, so you should have no wasted space.






 





Sam Mustafa’s restaurant career began at 19, when he failed out of Southern Illinois University, and took a series of jobs at fast-food restaurants. He learned that he loved the business but didn’t like working for someone else. His first restaurant was Sam’s Café, located on the college’s campus. After graduation, Mustafa opened a number of other restaurants around the SIU campus before moving to Charleston, South Carolina, in 2000. Today his company is Charleston Hospitality Group, LLC, which is the umbrella for four restaurants, a catering operation, a limousine company, and a bakery.


As you can see, there are several ways to get started in the food-service business. You can purchase a franchise, build an independent operation from the ground up, buy an existing operation, or lease space in an existing structure. Each approach has its advantages and disadvantages, which you need to consider carefully before making a final decision (Chapter 13 discusses these options in detail). But regardless of how you get started, there are some things you need to know about operations that are common to virtually all types of food-service businesses.


Setting Hours of Operation


Your hours of operation will vary depending on the particular type of food-service business you have. Ultimately, it’s up to you to determine the hours for your business.


Most quick-service restaurants are open for lunch, dinner, and the post-dinner crowd. Typically, they open at 10:30 or 11 A.M., and close anywhere between 9 and 11 P.M. Some national fast-food franchises and chains also serve breakfast and open as early as 6 A.M. Others stay open until well past midnight on weekends, and some are open 24 hours a day.


The hours of midscale and upscale restaurants vary depending on the concept. A restaurant that offers only a buffet will most likely not serve breakfast and may only be open from 11 A.M. to 9 P.M. Many family-style restaurants, on the other hand, specialize in serving breakfast and typically open at 6 A.M. They continue serving meals until after dinnertime, closing around 9 P.M.


Casual-dining restaurants tend to cater to the lunch and dinner crowds. These establishments open around 11 A.M. and stay open late, especially on weekends, to appeal to the post-dinner crowd. During the week, they tend to close at 10 or 11 P.M. On Fridays and Saturdays, they may stay open until midnight or 1 A.M.


Often, upscale restaurants that serve only dinner are open only from 4:30 or 5 P.M. to 10 P.M. These businesses are able to survive on dinner sales alone because they have found a concept that works, and they’re sticking with it. Most full-service restaurants, however, are open for both lunch and dinner, six or seven days a week. Those that are open only six days a week are most often closed on Mondays.


Hours vary somewhat among full-service restaurants. If you open such a restaurant and don’t plan to offer cocktail service, start off with a split-shift operation: Open for lunch from 11 A.M. to 2 P.M. and then open for dinner from 4:30 to 9 P.M. each day. If you decide to serve cocktails, you could keep the same dinner hours but serve appetizers and drinks at all hours, say from 11 A.M. to 11 P.M. If you have just a beer-and-wine bar, as opposed to a full bar, the split-shift system can work well.


Sandwich shops, delicatessens, and pizzerias are typically open for lunch and dinner six or seven days a week. Hours vary depending on location and market, but most open from 10 or 11 A.M. to 6 or 8 P.M. (for sandwich shops) or as late as 11 P.M. or midnight (for pizzerias and full-service delis).


Commercial bakeries begin baking the day’s products as early as 2 or 3 A.M.; some even operate 24 hours a day. Retail bakeries and coffeehouses tend to open early enough to capture the breakfast crowd.


Caterers typically have an office staffed during normal business hours, perhaps 8 or 9 A.M. to 5 P.M. The actual hours people work depend, of course, on their particular jobs and span all hours of the day and all days of the week. Because many catering jobs are at night, there is usually a staff working late hours.


Depending on your location, you should judge the best times to be open. In some cases, being near a ballpark or event venue may prompt you to be open late to serve the crowds leaving the game or event being held. Eateries near a busy hospital may aim for a 24/7 shift, because hospital employees often want to get out of the building on their breaks. Conversely some areas are bustling during the day and deserted at night. When setting your hours consider the location and when you may be busiest.


Scheduling Employees


When you’ll need employees to report to work depends a great deal on the type of food-service business you have. As a general guide for restaurants, the first person to arrive in the morning should be your head cook or chef—the person responsible for the kitchen. He or she should arrive a few hours before the restaurant opens to begin preparing the side dishes that you will serve throughout the day. These items can include soups, vegetables, sauces, homemade breads or biscuits, rice, and generally anything else you might serve in large quantities over a span of several hours. The preparation of side dishes should be completed 30 minutes before the doors open for business.
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Be around and visible. Of course, large chain restaurants are run by managers, and you may want to hire managers to help you run your operation. But most successful independent food-service operations have an owner who works in the business every day. They’re in touch with their customers and their employees, they know what’s going on in the day-to-day operation, and they’re available to make decisions as needed.






 





The head chef or cook might also be responsible for accepting and inspecting deliveries, or, if you prefer, your manager or assistant manager can arrive at the same time to take care of paperwork and deliveries. If your head cook comes in before opening, he or she should be able to leave after the lunch or dinner crowd has been served, with the second cook carrying on until closing. The second cook will be responsible for cleaning the kitchen, often with some kitchen help, so it’s ready for the next morning.


Your dining room manager, maître d’, or chief host or hostess should arrive 30 minutes to an hour before opening to make sure that everything in the front of the house is in order. This will allow time for him or her to check the dining room table settings, napkins, salt and pepper shakers, and any other elements that will make the front room more presentable to the public.


The person in charge of these front-of-the-house pre-opening chores can work through the lunch hour and dinner hour, if you serve both meals, or from the dinner hour through closing if you only serve dinner. This employee can also close out the cash register.


The bar manager should also come in 30 minutes before the restaurant opens for business. He or she will be responsible for the appearance of the lounge area, stocking the bar and keeping track of liquor inventory, making sure free bar snacks are out, and preparing to open the bar.


Very often the bar manager will also likely be your chief bartender. This person will continue working through the early-evening shift, and your second bartender will usually handle the late-evening crowds. Because weekend evenings are the busiest for both bars and restaurants, schedule your bar manager to work Tuesday through Saturday to cover the most hectic times. In addition to the bar manager, one or two part-time bartenders can assist with the weekend crowd.


Service Procedures


Regardless of how formal or casual your operation is, your goal should be to treat customers like royalty, and you can meet this goal by providing strong, professional service from the moment your customers walk in the door. Because your team of employees will be responsible for how well your customers are treated, they should reflect the policies you’ve established as the owner.


Uniforms will help develop a sense of identity and pride among your staff, as well as project a professional image. All employees who work at the same level should wear an identical uniform, which can be simply a white shirt and black pants or a black skirt. The point is, all bus persons should wear the same uniform, and everyone on your wait staff should wear the same uniform.


Set standards for the appearance of your business. Everything from your plates and utensils to your kitchen to your serving stations and even your bathrooms should receive the same careful consideration. If you find spots on your glassware or plates, then you’ve failed to meet high standards. If toilet tissue and towels are strewn about the restrooms, then you’ve failed to meet high standards. If you want to create a dining experience that people will remember, make it a good one.


The actual service should range from polite to ingratiating. The host or hostess should greet customers with a cheerful hello and ask how many people are in the party. If there is still smoking allowed in restaurants in your area, you can ask if people want to sit in the no smoking section. If a line forms, or if all the tables are full, the host or hostess should take customers’ names and let them know how long they should expect to wait. Unless you take reservations, customers should be seated on a first-come, first-served basis. If you have a bar, give customers the option of waiting there. Make menus available to people who are waiting so they can be thinking about what they’d like to order.
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To build a profitable foodservice business, you need systems. Approach your operation with the understanding that regardless of how creative or fun it might be, it’s a business, and successful businesses are built on systems that produce consistent, reliable results.






 





Once customers are seated, promptly present them with a menu and inform them that their server will be with them in a moment. The busperson should fill their water glasses immediately (unless you’re in an area with water restrictions). When the server arrives, the first thing he or she should do is inquire if the customers would like anything before ordering their meals, such as a beverage or an appetizer.
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Eighty percent of restaurant owners started their careers in entry-level positions.






 





After giving customers time to review the menu, the server should come back to answer questions and take meal orders. The server should be thoroughly familiar with the menu and any specials. All orders should be recorded on a check and should be repeated back to customers to make sure they’re correct.


Servers should remove food from the left and beverages from the right and should never reach in front of a customer to serve or remove anything.


The waitstaff and buspersons should always be in their stations checking to make sure customers have everything they need for a satisfying meal. They should refill water glasses regularly, supply the necessary condiments, and ask if the food is satisfactory after customers have had time to start eating. After the guests have finished their entrées, servers should ask if they would like dessert or coffee. When the server is sure the customer is finished with the meal, the check should be presented. However, a number of casual dining restaurants will leave the check shortly after serving the entrée, assuring the customers that they are not being rushed and returning to the table regularly to fill any additional requests.


If there has been a service failure of any sort, even an unavoidable one, do your best to make amends, perhaps with a free dessert or after-dinner drink. If a customer complains about a particular dish, offer to replace the item at no charge. Above all, never argue with a customer. When you do, even if you win, you lose, because chances are that customer will never return, and you will have created negative word-of-mouth. This can also be damaging if negative reviews get onto the social media, which may stop other customers from visiting your establishment.


When They Don’t Come In


Many restaurants offer drive-thru service. Lunch is the most frequently purchased meal in the drive-thru lane. More than 50 percent of meals purchased at drive-thru windows are typically eaten at home, not in the car. Households with children typically use drive-thru windows more than those without.


There’s more to creating an efficient drive-thru than just setting up a window in your building and a lane in your parking lot. Consider this: For every 10 seconds saved serving drive-thru customers, you can add $1,000 in incremental sales.


To keep the line moving quickly, have a clear, easy-to-read menu board positioned before the ordering station. Assure accuracy by having employees confirm each order before the customer proceeds to the payment/pickup window. To speed up payment, have the customer’s change ready before he or she gets to the payment window.


Some municipalities restrict drive-thrus due to environmental concerns. Before you plan for a drive-thru, check with the local planning and zoning board to be sure it will be allowed.


Cleaning Your Facility


At the end of every business day, you must clean your facility. You can either have your staff or an outside commercial cleaning service handle this task. Your cooks can clean the grill and mop the floor after closing. The waitstaff and buspersons can refill condiments and clean the tables, booths, and floors in the dining area. The dishwasher should finish the day’s dishes and restock dishes for the cooks and waitstaff.


If you can’t afford to pay your employees to complete all these duties or would simply prefer not to, a commercial cleaning service can take care of them. For a set fee, a cleaning service will visit your restaurant every night after the employees have left. They can clean the entire restaurant, including the kitchen, wait stations, dining area, and restrooms. If you decide to use a cleaning service, ask for references and check out the company before making a final decision. It’s also a good idea to find out what cleaning products they use. You wouldn’t want someone to clean the grills with the same product they use to clean the restrooms. Look for a cleaning service that has worked with restaurants before. Ask other restaurant owners for recommendations, or go online and look for cleaning companies, then ask them about their experiences with restaurants.


Details on operational issues relating to specific types of food-service businesses are explained in later chapters.









CHAPTER 3


Developing Your Business Plan


Whether you’ve got years of food-service experience behind you or you’re a novice in the industry, you need a plan for your business—and you need to have it in place before you buy the first spoon or crack the first egg. This chapter will focus on a few issues pertaining to food-service businesses, but they are by no means all you need to consider when writing your business plan.


Many entrepreneurs view writing a business plan with even less enthusiasm than they had for homework when they were in school. But if you’re excited about your business, creating a business plan should be an exciting process. It will help you define and evaluate the overall feasibility of your concept, clarify your goals, and determine what you’ll need for startup and long-term operations.


This is a living, breathing document that will provide you with a road map for your company. You’ll use it as a guide, referring to it regularly as you work through the startup process and then during operation of your business. And if you’re going to be seeking outside financing, either in the form of loans or investors, your business plan will be the tool that convinces funding sources of the worthiness of your venture.


Putting together a business plan is not a linear process, although looking at the final product may make it seem that way. As you work through it, you’ll likely find yourself jumping from menu development to cash flow forecasts to staffing, then back to cash flow, on to marketing, and back to menu development. Take your time developing your plan. Whether you want to start a coffee-and-snack cart or a gourmet restaurant, you’re making a serious commitment, and you shouldn’t rush into it.


Carving Your Niche


Before you can begin serious business planning, you must first decide what specific segment of the food-service industry you want to enter. While there are many commonalities among the variety of food-service businesses, there are also many differences. And while there is much overlap in the knowledge and skills necessary to be successful, your own personality, passion, and preferences will dictate whether you choose to open a commercial bakery, a coffee cart, a fine-dining restaurant, or another type of operation. Then, once you’ve decided what business best suits you, you must figure out what niche you’ll occupy in the marketplace.


Chances are you already have a pretty good idea of the type of food-service business that appeals to you. Before you take the actual plunge, read through the chapters that describe the various operations, and see if they suit your particular working style.


The Business Plan


Regardless of your entrepreneurial vision, a business plan is important in any endeavor, especially if you are hoping to attract some backers to help you foot the bill for getting your dream restaurant off the ground. A well-thought-out business plan tells the story of your entrepreneurial dream and details your vision in a way that can help you generate the necessary funding.


Even if you are not seeking backers, a business plan can help guide you through the process of gathering all the key information to keep you on track as you proceed.


There are books, articles, websites, and software packages designed to take you through the steps necessary to build a business plan. They usually come complete with templates to follow. The following business plan basics are designed to serve as a starting point; you can fill in any holes as you read through this book. Then you can decide on the particulars like what kind of food(s) you will be serving, and what you will need for your startup and operational costs.


Remember, a business plan is a way of organizing on paper (or on your computer, tablet, iPhone, or iPad) all of the pieces of the puzzle, from foods to how you will set up your kitchen to how many employees you will need and what jobs they will handle.


Keep in mind that a business plan is generally fluid. It is a living, breathing document that can serve as a benchmark as well as be altered and expanded as your business grows and changes over the years. While you can file it away, you should look at it once a year to see if what you are doing adheres to your initial plans or if your variations on the original theme are a good idea.


A typical business plan includes the following:




	
Executive summary. This is a short, broad, yet enticing summary of the business. What is the business all about, and why are you excited about it? Although it usually appears first, this section is often written last, after you have put all the pieces in place.


	
Products and/or services. Here you can include specific menu items that you want to start out with and other possibilities that you anticipate adding down the road. Explain their popularity and why they will draw attention from your customers. Do you have a culinary specialty? Also explain what goes into making these culinary delights.


	
Industry analysis. First, you’ll want to paint a picture of the food-service industry in general and then a more specific picture of how the industry operates in your specific market. Highlight this section with facts and numbers. By researching and writing a few paragraphs on subject, you will also learn more about the industry.


	
Competitive analysis. This is huge! Do your research carefully, and know the competition. Be realistic. Listing the strengths and weaknesses of your direct competitors helps you determine where you will fit into the local market. Then see if you can provide something that your competitors do not offer. Do you have more menu options? Better price points? An atmosphere that kids will love? An ambiance that high-end clientele will appreciate? Ethnic foods not often found in your area? Maybe you’ve even created a new food combination like the pirito, a flat rectangular cross between a panini and a burrito.


	
Marketing and sales. Once you have the details in place, you need to explain how you will let the world know you are in business. In this section, you discuss your plans for marketing and promoting your eatery. Talk about your online marketing, your website, directories in which you will be found, apps on which you will be located, and all print and media advertising you will be doing. Also, if you plan to do any catering or offer any other products or services, mention them here.

If you are seeking funding, this section is extremely important because backers want to know that you have thought about what you will be selling, to whom, and how you will reach your audience and build a following. Also include your pricing in conjunction with pricing for similar types of restaurants in your area.




	
Management. Let readers know who is running the business. Potential financial backers or investors are particularly interested in this information because they want to know to whom they are lending their money. First and foremost you’ll want to explain who you are and why you are the person to launch a successful restaurant. Remember, many businesses are more about the person behind the business than anything else. After all there are many restaurants lining the streets. Success is often measured by the person with a successful vision, so don’t sell yourself short. Also include all of the key people involved in making your business happen.


	
Operations. Will your staffers be making some of the unique appetizers at the customer’s tables? Are you planning for a large drive-thru business? Will you be featuring homemade pasta? Are you opening one location or two? Will your bakery be making exotic one-of-a-kind cakes?

Carefully think through this section. Much of it depends on what foods you sell, the size of your establishment, and the type of business you are opening. Walk yourself through the entire operation step by step to see if it works smoothly. Then write it all down.




	
Financial. The goal here, with help from your accountant, is to make realistic projections based on researching similar businesses. Here you show the numbers and see where you will make profits—or not. This is a must-do section whether or not you are seeking backers. You need to know your markups on food and beverages plus your profit potential and how long it will take to start showing a profit after opening your doors. Also include a cash and balance sheet for a year to show cash flow. Remember, cash flow is the lifeline of a business, especially a restaurant where you need available money on a regular basis to order food, pay your vendors on time, and pay your staff. Hint: Be conservative in your financial estimates.


	
Financial requirements. If you are seeking funding, include the amount of financing needed, based on the previous sections, to reach your goals. Detail how you will be spending the money you receive from investors. Anyone putting their hard-earned money into your business wants to know how it will be spent. Again, be realistic, research all costs carefully, and indicate how much money you anticipate putting into the business venture yourself. Hint: You stand a much greater chance of getting investors interested or bank loan approval if you have invested your own money into the business.





When you finish your business plan, carefully review it. Make sure it tells the story of the business you envision. Next, make sure it covers all the key areas that pertain to running your business in a smooth manner. Finally, if you are planning to show your business plan to prospective backers, or anyone else, make sure to proofread it very carefully.
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When you make a change to one part of your business plan, be sure you think through how that change will affect the rest of your operation. For example, if you decide to add more items to your menu, do you need to change your kitchen setup to accommodate them? Or if your original plan was to offer limited service where customers ordered and picked up their food at a counter, but you have now decided to take the food to the tables, how will that affect your staffing plans?






 





Add any supporting documentation at the end, which may include various financial reports, culinary awards, diplomas, or anything else that highlights your story and your business plan. You also want to make sure to have copies of the licenses necessary to run your food-service business.


Do not try to dazzle prospective readers with hype; instead, provide the real story of the business so that it is clear on paper how it will operate and when you anticipate making money.


Of course, this is a very basic business plan outline. Before you start writing, you need to do research and look at other business plans in books or online. Websites such as www.Bplans.com or a computer program such as Business Plan Pro from Palo Alto software (www.businessplanpro.com/) can be very helpful.


What Food-Service Business Best Suits You?


Are you an early riser, or do you prefer to stay up late and sleep late? If you like—or at least don’t mind—getting up before dawn, your niche may be a bakery or a casual breakfast-and-lunch operation. Night owls are going to be drawn to the hours required for bar-and-grill types of restaurants, fine-dining establishments, and even pizzerias.


Do you like dealing with the public, or are you happier in the kitchen? If you’re a people person, choose a food-service business that gives you plenty of opportunity to connect with your customers. If you’re not especially gregarious, you’ll probably lean more toward a commercial type of business, perhaps a bakery or even a catering service, where you can deal more with operational issues than with people.


Some other types of questions to ask yourself include: Do you have a passion for a particular type of cuisine? Do you enjoy a predictable routine, or do you prefer something different every day? Are you willing to deal with the responsibilities and liabilities that come with serving alcoholic beverages?


As you do this self-analysis, think about your ideal day. If you could be doing exactly what you wanted to do, what would it be? Now compare your preferences with the requirements of each type of food-service business (described in Chapters 5 through 10) and come up with the best match for yourself.


Once you’ve decided on the right niche for you as an individual, it’s time to determine if you can develop a niche in the market for your food-service business.
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Your business plan should include worst-case scenarios, both for your own benefit and for your funding sources. You’ll benefit from thinking ahead about what you’ll do if things don’t go as you want them to. You’ll also increase the comfort level of your lenders/investors by demonstrating your ability to deal with unexpected and potentially negative situations.






 





Researching Your Market


You must do an in-depth examination of your market. Market research will provide you with data that allows you to identify and reach particular market segments and to solve or avoid marketing problems. Without market research, it would be impossible to develop marketing strategies or an effective product line. The point of doing such research is to identify your demographic audience. If you are planning to open a family-friendly restaurant you’ll want to do research to find out where families are living so you can find a convenient location. Likewise, if you’re opening a high-end bakery with one-of-a-kind masterpieces, you’ll want to locate the affluent crowd that can afford your tasty treats. Before choosing a location, see if it is in need of a specific type of restaurant. For example, you might find a family neighborhood with no reasonably priced family dining locations, so you may want to change your plans from fine dining to family fare. Marketing will help you find your audience or help you meet an underserved market need. Market research will also give you important information about your competitors. You’ll need to find out what they’re doing and how that approach meets—or doesn’t meet—the needs of the market.
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When you think your business plan is complete, look at it with fresh eyes. Is it a true and honest representation of the facts? Is it realistic? Does it consider all the possible variables that could affect your operation? After you’re satisfied, show the plan to two or three associates whose input you value and trust. Ask them to be brutally honest with their evaluation; you need to know now if there are any glaring problems with your plan so you can correct them before they cost you time and money. You also have to be ready to answer any questions asked regarding your business plan, so have your associates ask you some tough questions.






 





One of the most basic elements of effective marketing is differentiating your business from the competition. One marketing consultant calls it “eliminating the competition.” However, before you can differentiate yourself, you need to understand who your competitors are and why your customers patronize their businesses and what you can offer that they do not.


Are You on a Mission?


Your mission statement is the foundation of your business plan. Most food-service business owners have a reasonably clear understanding their company’s mission. They know what they’re doing, how and where it’s being done, and who their customers are. Problems can arise, however, when that mission is not clearly articulated in a statement, written down, and communicated to others.


A mission statement defines what an organization is and its reason for being. Writing down your mission and communicating it to others creates a sense of commonality and a more coherent approach to what you’re trying to do.


For example, a caterer’s mission statement might read, “Our mission is to provide businesses and individuals in the Raleigh area with delicious food delivered to their location, set up and served according to their preferences.” A coffeehouse’s mission statement might read, “Our mission is to serve the downtown business community by providing the highest-quality coffees, espresso, baked goods, and sandwiches in a cordial atmosphere that meets the needs of customers on the go.”


A mission statement should be short—usually just one sentence and certainly no more than two. A good idea is to cap it at 100 words. Once you’ve articulated your message, communicate it as often as possible to everyone in the company, along with customers. Post it on the wall, hold meetings to talk about it, and include a reminder of the statement in employee correspondence. You should also communicate it to your suppliers. If they understand what you’re all about, it will help them serve you better. It’s more important to adequately communicate the mission statement to employees than to customers. It’s not uncommon for an organization to use a mission statement for promotion by including it in brochures and on invoices, but the most effective mission statements are developed strictly for internal communication and discussion. Your mission statement doesn’t have to be clever or catchy—just motivating and accurate.


Keep in mind that most business plans today are not very long, taking up a few pages. Your plan should not exceed 20 pages and will usually be sent electronically. You may even have a mini-version of your plan for potential investors who are looking for the concise story. They can always ask to see more, and you can have the full plan at the ready.


A critical part of your business plan to open a food-service establishment will involve setting up your facility. In the next chapter, we’ll take a look at the fundamentals of setting up a kitchen and dining area.









CHAPTER 4


Kitchen and Dining Room Basics


The two key parts of your facility are the production area, where the food is prepared, and the public area, where your customers either dine or make their carryout purchases. How you design and equip these areas depends, of course, on the particular type of operation you want to have. This chapter will take a look at the basics that apply to most operations, and the following six chapters will go into more detail regarding specific types of food-service businesses.


As you begin planning your facility, consider hiring an experienced, reputable consultant in the restaurant industry to assist with the layout of your dining and production areas. Consultants can also help you link all the elements—menu content and design, pricing, décor, kitchen layout, staffing, training, and other support services. To find a good consultant, network with restaurateurs who have businesses similar to the one you want to open, read trade publications, talk with equipment dealers, and perhaps even ask restaurant brokers for referrals. Then get referrals about the consultant and find out if they actually helped or threw around a few ideas and collected a big fee. Consultants range from marvelous to questionable so choose carefully.


The information about setting up your facility applies whether you are starting from scratch with bare walls or refurbishing an existing restaurant. If you choose to open in a location that has previously housed an eatery or if you decide to purchase an operating restaurant (see Chapter 13 for more on “Locating and Setting Up Your Business”), it may include furnishings, fixtures, and equipment that you can use. While this could reduce your initial startup costs, you should take care that your décor reflects your concept and does not look used or shabby. If the concept of the previous restaurant and yours are similar, be sure you change enough of the interior so that it is clear this is a new operation with your own personal stamp on it.


The Dining Room and Waiting Area


Much of your dining room design will depend on your concept. It might help you to know that studies indicate that 40 to 50 percent of all sit-down customers arrive in pairs, 30 percent come alone or in parties of three, and 20 percent come in groups of four or more.


To accommodate various party sizes, use tables for two that can be pushed together in areas where there is ample floor space. This gives you flexibility in accommodating both small and large parties. Place booths for four to six people along the walls.


Develop a uniform decorating concept that will establish a single atmosphere throughout your restaurant. That means whatever décor or theme you choose for the dining area should be reflected in the waiting area. Also, be sure your waiting area is welcoming and comfortable. Whether your customers are seated immediately or have to wait awhile for their tables, they will gain their first impression of your operation from the waiting area, and you want that impression to be positive.


To utilize space, consider using parts of the bar area for customers who are waiting to be seated. People can have drinks while they wait or sit at tables in that area if available. Do not pressure people waiting to have a drink or they’ll likely think you’re taking advantage of the situation. Also make sure your staff is alert and buspersons clear off tables quickly when people leave. It’s not a good reflection on your business to have tables covered in dirty dishes for more than a few minutes or empty tables when people are waiting.


Regardless of the type of operation you choose, the quality of your chairs is also critical. Chairs are expensive, and how comfortable they are—or aren’t—is the second most common source of environmental complaints in restaurants (the first is noise). But while your seats should be comfortable, they shouldn’t be too soft, either—you don’t want customers falling asleep. They should also allow for ease of movement. Diners should be able to get up and down easily and slide across seating surfaces without tearing clothing or hosiery. And they need to be sturdy. When an overweight customer sits down or even tips a chair back on one or two legs, the chair shouldn’t break. Also, the appearance of your seating—including chairs, benches, stools, and sofas—should match your overall ambience. Choose materials that can tolerate abrasive cleaning products as well as the abuse of being stacked and unstacked. Also measure that chairs, and booth seating, for that matter, are at a proper height for average-size people.


High-Tech Needs High-Touch


Will your customers be able to call a server or place an order simply by touching a few buttons on their table? Use touch screens to play games or flirt with someone at a nearby table?


Table-top technology will become increasingly common since more consumers and more customers see it as a normal part of communication. Even better, many of the systems are affordable and improve productivity. However, glitzy devices will never be a replacement for genuine service. Human interaction will always be a critical element of successful food-service operations, especially in high-end restaurants.
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All restrooms should be supplied with hand soap, paper towels or a hand-drying device, toilet tissue, and easily cleanable waste receptacles.






 





Production Area


Generally, you’ll need to allow approximately 35 percent of your total space for your production area. Include space for food preparation, cooking, dishwashing, trash disposal, receiving, inventory storage, employee facilities, and an area for a small office where daily management duties can be performed.


Allow about 12 percent of your total space for food preparation and cooking areas. If you want to entertain your customers with “exhibition cooking,” design a protective barrier that allows the cooking to be seen but limits physical access by customers. This also minimizes germs and health violations.


Stefano LaCommare designed the kitchen at Stefano’s Trattoria himself—it’s compact, efficient, and creative. Prep tables are close to cooking surfaces. Refrigerator drawers are located under the stovetops for easy access to ingredients. Nonfood prep areas (such as dishwashing and supply storage) are distinctly separate to maintain health and sanitation standards.


To make your production area as efficient as possible, keep the following tips in mind:




	Plan the shortest route from entrance to exit for ingredients and baked goods.


	Minimize handling by having as many duties as possible performed at each stop—that is, at each point the item or dish stops in the production process.


	Eliminate bottlenecks in the production process caused by delays at strategic locations. When things aren’t flowing smoothly, figure out why. Be sure your equipment is adequate, well-maintained, and located in the proper place for the task.


	Recognize that the misuse of space is as damaging to your operation as the misuse of machinery and labor.


	Eliminate backtracking, the overlapping of work, and unnecessary inspection by constantly considering possibilities for new sequences and combinations of steps in food preparation.


	Set up the dishwashing area so the washer can develop a production line. The person responsible for washing dishes should rinse them in a double sink, then place them into racks on a small landing area next to the sink. From the landing area, the racks full of dishes are put through the commercial dishwasher, then placed on a table for drying. The size and capacity of your dishwasher will depend on the needs of your operation.
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Produce a concise paper version of your menu that your customers can take with them to make placing carryout or delivery orders easier. Also make sure your menu is on your website, and update it when items and/or prices change.






 





Receiving and inventory storage spaces will take up to about 8 percent of your total space. These areas should be located so they’re accessible to delivery vehicles. Use double doors at your receiving port, and always keep a dolly or hand truck available. Locate your dry-storage area and walk-in refrigerator and freezer adjacent to the receiving area.
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An important piece of equipment in every food-service operation is matting. Rubber mats reduce employee fatigue and prevent falls from spills. Place quality mats in all areas where employees such as cooks, dishwashers, preparation staff, and bartenders will be standing for long periods. Also place mats wherever spills may occur, such as at wait stations, near storage areas, and in walk-in refrigerators and freezers. A good 3-by-5-foot anti-fatigue mat will range in price from $30 to $65.






 





Because most food-service businesses require employees, you should also have a private room for them that includes a table, a few chairs, a closet or garment rack (to hang coats and street clothes after staffers have changed into their work clothes), lockers for safe storage of personal belongings and valuables, and a restroom. The staff facility should not take up more than 5 percent of your total space.


You’ll also need a small area where you or your manager can perform administrative tasks, such as general paperwork, bank deposits, and counting out cash drawers. This space is essential even if you have another office at home where you do the majority of your administrative work.


Ventilation


Pollution control is tightening across the country, and new regulations are being introduced every year. This has had a significant impact on ventilation requirements for restaurants. New, more efficient systems that meet the stringent requirements have increased the cost of starting a food-service business. Expect to pay $175 to $450 per linear foot for the hood and grease filter and $20 to $50 per linear foot for the ductwork. While ventilation systems are expensive to install, they offer a tremendous opportunity for energy conservation. The more efficient systems are worth their extra cost because they result in substantially lower monthly utility expenses. Check with HVAC (heating, ventilation, and air conditioning) system manufacturers and installers to find the best options for your particular facility.


You have three basic ventilation system options. The first is reducing the quantity of exhaust air, which will decrease the exhaust fan size and ultimately lower your purchasing and operating costs. In conjunction with this option, you can also reduce the amount of makeup (fresh) air you have to introduce to compensate for the amount of exhaust air you release. This, in turn, will reduce the size of the makeup air fan you need and result in lower purchasing and operating costs. Finally, you can change the method of introducing makeup air so it doesn’t have to be conditioned. This will significantly reduce the air-handling costs.




 






aha!




[image: ]







[image: ]





Food doesn’t have to be served on traditional plates or in an expected setting. One California barbecue chain, for example, serves a full meal, family style, in a wooden wagon. A popular family restaurant in New York would typically serve the younger customers with burgers, fries, or other kid-friendly items in a car built out of cardboard. It’s different, memorable, fun, and keeps the customers coming back.






 





One of the best ways to achieve a reduction in exhaust air and makeup air is to install a high-velocity, low-volume system, which reduces the exhaust air output by 40 percent. This directly affects the makeup air quantities—because makeup and exhaust must be in balance—and results in savings in processing the makeup air. A key benefit of such a system is that it introduces raw, unconditioned air directly into the exhaust ventilator, a process that eliminates the cost of heating or cooling a portion of the makeup air.


Merchandising


How you present your food and beverages is as important to sales as how those offerings taste. You can have the most delicious sirloin steak in town, but if you don’t present it to the customer properly, it won’t be as enjoyable as it could be. Presenting food in an attractive manner is called “merchandising,” and it’s a powerful marketing tool that successful restaurateurs use to improve sales.
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Throughout your facility, be sure you have adequate and appropriate lighting. The kitchen and work areas should be brightly lit to assure productivity, accuracy, and safety. Your dining and waiting areas and other customer spots should be lit in a way that’s compatible with your theme and overall décor. Keep safety in mind at all times. A candlelit dinner is certainly romantic but not if your patrons trip and fall on their way in or out because they can’t see where they’re going.






 





Merchandising is an art that requires a creative mind that can anticipate public likes and dislikes. Your concept, for instance, is a form of merchandising. So is how you present the dishes on your menu and the drinks in your bar. Arranging each of your dishes so the food looks appealing will please the customer who ordered the dish, as well as attract the attention of other customers.


Many restaurants use parsley as a basic garnish, but an increasing number of establishments are turning to more creative options ranging from fresh fruits and herbs to little ornaments and even edible flowers.


Just as important as the garnish you use is selecting the right plate or glass for your food and beverages. For instance, you can serve a regular cut of prime rib on one type of plate and a deluxe cut on a different plate. This also applies to drinks: You might have one type of glass for regular beer and a better glass for premium beer and imported classics. You could, for example, serve a German beer in a stein.


Good merchandising is a great way to increase your sales. It’s also a way to enhance your image and develop that all-important word-of-mouth advertising. You can find plenty of photos of foods prepared and plated on the internet or in books and/or magazines. You need not reinvent the wheel. Look at some of the presentations you like and utilize similar ideas, or add a twist and create your own new version of what you have seen. Presentation counts in food service industry.


The furniture and fixtures that you’ll need depend, of course, on the specific type of food-service business you start. Your shopping list may include all or part of the items in Figure 4–1.
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FIGURE 4–1: Furniture and Fixtures Checklist


Pricing Menu Items


Before pricing each item on your menu, you must first account for how much it costs to purchase the ingredients or prepared foods. Then you should incorporate your overhead and the labor costs for preparing and serving the food into the price of each item. Finally, you can add your profit. The net profit restaurants expect on food ranges from 8 to 20 percent, depending on the item. In many cases, the menu price is about three times the food cost. However, this is just a general guideline. There will likely be situations where the market will allow you to charge more, especially if you have a high-quality, indemand item.
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Check the dirty dishes when they’re returned to the kitchen to evaluate waste and determine whether you’re serving too much. You may be able to increase profits by reducing portion sizes. Some restaurants waste a lot of food by serving portions that are simply too large.






 





Your net profit before taxes on drinks can be quite high: as much as 60 percent—or even more—of your total selling price. You should generally charge anywhere from 1,500 to 4,000 percent of your cost for drinks, depending on the particular drink and your location. Alcohol is a huge profit maker for restaurants.


“Take a look at the balance between the commodity [food] pricing and what you spend on labor for preparation and presentation,” says Paul Mangiamele, president and CEO of Bennigan’s. “You need a margin that’s acceptable but also communicates value to your customer.”


You may want to do some price testing to be sure that you are charging an amount that not only customers are willing to pay but also one that will generate an acceptable profit for you. However, be careful: “I do not think the old adage that you keep raising prices until the customer can’t bear it anymore holds true,” says Mangiamele. “The greedy people in this business are usually the ones that go out of business first. There needs to be a balance between a number of issues, such as who else is in your niche, your competitors’ pricing, your unique selling proposition, and the experience you are delivering. It’s more than just the food aspect because you can get food anywhere. You have to deliver an experience and value as well.”


Setting prices can be tedious and time-consuming, especially if you don’t have a knack for juggling numbers. Make it your business to learn how to estimate labor time accurately and how to calculate your overhead properly so that when you price your menu, you can be competitive and still make the profit you require. Also get a beat on what similar restaurants are charging in your general area for comparable menu items.


Menu Nutrition Labeling


Federal law requires restaurants and similar retail food establishments with 20 or more locations to post nutrition information on their menus. Many states and local governments also require food-service operations to make this information available to customers. For complete details on what you need to do to be in compliance, visit the U.S. Food and Drug Administration’s website at www.fda.gov.


Keep It Clean


In the food-service business, cleanliness is absolutely essential and a lot easier to achieve if you keep it in mind from the beginning. See Chapter 15 for more on restaurant sanitation issues.









CHAPTER 5


Restaurant


The mainstay of the food-service industry is the general-category restaurant. The popularity of restaurants stems primarily from the fact that people have to eat and that variety is the spice of life. But there’s more to it than that.


The rise in single-parent families, dual-income couples, and individuals working more than one job are all factors driving into restaurants customers who don’t have the time or desire to cook for themselves. Of course, time issues aren’t the only reason people dine out. Restaurant customers also benefit from the relatively low inflation of menu prices; competition in the industry in recent years has kept menu prices at fairly reasonable levels.
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Consider your options carefully before deciding to open a themed restaurant. Some theme operations—especially those owned by celebrities—have enjoyed popularity, but the allure of theme operations appears to be waning. One restaurant analyst says the problem with theme restaurants is that most people visit them once, twice, or maybe three times but don’t go back. It doesn’t matter how good the food is if you can’t pull in repeat customers because they take a “been there, done that” attitude toward your operation. If the novelty wears off, so will your profits.






 





Restaurants are also great places to entertain or conduct business. Going to a restaurant with friends or associates takes the pressure off people who want to concentrate on interacting rather than on preparing a meal. Many restaurants offer private rooms, large tables, and banquet facilities for these customers.


Many restaurants cater to customers who want a certain dish but for whatever reason—perhaps a lack of culinary skill or the inability to find ingredients—are unable to prepare it for themselves. Ethnic restaurants or restaurants that serve exotic desserts often attract customers with such strong cravings.


Finally, beyond the food itself, many customers want to enjoy the atmosphere of the restaurants they visit. Ethnic restaurants and specialty-themed restaurants are examples of operations that meet this particular market need.


Before starting any type of restaurant, you must know who your customers are and where they’re located. With that information, you can decide on the best site and move forward with your plans. However, restaurateurs don’t always agree on the best approach to concept development and site selection.


Some restaurateurs believe you must determine your concept and market before choosing a location. For example, you may want to start an Italian restaurant, so you research the market for this type of cuisine, and then, based on what you find out, choose a general area and later a precise location for the restaurant.


Others believe that finding the location is the most important task and place secondary emphasis on concept and market. For instance, an entrepreneur may find a great building in a downtown business district, decide that it’s perfect for a restaurant, and then determine the best concept for the location.


When it comes to restaurants, it doesn’t really matter whether you research your market or your location first; what’s critical is that you take the time to research both thoroughly.


Choosing Your Concept


Most restaurateurs have a concept in mind when they open their business. It may be from their ethnicity, what they enjoyed learning about in culinary school, or simply based on their favorite foods. In some cases the choice of food may stem from a particular region. A restaurant owner who grew up in New Orleans may want nothing more than to bring the flavors of the Big Easy to another part of the country. Whatever the reason, there are several very common restaurant concepts that are mainstays in the industry and very often money makers. Let’s look at them now.


Seafood Restaurants


Quick-service seafood restaurants generally offer a limited range of choices, often restricted to fried seafood. Typically these restaurants are found near beaches or along boardwalks or piers. Midscale and upscale seafood restaurants offer a wider selection, prepared in ways other than fried, such as baked, broiled, and grilled. Most seafood restaurants also offer a limited number of additional menu items, such as steak and chicken.


Seafood can be a risky area on which to focus, as prices are always changing, and many kinds of seafood are seasonal. Also, quality can vary tremendously. When shopping for seafood, make sure that the items are fresh and meet your standards of quality. If you’re not happy with what a distributor offers, you can be sure your customers won’t be, either.


The décor of a typical casual seafood restaurant is typically marine-related with fishing nets, buoys, and aquariums. Finer seafood restaurants usually have minimal marine-related furnishings. You’ll often find fine dining seafood restaurants located on or near a waterfront, which adds to the nautical ambience, but they can also be found inland in many coastal states. Some of the nation’s best seafood comes from Maine, Massachusetts, Maryland, Florida, Louisiana, Washington, Hawaii, and the San Francisco area in California.


Steakhouses


Steakhouses are part of the midscale and upscale markets. Midscale steakhouses are typically family-oriented and offer a casual environment with meals perceived as good values. In terms of décor, comfort is emphasized, and Western themes are popular.


Upscale steakhouses offer a more formal atmosphere and may serve larger cuts of meat that are of better quality than those served in midscale restaurants. Upscale establishments also charge higher prices, and their décor may be similar to that of other fine-dining establishments, offering guests more privacy and focusing more on adult patrons than families.
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Choose a site for your restaurant that’s near a well-known landmark. It will be easier for customers to find you if they can use a landmark as a reference point.






 





New York, Dallas, Las Vegas, San Francisco, and Chicago are among the most popular cities for steakhouses, but you can find them all over. In recent years, the most beef has come from Texas, Kansas, Nebraska, California, and Oklahoma.


Although red meat is the primary focus of steakhouses, many offer additional items, such as poultry, seafood, and pasta selections. Salad bars are popular at midscale steakhouses.


Family-Style Restaurants


As the name implies, these establishments are geared toward families. Because they charge reasonable prices, they also appeal to seniors. They offer speedy service that falls somewhere between that of quick-service places and full-service restaurants. Their menus offer a variety of selections to appeal to the interests of a broad range of customers, from children to seniors. Family-style restaurant prices are typically priced higher than those at fast-food restaurants, but these establishments provide table service to compensate. Some also offer family-sized portions to divide among your clan.
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Your restaurant’s menu is an important sales and communication tool. I’m not talking about what’s on the menu, as in food; I’m talking about the actual menu, which must portray your restaurant’s theme clearly and consistently. It also must clearly describe the dishes you offer and their prices. Some restaurant owners also use the menu to describe the history of their operation or to provide other information that customers may find interesting. Be sure to make your menu attractive and easy to read.


If you run an upscale, fine-dining establishment, use a paper menu with a cloth binder. Many midscale and upscale restaurants use paper or laminated menus. If you plan to make changes to your menu throughout the year, a cost-effective method is to use plastic menu covers and insert paper menus that can be changed whenever necessary. The plastic menu covers are easy to clean and preserve paper menus for extended use.


Be sure to clean your menus regularly. Menus can be a haven for germs and a stained or sticky menu does not get a dining experience off to a great start. At Stefano’s Trattoria, menus are cleaned twice daily (after lunch and dinner).






 





The décor of family-style restaurants is generally comfortable, with muted tones, unremarkable artwork, but often with a theme, and plenty of booths and wide chairs. Booster seats and highchairs for children are readily available.


Casual-Dining Restaurants


These establishments appeal to a wide audience, ranging from members of Generation Y to Generation X to baby boomers with families to seniors, and they provide a variety of food items, from appetizers and salads to main dishes and desserts. Casual-dining restaurants offer comfortable atmospheres with midrange prices. Many center on a theme that’s incorporated into their menus and décor.


Ethnic Restaurants


Ethnic restaurants enjoy a significant share of the U.S. restaurant market. They range from quick-service places with limited menu selections to upscale eateries with a wide variety of menu items. Their menus typically include Americanized versions of ethnic dishes, as well as more authentic food. Most ethnic restaurants also include a few American cuisine dishes.


The three most popular kinds of ethnic restaurants are Italian, Mexican, and Chinese. Other popular ethnic restaurant types include Indian, Thai, Caribbean, English, French, German, Japanese, Korean, Mediterranean, and Vietnamese. An even wider variety of ethnic restaurants can thrive in areas with a culturally diverse population, such as large metropolitan areas.


Setting Up Your Facility


The major factors to think about in terms of a restaurant’s design are the size and layout of the dining room, kitchen space, storage areas, and office. Dining space will occupy most of your facility, followed by the kitchen and preparation area and then by storage. If you have an office on the premises—and you should—that will most likely take up the smallest percentage of your space.


You may want to hire a food-service consultant or designer to help plan your layout, or you can do it yourself. Remember that all the components (dining room, kitchen, menu, etc.) have to work together, which is why it’s a good idea to get some assistance from an expert. In his Melting Pot franchises, Brian Neel begins with his own ideas and then works with the franchisor’s in-house architect and interior designer. “Make sure you like it, but definitely get help from a designer and a consultant,” he advises. “Professional restaurant designers have a very good understanding of the flow of traffic patterns. They know how to create a mood. People dine at restaurants for three things: food, service, and atmosphere. It’s very difficult for one person to be completely knowledgeable about all these categories. You ought to get as much help as you can from professionals who have been successful.”
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Before hiring a consultant, determine exactly what you want help with, then get a complete proposal in writing, including the scope of the work, a timetable, and a fee schedule.






 





The design of your restaurant should promote an efficient operation. The kitchen should be close to the dining room so the waitstaff can serve meals while they’re still hot—or cold. The office is the least important factor in the design. You can locate it in the back of the restaurant or even in the basement, along with the storage area. Consider which personnel will need access to which items, then try to locate those items as conveniently as possible to the appropriate workstations.
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Use technology to get to know and remember your customers. In his Melting Pot restaurants, Brian Neel maintains a database on every customer. “When they make reservations, we ask them if they’re celebrating anything, and if they are, we make a note of it,” he says. “When they come in, we greet them and acknowledge whatever they’re celebrating. We put a little card on the table, congratulating them again, and the server will acknowledge it as well.”


In addition, Neel says, servers make notes on each guest’s preferences. “If they really loved a particular wine, or a dish, or the booth where they were seated, we put it into the computer so the next time they call for a reservation, we can ask if they’d like that bottle of wine waiting for them or if they’d like us to reserve the booth they enjoyed so much.”


The idea is to create a memorable dining experience that customers will want to repeat. “Not only do you have to provide great food, but you’ve got to provide great service and have an atmosphere that’s warm and inviting,” says Neel. “And then you’ve got to do the little extra things to make the guest remember you and remember their experience.”






 





Customer Service Area


This area is important because it determines the first impression your restaurant will make on your guests. It must accurately convey the atmosphere of the restaurant in a way that takes advantage of the space available. Your customer service area should include a waiting area for customers, a cashier’s station, public restrooms, and a bar, if you choose to have one. Other than fast-food or quick-serve establishments, most restaurants have bars or at least serve beer or wine. As mentioned earlier, alcohol (with a huge markup) can make your business very profitable.
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A popular and effective marketing technique used by quick-service restaurants and made famous by chains such as Burger King and McDonald’s is offering value meals. These meals typically include a main item, side dish, and beverage, all packaged at a price lower than a customer would pay to buy each item separately. For example, a hamburger restaurant may offer a value meal of a burger, fries, and soft drink. A Mexican restaurant might offer a burrito, side salad, and beverage. Like fast food in general, value meals offer convenience and savings to the customer.






 





The waiting area and cashier’s station should be located near the entrance. The cashier’s station can be designed as a small counter with a cash register, or you can use more space to display merchandise or any baked goods you might sell.


If you decide to set up a small retail center, your cashier’s station will take up a little more room, and you’ll have to invest in a counter with a glass casing or shelves. This is a small investment, however, when you consider the potential return on the additional sales.


Most upscale restaurants do not have a cashier area where patrons walk up and pay. Instead, the waitstaff typically collects the payment at the table and takes it to the bar cash register. They then bring the change back to the table or return with the credit card slip to be signed.


You can use your cashier’s station as the host or hostess station, or you can set up a separate station at the threshold between the customer service and dining areas. A host or hostess stand usually consists of a small wooden podium with a ledger or computer keyboard and monitor for recording the names of waiting guests.


The waiting area itself should have a few benches lining its walls. Don’t skimp on these seats. They should be cushioned, unless your theme dictates otherwise, so your customers are comfortable during their wait. If the wait turns out to be long, and if your seats are hard and uncomfortable, chances are you’ll lose customers and generate some bad word-of-mouth.


In many restaurants, a bar will generate a good portion of the operation’s revenue. Generally speaking, you should have one bar seat for every three dining seats. For example, if you have 150 dining seats, your bar should have about 50 seats, including bar stools and seats at tables. Allow about 2 square feet of floor space per stool. Your tables should have about 10 to 12 square feet per customer.


A bar also provides an additional waiting area for your restaurant. It’s a good place for your customers to relax and enjoy themselves while their table is being prepared. You can also serve food at the bar, which is especially beneficial when you have a long waiting list. Also keep in mind that many restaurants either take a guest’s cell phone number or provide an electric electronic pager to contact their waiting guests.
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Dine out often? Knowing what other restaurants are doing will help you maintain your competitive position, as well as give you ideas to improve your own operation.






 





Dining Area


This is where you’ll be making the bulk of your money, so don’t cut corners when designing and decorating your dining room.


Visit restaurants in your area and analyze the décor. Make notes of what works well and what doesn’t, and apply this to your own décor plans.


The space required per seat varies according to the type of restaurant and size of the establishment. For a small casual-dining restaurant, you’ll need to provide about 15 to 18 square feet per seat to assure comfortable seating and enough aisle space so servers have room to move between the tables. People don’t like being crowded together with other diners. Keep in mind that while you want to get in as many people as possible, you also want return customers. It is often said that 80 percent of business comes from return customers. If people are crammed in and don’t enjoy their dining experience, they won’t be likely to return.


Essential items for your dining area include china or dishware, glasses, napkins (either cloth or paper), flatware, and an assortment of containers for foods not served on plates. Make sure all your tableware is compatible with your overall concept. Plan to pay about $2,000 to $4,000 for a complete set of dinnerware. The big question is how much do you need? Consider the china requirements for a 100-seat dining room shown in Figure 5–1 on page 49. Remember, while one set of china is being washed another is being used. Also, there will be breakage!
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FIGURE 5–1: Suggested Minimum China Requirements for a 100-Seat Dining Room (Source: www.Restaurantstore.com)


The furniture and fixtures in your dining area should match your concept and be appropriate to the market you’re trying to attract. For example, a family-style restaurant needs to have comfortable tables and booths that can accommodate children’s booster seats and highchairs. A fine-dining establishment should be more elegant, with tables situated to provide your patrons with privacy.


Develop a uniform atmosphere all through the public areas of your restaurant. That means the décor of your waiting area, dining room, bar, and even restrooms should match.


Production Area


Too often, the production area in a restaurant is inefficiently designed, and the result is a poorly organized kitchen and less-than-top-notch service. Your floor plan should be streamlined to provide the most efficient delivery of food to the dining area.


Keep your menu in mind as you determine each element in the production area. You’ll need to include space for food preparation, cooking, dishwashing, trash disposal, receiving, inventory storage, and employee facilities, plus your office area.


The food preparation, cooking, and baking areas are where the actual production of food will take place. Allow about 12 percent of your total space for food production. You’ll need room for prep and steam tables, fryers, a cooking range with griddle top, small refrigerators that you’ll place under the prep and steam tables, a freezer for storing perishable goods, soft drink and milk dispensers, an ice bin, a broiler, exhaust fans for the ventilation system, and other items, depending on your particular operation.


Arrange this area so everything is only a couple of steps away from the cook. You should also design it in such a way that two or more cooks can work side by side during your busiest hours.


You’ll want to devote about 4 percent of your total space to the dishwashing and trash areas. Place your dishwashing area toward the rear of the kitchen. You can usually set this up in a corner so it doesn’t get in the way of the cooks and servers. Set up the dishwashing area so the washer can develop a production line.


Equipment


Getting your restaurant properly furnished and equipped requires a substantial investment, both financially and in terms of taking the time to make the best choices. It’s important not to skimp when it comes to developing a customized plan for your operation. Use the information in this section as a guide.


Production Equipment


Regardless of the type of restaurant you’re opening, you’re going to need production equipment. While specific equipment needs will vary from one restaurant to another, most establishments serving hot meals will have to equip a service and preparation kitchen.
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If you have a large facility, consider wireless headsets to allow various staff members to communicate quickly and efficiently.






 





If you’re entering a facility that already has a kitchen, it may already have much of the equipment you need. You can modify what’s there to meet your needs and add any other pieces.
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It is estimated that 7 out of 10 adults (70 percent) visit a restaurant on their birthday, making birthdays the most popular occasion to dine out, followed by Mother’s Day (38 percent) and Valentine’s Day (28 percent). Many restaurants offer free meals or at least a free drink or dessert for the birthday guest. This is a great incentive, because the birthday guy or gal is always accompanied by paying customers. Encourage people to go to your website or establishment to sign up to get a free birthday meal or treat.






 





Outfitting your preparation kitchen requires a substantial amount of equipment. Budget anywhere from $30,000 to $65,000 for your heavy-production equipment. Before you buy anything, study all the developments that have taken place in the industry and look for versatile, cost-effective, and even energy-saving equipment.


Most full-service restaurants will have a mixer, a slicer, preparation sinks, hand-washing sink(s) (check with your local health department for minimum requirements), a portion scale, a food cutter, baker’s bins and tables, a meat grinder, a blender, a griddle-top range with an oven, a convection oven, a fryer, a cheese melter, a broiler, a pressureless steamer, a steam kettle, and a refrigerator and freezer in their preparation kitchens.


Figure on spending another $1,200 to $2,700 for small-production items like ladles, tongs, spoons, pans, potholders, spatulas, can openers, and other items.


The service area of the kitchen is typically where the final touches are put on the plate and where side orders like salads, soups, sandwiches, and so forth are prepared. A kitchen helper or the server will generally be responsible for food preparation in the service kitchen.


A complete service kitchen should consist of a prep and steam table, a toaster, heat lamps, a microwave oven, a utensil rack, a roll warmer, and a sandwich table. You’ll also want to place your beverage center in or near your service kitchen. You’ll need a coffeemaker, an ice machine, a beverage stand, a soda system, an ice cream cabinet, and a water station. You’ll end up spending from about $11,000 to $20,000 to equip this area.


Dishwashing Equipment


A three-stage dishwashing machine is probably the best way to tackle your dishwashing needs. The machine will cost from $2,000 to $25,000. Installing the equipment, complete with landing area, dish table, garbage disposal, and three-compartment sink, will run you anywhere from $5,000 to $25,000.


Receiving and Storage Equipment


The largest and most costly piece of equipment in your receiving and storage area will be your walk-in refrigerator/freezer, which will cost between $3,000 and $8,000. This will be your main storage area and one of your most important pieces of equipment, because it will preserve your food and keep it fresh. Don’t cut corners here.


Your receiving area will also need a scale, a breakdown table, and shelving for the walk-in refrigerator/freezer. You should be able to pick up these items for $2,000 to $4,000.


Bar Equipment


Outfitting a lounge area in a restaurant can be almost as taxing as buying equipment for the restaurant. The first thing you’ll need, of course, is the bar. You can buy a standard bar with a refrigerator underneath from an equipment dealer, or you can have one custom made. Either way, plan to spend about $5,000 to $12,000 for the bar.


Equipping the bar will require a cash register, a three-compartment sink with a drain board, an ice bin, an ice machine, a beverage-dispensing system, a beer-dispensing system, glasses, mixers, blenders, ice crushers, bottle openers, and miscellaneous tools. Altogether, the bar equipment should cost between $12,000 and $22,000.


One of the most important pieces of equipment for your bar is your beverage-dispensing system. You’ll want one that performs a variety of functions. Two types of automatic beverage dispensers are available: one for mixes and one for liquor. A seven-valve dispensing system that can calibrate the amount of mix served will be sufficient when you start out. You can lease this piece of equipment for $150 to $350 per month, and leasing makes it easier to upgrade the equipment if demand warrants.
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Look up restaurant equipment companies online and get cost and quality comparisons. Visit some of the following sites to get an idea of the equipment and prices offered:




	
A-Z Restaurant Equipment Company—http://a-zrestaurantequipment.com



	
Central Restaurant Products—www.centralrestaurant.com



	
Elite Restaurant Equipment—www.eliterestaurantequipment.com



	
Food Service Warehouse—www.foodservicewarehouse.com



	
Restaurant Source—www.restaurantsource.com



	
Webstaurant Store—www.webstaurantstore.com



	
Zesco—www.zesco.com










 





You can also pour liquor by hand. To help with portion control, you can attach pre-pour plastic spouts to each open bottle. These prevent overpouring by dispensing a measured amount of liquor into a drink. Bar equipment manufacturers usually sell these spouts for $28 and up apiece.


Tableware and Miscellaneous Supplies


Purchase your tableware, dishes, and glasses based on the seating capacity of your operation. Use the following list to determine how much silverware to buy for your restaurant. Multiply the quantity needed by your restaurant’s seating capacity.




	2 spoons and knives


	1 iced tea spoon


	1 soup spoon


	3 forks


	1 12-ounce soda and iced-tea glass





In addition, you’ll need salt, pepper, and sugar containers for each table, plus about a dozen sets for backup. You’ll also need about a dozen sets of tongs and a dozen large pans.


You’ll need paper products such as napkins, doggie bags, to-go containers with covers, place mats, towels, and tissues. Suppliers can advise you on how large an order you should place based on your seating capacity and anticipated volume. Try ordering paper products in bulk, filling as much supply space as you have for them, because you will get lower rates buying in volume. Once you work with a supplier regularly, you should be able to set up specific times to replenish your stock of such goods.


Other important items are ashtrays (if smoking is permitted), potholders, spatulas, a wire whisk, a can opener, paper towel dispensers, garbage cans, a first-aid kit, a mop, a mop bucket, a broom, a dustpan, vacuum, and bus boxes.


Uniforms


Most restaurants require their staff to wear uniforms, giving the employees and the restaurant a more professional appearance. As noted earlier, many restaurants simply tell their employees what colors to wear and the type of outfit, without supplying “formal” uniforms. Your cooking staff, however, may need aprons, chef’s hats, hairnets, and other items. If you are choosing actual uniforms for serving personnel, they are available in a wide range of styles and colors. Choose attractive uniforms, and, if possible, pick uniforms that reflect the theme of your establishment.


Inventory


A restaurant’s inventory consists of items used in the preparation of meals and other restaurant fare. This includes fresh food items such as milk, produce, and meat and preserved items such as canned vegetables and frozen sauces. Nonfood items, which also make up part of a restaurant’s inventory, may include garnishes, miniature umbrellas for drinks, and disposable bibs for customers who order messy dishes like ribs or lobster. Restaurant supplies, such as napkins, paper towels, cups, plates, and flatware are considered equipment rather than inventory because they’re not actually food.


Your basic stock must fulfill two functions: First, it should provide customers with a reasonable assortment of food products. Second, it should cover the normal sales demands of your business. To calculate basic stock accurately, you must review sales during a set time period, such as a full year of business. Of course, during your startup phase, you’ll have no previous sales and stocking figures to guide you, so you’ll project your first year’s stock requirements based on your business plan. Use the items in Figure 5–2 on page 55 to determine what equipment to buy for your restaurant


Depending on the size and type of your restaurant, during your first year, you can expect to spend anywhere from $12,000 to $85,000 on food, $3,500 to $25,000 on beverages, and $700 to $2,000 on paper products.


Staffing


There are several categories of personnel in the restaurant business: managers, cooks, servers, buspersons, dishwashers, hosts, and bartenders. Each has a specific function and contributes to the operation of the restaurant. When your restaurant is still new, you may find that some of the duties will cross over from one category to another. For example, the manager may double as the host, and servers may also bus tables. In a very small operation, you and your family may assume some of these roles. Because of this, be sure to hire people who express a willingness to be flexible in their duties.


Your payroll costs, including your own salary and that of your managers, should be about 25 to 35 percent of your total gross sales. If payroll costs are more than 35 percent of gross sales, you should look for ways to either cut those costs or increase sales.
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FIGURE 5–2: Restaurant Equipment and Fixtures Checklist


Most restaurant employees typically work shifts from 10 A.M. to 4 P.M. or 4 P.M. to closing. One lead cook may need to arrive at your restaurant early in the morning to begin preparing soups, bread, and other items to be served that day.
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Be sure your entire waitstaff is familiar with everything on the menu. They should know how items are prepared, how they taste, and if special requests can be accommodated. Spend at least 15 minutes with your entire crew every day before the restaurant opens going over the menu, the specials, and any special events that will be occurring that day. If someone asks about ingredients and your server doesn’t know the answer, make sure he or she asks the chef or someone preparing food. It’s dangerous for them to guess, or assume, because people can have serious allergic affects to certain ingredients.






 





Manager


The most important employee in many restaurants is the manager. He or she can help you with your duties or handle them entirely if you plan to be an absentee owner.


Your best candidate for the job will have already managed a restaurant in your area and will be familiar with local buying sources, suppliers, and methods. A manager should be able to open and close the restaurant; purchase food and beverages; open the cash register(s); track inventory; train and manage the staff; deal with suppliers; develop and implement a marketing strategy; and handle other miscellaneous duties. Beyond these responsibilities, the manager must reflect the style and character of your restaurant. Don’t hire a cowboy to manage your fine-dining establishment.


A good manager should have at least three years of nonmanagement restaurant experience in addition to two years of managerial experience. It’s often best to hire a manager with a background in small restaurants because this type of person will know how to run a non-corporate eatery. As a rule, restaurant chains buy in mass quantities from central suppliers, which means chain managers probably won’t have the buying experience your operation requires.


You’ll also want a manager who has leadership skills and the ability to supervise personnel in the kitchen, service area, hospitality entrance, bar, lounge, and restrooms, and who can also make customers feel welcome and comfortable.


Restaurant managers typically work 50 to 60 hours a week—which can contribute to a high burnout rate. To combat the potential of burnout and to reduce turnover, be careful not to overwork your manager, and be sure he or she has adequate time off to relax.


To get the quality of manager you want, you’ll have to pay well. The median salary for a restaurant manager in the United States is $42,387. Depending on your location, expect to pay a seasoned manager $35,000 to $60,000 a year, plus a percentage of sales. An entry-level manager will earn $30,000 to $35,000 but won’t have the skills of a more experienced candidate. If you can’t offer a high salary, work out a profit-sharing arrangement; this is an excellent way to hire good people and to motivate them to help you build a successful restaurant.
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The first thing you need to keep in mind about servers is that they are usually not long-term employees. Unlike some European countries, where you will find more career servers, in the United States these are usually jobs taken before people move on to higher-paying employment. While some enjoy the job, much of your waitstaff will be temporary, so anticipate a high degree of turnover. Therefore, you need to understand that motivating employees is very important. However, if you push too hard they may walk. You need them to do their best during work hours, in exchange for flexibility in their personal lives.


The number of servers you need depends on the type of service you want to offer, your table turnover rate, the size of your restaurant, and the type of technology you’re using. In the past, when everything was done by hand, there were two forms of service: First, you have the servers who worked alone with maybe 15 seats to handle. A single server took the order, got the drinks, served the food, and wrote the check with only the help of a busboy. The other form was more elaborate, with a captain, a front and back waiter, and a busboy for each station. A team could handle 25 to 30 seats. This was, and still is, more typical in fine-dining establishments that can afford to pay a larger staff.


But technology has changed the way many restaurants approach staffing and service. Computers are streamlining the ordering and serving processes, with one server taking the order and entering it into the computer, where it’s transferred to the kitchen, and then, when the food is ready, it’s delivered by a runner who may have no further contact with the guests. A restaurant may have one or two runners whose sole job is to deliver food as it comes out of the kitchen.


Try to design a floor plan that will let you create flexible stations that can be adjusted based on your volume and staffing. If you’re using runners to support the servers, and the server is doing everything except delivering the food and busing the tables, limit each server to 25 seats, or “covers.” If you’re not using runners, limit the number of seats per server to no more than 15.






 





Chefs


At some restaurants, the star attraction is the chef. A top chef creates his or her own culinary masterpieces for you to serve and some have been known to make or break the success of a restaurant. There are actually several types of chefs and their salaries depend on experience, location, training (such as culinary school), and the benefits package offered. Pastry chefs, for example, may start out at roughly $28,000 per year and can work their way up to executive pastry chefs, with a median salary of just over $60,000. A sous chef, who is second to the executive chef and oversees what is going on in the kitchen, will typically start under $30,000 but move up the ladder. The median income for sous chefs is $44,436, while top sous chefs earn close to $60,000.


Executive chefs typically earn between $53,000 and $76,000, with the median salary being $62,759. Of course, well-known star chefs can earn six figures. Such higher figures are generally offered by five-star hotels and restaurants in large cities.


Cooks


When you start out, you’ll probably need three cooks—two full-time and one part-time. One of the full-time cooks should work days, and the other should work evenings. The part-time cook will help during peak hours, such as weekend rushes, and can work as a line cook, doing simple preparation, during slower periods. The full-time cooks can also take care of food preparation before the restaurant opens, during slow times and after the restaurant closes.


Hire your cooks according to the type of restaurant you want. If your goal is a four-star, fine-dining establishment, you’ll want to hire a chef instead of a short-order cook. If you plan to have an exciting and extensive dessert menu, you may want to hire a pastry chef. Cooking schools can usually provide you with the best in the business, but look around and place ads in the paper before you hire. Customers will become regulars only if they know they can expect the best every time they dine at your restaurant—and to provide that, you need top-notch cooks and chefs.


Salaries for cooks vary according to their level of experience and your menu. If you have a fairly complex menu that requires a cook with a great deal of experience, you may have to pay anywhere from $575 to $650 a week. You can pay part-time cooks on an hourly basis; check around to see what the going rate in your area is. College students can make good part-time cooks.


Dishwashers


As the job title implies, dishwashers keep clean dishes available in your restaurant. You can probably get by with two part-time dishwashers, one working the lunch shift and the second covering the dinner shift. If you’re open for breakfast, you can go with either one full-time and one part-time person or three part-time dishwashers. Expect to pay minimum wage to minimum wage plus $1.50 an hour.


Serving Staff


Finding the right serving staff is just as important as finding the right manager. The servers are the people with whom your customers will have the most interaction, so they must make a favorable impression to keep customers coming back. Servers must be able to work well under pressure, meeting the demands of customers at several tables while maintaining a positive and pleasant demeanor.


In general, there are only two times of day for waitstaff: very slow and very busy. Schedule your employees accordingly. The lunch rush, for example, usually starts around 11:30 A.M. and continues until 1:30 or 2:00 P.M. Restaurants are often slow again until the dinner crowd begins arriving around 5:30 to 6:00 P.M. Volume will typically begin to slow at about 8 P.M. This is why some restaurants are open only for peak lunch and dinner times. During slow periods, your waitstaff can take care of other duties, such as refilling condiment containers.
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If you want your food prepared according to basic recipes you’ve developed, hire a cook rather than a chef. Cooks will follow your instructions, whereas chefs typically want to create their own dishes in addition to preparing standard fare. Chefs generally have more extensive training and command significantly higher salaries than cooks. If you are opening a high-end restaurant in a very competitive market, you’ll need a creative chef.






 





When your restaurant is new, you may want to hire only experienced servers so you don’t have to provide extensive training. Servers are the front line of your operation. You can pay them minimum wage (or less because they make tips) and risk them leaving at any time, or you can try to go one step up on your competition, pay a little more, and have a staff that helps you grow your reputation. Then, as you become established, you should develop a training program to help your employees understand your philosophy and the image you want to project.


As part of your serving staff, you may want to hire runners who are responsible only for delivering food from the kitchen, freeing up the servers to focus on the customers.


Hosting Staff


Depending on the size and style of your restaurant, you may need someone to seat guests, take reservations, and sometimes act as cashier. You may want to hire someone part time to cover the busy periods and have the waitstaff or manager handle these duties during slower times. Hire people-oriented, organized individuals for host positions; after all, they will determine the first impression your customers form of your service staff. Students often make great hosts. Pay for this position typically ranges from minimum wage to slightly higher.
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When training servers, give them an opportunity to work in every part of your operation. Let them take reservations, greet and seat guests, bus tables, and even work in the kitchen. With this experience, they’ll not only be able to provide superior service once they’re out on the floor waiting tables but also will be better team players because they’ll have a firsthand understanding of everyone’s role in satisfying the customer.






 





Buspersons


Buspersons are responsible for setting up and clearing tables and filling water glasses after customers are seated. Your buspersons should be assigned to stations, just like your waitstaff; in fact, buspersons and servers should work together as a team. Buspersons should be trained to pay attention to their stations, refilling water glasses as necessary, making sure condiment containers are clean and full when the table is turned, and generally supporting the server.


Typically, buspersons will be part-timers who work during peak periods. Servers can handle busing tables during slow times. Consider hiring high school and college students as buspersons. These positions usually earn minimum wage plus a portion of the tips received by the servers they assist.


Bartenders


If you have a small bar in your restaurant and it’s only open at night, one bartender, with a couple of backups available, will probably be sufficient. Never count on only one person; if something happens and they cannot come in, you can lose a night’s business. If you expect to earn a good portion of your business from the bar, you’ll need two bartenders—one full- and one part-time person to assist during peak periods. If your bar attracts customers during both the lunch and dinner periods, you’ll need two or three bartenders, or you might try a combination of a full-time bartender or bar manager, plus two or three part-time helpers.


The bartender begins his or her day by prepping the bar, which includes preparing the condiments and mixers for the entire day as well as ordering supplies. The bartender also needs to check the liquor requisition sheet and the liquor inventory and restock the bar. If you use a computerized beverage-dispensing and inventory management system, the bartender will check the meters and hook up the necessary bottles.


The night bartender will close the bar. Last call for drinks should occur 30 minutes before the legally required closing time. The closing process usually includes packaging the garnishes and placing them in the refrigerator, wiping down the bar area and stools, and restocking the bar.


It’s important to look for a bartender who knows how to pour regular, well-known drinks as well as special requests. Experienced bartenders can make small talk and relate to people individually while juggling several drink orders in their heads. They also know when to stop pouring drinks for intoxicated customers and call a taxi or other transportation to take such customers home. Bartenders are usually paid an hourly wage, often $7 to $11 an hour plus tips, which, according to the Bureau of Labor Statistics brings their wages up to $16 per hour. Finding, recruiting, screening, and hiring employees are discussed in more detail in Chapter 14.









CHAPTER 6


Pizzeria


The first pizza restaurants appeared in the United States during the 1930s. In the decades that followed, pizza went from novelty to fad to habit. Originally an Italian dish, pizza is now one of the most popular American fast foods. It’s enjoyed as lunch, dinner, and even as a snack by consumers of all age groups and socioeconomic backgrounds. People flock to try new varieties, such as Chicago or Sicilian style, stuffed crusts, double crusts, and creative topping combinations. But as popular as pizza is, the competition is intense—and a successful pizzeria is much more than a great pie.


You have two primary choices when starting a pizzeria. One is a to-go restaurant in a modest facility with a specialized menu highlighted by pizza, beer, and limited seating. The other is a full-service pizza restaurant with a menu that features not only a variety of pizzas, beer, and wine but also Italian entrées such as spaghetti, ravioli, and various pasta dishes, plus hero sandwiches, garlic bread, salads, side dishes, and desserts.


An operation that usually works well by itself and can easily be multiplied into a chain is the to-go concept, with anywhere from 30 to 55 seats for a small section of sit-down customer dining but without any table service.


If you don’t have the extra money necessary for the sit-down portion of the business when you start, you’ll be able to grow into it after things are rolling, assuming your facility has the space to accommodate it. Many to-go pizza stores also deliver and find the revenue from this portion of their market substantial. With a little advertising and two or three licensed drivers from a local high school or college, you, too, can offer the convenience and reap the profits of home and office delivery.


The Pizza


The foundation of a pizzeria is, of course, the pizza. If you don’t know how to make a good pizza, hire a pizza cook who does. Without a good product, you’re sure to fail, regardless of what else you do. Invest in top-quality ingredients and preparation methods, and make every pizza as if you were going to eat it yourself. Do that, and your customers will keep coming back.
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Here’s the key to it all: how to make the pizza. Roll out the dough about 2 inches larger than the pan. Press it into the curves of the pan, then pull some slack dough into the center to compensate for shrinkage, and trim the edges around the pan. With a ladle, spread the sauce over the entire surface to the edges. Use more cheese on the plain cheese pizzas and less on those with other toppings. Add the toppings chosen by the customer, spreading them evenly. Never overload the pie, because it will take so long to cook through to the middle that the bottom will burn.


The oven should be set at 500 to 550 degrees—hotter if you’re busy and opening the oven door often. If you’re using fresh dough, cook the pizza in the pan until the top is golden brown, then slide the pie off the pan to brown the bottom. Remove the pizza from the oven, slide it onto a cool pizza pan, cut and serve.






 





Should you offer thick or thin crust? It depends on your market. A thick, doughy crust tends to be popular in the Eastern United States, while in the West, the crust of choice is generally thin and crisp. However, you’d be wise to provide customers a choice and offer both types. For thinner crusts, you can use preformed shells, but make the thick ones yourself.


You might also want to offer a choice of crust flavors. For instance, you could try to sprinkle special toppings or spices—such as garlic, Parmesan cheese, or poppy seeds—on the crust before baking. The market response to these “specialty” crusts has been tremendous, and you can offer them for free or for a nominal extra charge, because they cost you practically nothing extra, yet they make your pizzas more flavorful. If you offer a variety of crusts, be sure to promote them on your menu and other marketing materials.


Stefano LaCommare, owner of Stefano’s Trattoria, says the right amount of spices and seasonings are critical to good pizza dough. It’s also important to adjust your dough recipe based on the season and environment. For example, when the humidity is high, you might need more yeast; or in the winter, you might use warm water, but very cold water in the summer.


Beyond the basic crust is the style of pizza. Sicilian- and Chicago-style pizzas are varieties with thick, chewy crusts. Chicago-style pies are baked in a deep dish, while Sicilian is baked on a flat pan. But the ingredients are essentially the same, so you can try experimenting with both traditional and other styles to see what sells best in your market. But don’t get carried away with variety: You don’t want to overburden your cook with too many shapes and sizes that have different cooking times, require customized pans, or need special dough-rolling procedures.


Setting Up Your Facility


A to-go pizzeria has minimal space requirements (Figure 6–1 on page 66). Most range in size from small takeout and home-delivery operations of only 800 square feet to larger, limited seating-capacity operations of 1,500 square feet.


For a full-service pizzeria, you’ll need a facility between 2,500 and 4,000 square feet (Figure 6–2 on page 67). Depending on the type of facility you want to open and your own resources, expect to spend $70,000 to $1.5 million to get your pizzeria ready for your grand opening.
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FIGURE 6–1: Sample Layout of a To-Go Pizzeria
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FIGURE 6–2: Sample Layout of a Full-Service Pizzeria


There are no textbook ratios for distribution of space in a pizzeria, but a good formula is to allocate 20 percent for your customer service area (25 percent in a strictly to-go/home-delivery operation), 45 percent for the dining area, and 35 percent for your production area. Of course, if you don’t provide a dining area, your production area will be adjusted upward to 80 percent.


For dine-in pizzerias, allotting 60 to 65 percent of the space for dining and customer service allows adequate room for quality food production. If you let the production area fall below 35 percent, you run the risk of limiting yourself in a way that could result in poor-quality food.


Customer Service Area


Your customer service area determines the first impression your customers will have of your pizzeria’s atmosphere. Use this space to create an appropriate ambience that takes maximum advantage of the available space. The customer service area should include a waiting area for customers, a cashier’s station, and public restrooms.
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What do Americans want on their pizzas? Besides cheese, they want toppings!! Pepperoni has long been a topping favorite, but today pizza places are experimenting with all kinds of possibilities. Other popular toppings are tomatoes, onions, mushrooms, extra cheese, sausage, grilled chicken, and bacon. Anchovies rank last on the list of favorite toppings.


In addition to traditional toppings, pizza lovers are experimenting with a variety of gourmet toppings such as a variety of cheeses, oysters, crayfish, eggplant, shrimp, artichoke hearts, tuna, potatoes, and in some cases, Caesar salads! According to Foodler, food delivery services, the most popular pizza toppings are:




	Pepperoni


	Mushrooms


	Onions


	Sausage


	Bacon


	Extra Cheese


	Black Olives


	Green Peppers


	Pineapple


	Spinach









 





The exact layout will depend on whether your operation is a to-go or full-service pizzeria. With both types of layouts, the waiting area and cashier’s station will be located directly at the entrance to the facility, but this is where the similarities end.


In addition to the waiting area and cashier’s station, a to-go pizzeria will have an order/pickup counter that serves both the takeout and sit-down customers. This counter will usually stretch wall-to-wall across the facility to separate the production area from the customer service and dining areas. The cashier’s station should be incorporated into the order/pickup counter so customers can pay when they order.


Line the walls of the waiting area for takeout customers with bench seats. Don’t skimp on quality here; provide cushioned seating so your customers are comfortable during their wait. Think about it: Even a short wait seems like a long time when someone needs to get back to the office at lunchtime or is tired, hungry, and in a hurry to get home in the evening. Hard seats or no seats in an uncomfortable waiting area can generate unfavorable word-of-mouth advertising and may send customers to your competition. You may also want to have a television for customers to watch while waiting.


In a full-service pizzeria, make the cashier’s station a small counter that parallels one wall at the entrance. To conserve space, the cashier’s station can double as the host stand, or you can set up a separate host stand at the threshold between the customer service area and the dining area. A small wooden lectern with a ledger-type book to record the names of waiting guests, and perhaps a storage area underneath for menus, is usually sufficient for a host stand. As in a to-go pizzeria, the waiting area should have a few bench-style seats lining its walls.
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Most pizzerias are located near business sections of cities and towns. The industry leaders—Pizza Hut, Domino’s, Papa John’s, and Little Caesars—look for strong lunch business, as well as the early-dinner, dinner, and post-dinner-crowd business. Your best location choice is one with a strong day- and night-time population, easy access for both cars and pedestrians, and a consistent traffic flow.


In the past, most pizzerias were in freestanding buildings, but that trend has shifted. Now pizzerias are springing up in all sorts of locations, including shopping centers and mall food courts. You may find it profitable to locate your business either in a mall or in a freestanding building next to a mall, which will let you share the mall’s traffic but stay open when the mall closes. Another good location would be one that’s convenient to commercial office developments. You can turn almost any space into a thriving pizzeria if you have the customer base, the knowledge, and the capital to make it happen. Just be sure your market research supports your final location decision.






 





Locate your beverage center behind the customer service counter toward the end. If you choose to have customers serve themselves beverages—as many fast-food and self-service restaurants are doing these days—place the dispenser near the front counter so your employees can keep an eye on it. You need to make sure it’s clean and functioning properly at all times.


If you have sit-down customers, you’ll need to provide public restrooms, which are usually located close to the dining area.


Dining Area


Whether your pizzeria is self-service or full-service, a sit-down dining area increases your profit potential. That’s why it’s imperative that you don’t cut corners when designing and decorating your dining room. This is, after all, the area that has the most impact on your customers.


The space required per seat will vary depending on your type of operation. In a to-go, self-service pizzeria, the amount of space per seat should range between 12 and 15 square feet. A full-service pizzeria will need between 15 and 18 square feet per seat. This ensures comfortable seating and enough aisle space so servers have room to move between tables.
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As if we didn’t know already: Kids between the ages of 3 and 11 prefer pizza for lunch and dinner above all other foods. Your competition also knows this fact, so try creating a kid-friendly atmosphere. One of the most popular pizza restaurants in Westchester, New York, became a family favorite with arcade games and a ball-pit.






 





Essential service items for your dining area include dishware, glasses, flatware, and an assortment of containers to hold foods not served on plates. Salt, pepper, and red pepper shakers and napkin holders for each table are optional. If you decide to present them on request, be sure you have enough for at least half the tables at any given time. If your menu includes bread with most meals, you’ll need as many bread baskets as you have tables.


Keep your overall concept in mind when choosing your dinnerware. Many to-go pizzerias place paper plates and plastic forks, spoons, and knives on a self-service table and serve the beverages in mugs. A full-service pizzeria can’t get away with this cost-cutting approach. For a full-service pizzeria, plan to spend about $2,500 to $4,000 for a complete set of dinnerware.
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October is National Pizza Month. It was so designated in 1984.






 





Production Area


You need enough room in the food preparation area to accommodate prep tables, pizza oven(s), a range, microwave oven(s), a small refrigerator with a freezer, an exhaust fan for the ventilation system, utensils and smallware, and other food-production equipment. To-go pizzerias might require less food-prep space than full-service operations, depending on menu offerings and specific equipment needs. In any case, arrange this area so everything is positioned within a few steps of the cook. It should also be designed so that two or more cooks can work side by side during rush periods.
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The pizza industry generates $36 to $38 billion in annual sales. There are over 60,000 pizza restaurants in the United States and more than 3 billion pizzas are sold in the United States each year, and another 2 billion are sold around the world.






 





Dishwashing and trash areas should be located toward the rear of your operation, near the receiving port. Allow about 4 percent of your total space for these areas. Dishwashing equipment can usually be situated in a corner so it doesn’t get in the way of food-service personnel. A to-go pizzeria may not need a commercial dishwasher, but you’ll need a three-compartment sink and adjacent counter space and racks for washing cooking utensils and the small amount of tableware you use.


Your production area will also need receiving and inventory storage facilities, an employee room, and a small office or administrative area (see Chapters 4 and 5 for more on setting up your facility).


Equipment


Aside from building preparation, equipment will be one of your biggest startup expenses. New equipment to run your pizzeria will cost anywhere from $60,000 to $125,000, depending on the type of operation you choose. The good news is that you don’t have to buy everything new. This section will explain the process of deciding what you need, how and where to find it, and how to acquire it for as little as possible. The checklist in Figure 6–3 on page 72 will help you focus on what you need.


Equipment selection for a pizzeria is a complex process and will require some time and research beyond the scope of this guide. For example, some ovens can perform a multitude of cooking procedures, from baking pizza and cooking meats to reheating entrées and melting cheese on appetizers. Ice machines, on the other hand, have only one use: They make ice. Some equipment is basic to every food-service operation; other items are unique to pizzerias. The prerequisite to purchasing equipment is knowing exactly what you need in order to prepare the foods on your menu. It will also help you to know how other pizzerias are equipped, so visit other establishments, observe as much as you can, and ask as many questions as possible. Talk to people who own and work in pizzerias, and look up the names of equipment sales businesses in the area, then call and ask more questions.
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FIGURE 6–3: Pizzeria Equipment and Fixtures Checklist


You may want to spend some time talking with a restaurant consultant before making your final purchase decisions. Don’t rush into choosing your furniture, fixtures, and equipment—especially if you’re not sure exactly what you want or require or how it will all blend together.
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Budget between $30,000 and $45,000 for the heavy production equipment in your pizza kitchen. Before you buy, study all the new developments in the industry, as new technologies and methods are being developed constantly and you need to know what’s out there so you can make the best choice for your operation. Read trade magazines and industry newspapers to keep up on the latest equipment advances and design innovations.






 





Food-Production Equipment


While the equipment needs of a to-go pizzeria and a full-service facility will vary, one piece of equipment essential to both is a pizza oven. Your oven should be able to heat to 650 degrees and have a minimum deck space of 32 inches deep and 42 inches wide, with a 7-inch mouth. A new single-deck oven can be purchased for $2,500 to $7,500. If you anticipate a sales volume of $1,500 or more per week, you can buy a larger unit for $5,000 to over $20,000.


In addition to the oven, you’ll need a range or hot plate for cooking sauces and pastas. You can buy a used household range for about $125 or a used commercial gas hot plate for about $100. If you opt to buy new, you’ll pay $400 to $2,800. Whichever you choose, set it up next to the pizza oven for the cook’s convenience. Other necessary items include a toaster oven for preparing garlic bread and a microwave oven for reheating pasta.


The service area of the kitchen is typically where the pizza will be made and side orders (such as salads and bread sticks) prepared. The cook should be in charge of preparing the pizza, and a kitchen helper or the servers (if you have them) can handle side orders.


A complete service area for a pizza kitchen usually contains a prep table, a slicer or grinder, a portion scale, a dough mixer/blender, a dough roller, production hardware, and a utensil rack.


Your health department may require a stainless-steel top on the prep table. If so, a 6-foot table will cost about $125 used and $300 to $1,000 new. Otherwise, you can buy a Formica top or work counter for about $50 used. It’s a good idea to have an inexpensive second table to use for cutting and boxing orders.


Some pizzerias grind their toppings; others slice them. It doesn’t seem to make a lot of difference to customers, so the choice is yours. A slicer is a must, however, if your menu will include Italian sandwiches. A new electric slicer can cost from $300 to over $4,000 and should last for several years. You may consider a hand slicer with various attachments for smaller jobs. You can expect to pay $200 to $400 for that.
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Pizzeria operators are responding to consumer demand for natural ingredients by changing their recipes and promoting the new ingredients in their marketing. While it might make one wonder exactly what was used before, consumers appear to be responding positively to the switch.


Pizza Hut began its migration to “real” ingredients in 2008. The company’s research indicated that 73 percent of those tested agreed that foods that are natural have flavor the way it was meant to be. Pizza Hut says the ingredients are all-natural with no artificial preservatives, no nitrites or nitrates added, no artificial colors or flavors, and real beef with no fillers. Pizza Hut also offers a multigrain crust, responding to consumer demands for more whole grains in their diets. As of the end of 2015, Pizza Hut eliminated all artificial ingredients, and as of 2017 they will have also eliminated artificial preservatives.






 





You’ll need a small grinder or cheese grater to grate the cheese for your pizzas. You should invest in a good professional grinder, which will range in price from $1,000 to $4,000. Don’t try to “make do” by grating cheese by hand; you’ll wear yourself out and probably won’t be able to keep up with the demand.


Assuming you’re going to make your own pizza dough but don’t want the upper-body workout that mixing dough by hand provides, you’ll need a dough mixer/blender. This isn’t a necessity when starting, but it will probably become crucial as your business grows. A new heavy-duty dough mixer/blender will cost from $600 to $5,000 or more, while used ones can be found for as low as $400.


When rolling out your pizza shells, you can either do it by hand or purchase a mechanical roller. The speed and efficiency of a mechanical roller lets you prepare shells as you need them. If you’re going to do it by hand, however, you can roll the shells in advance and refrigerate them until you’re ready to use them. Don’t roll more than you can use in two or three hours, though, as shells get tough and gummy if left sitting around too long.


If you’re planning on a full-service restaurant and your menu will include a variety of pasta dishes in addition to pizzas, consider investing in a pasta machine. This purely optional investment lets you make your own noodles from scratch rather than buying premade pasta from grocery wholesalers. Because your main menu focus is pizza, a home-kitchen-style pasta machine should be sufficient. You can expect to pay about $300 for a high-quality machine.


Bakers’ bins are especially useful in a full-service operation. These will make preparing your pizza crusts, pasta, and other products much easier. Your prep table should have enough space underneath for these large containers. Also, the bins should be on rollers so they can be moved around easily. You’ll spend $200 to $400 on bakers’ bins.
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To maintain consistent quality and give your inventory control procedures a fighting chance, you’ll need a portion scale. It’s not enough to buy the scale—make sure your employees use it. This will help you estimate the amount of each ingredient required to prepare each dish efficiently and with accuracy. If your chefs are “guesstimating” on portions, they’ll probably use too much inventory, and you’ll be serving your profits rather than taking them to the bank. Dollar for dollar, the $30 to $300 you’ll spend on a portion scale, including the more common digital ones, may well be the wisest investment you make in your pizzeria.






 





Utensils and Miscellaneous Equipment


The cost of the small stuff can add up, so pay close attention to what you really need in this area. In a typical pizzeria, you’ll need 12 plastic or stainless-steel bins (about $3 each) for pizza ingredients; four 12-inch, four 15-inch, and four 18-inch pizza pans (about $5 each, used) for baking pizzas and sorting dough; and one peel ($10 used to $40 new), which is the large, long-handled wooden spatula that is used to lift the pizzas from the oven. You’ll also require a large pot (20- to 40-gallon variety) for cooking sauce, two four-quart pots (for weighing dough ingredients, etc.), one rolling pin, one can opener, one pizza cutter, one large ladle (for spooning sauce), and knives. Plan to spend $1,000 to $1,400 on these items.


You may or may not want to insist on uniforms for your cooking staff, but your employees will at least need aprons, chef’s hats, and hairnets. Uniforms for servers are available in a variety of styles, colors, and price ranges.


Beverage Center


Your beverage center can be located completely in the service kitchen or split between the service kitchen and the customer service area if you offer self-service drink machines. The typical beverage center will include a coffee machine, an ice machine, a water station, and a soft-drink-dispensing system. If you sell beer, the tap should be behind the counter under your employees’ control. Bottled beer and wine should also be stored in coolers out of the reach of customers. Expect to spend $7,000 to $12,000 on beverage equipment.
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You have three choices when it comes to pizza ovens: electric, gas, and wood-fired. Electric is the least desirable because it doesn’t generate enough heat to cook the pizza crust properly. Gas generates a good hot, dry heat, which can produce a consistently good product, but many pizzeria operators say wood fire beats gas and electric hands down because you can get the temperature almost twice as hot as you can with a gas oven. Even the nonconnoisseurs who routinely order pizza from takeout chains can tell the difference between a conventionally cooked pizza and a wood-fired pizza.
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Collectively, Americans eat approximately 100 acres of pizza each day, or 350 slices per second. Americas eat an average of 46 slices (23 pounds) of pizza a year, and 93 percent of Americans have eaten pizza in the past month.






 





Inventory


Your menu will determine your inventory, but there are some specialty items you must purchase for your pizzeria. Here are some of the more typical inventory categories you’ll be dealing with:




	
Meats. You’ll need sliced and processed meats as part of your pizza toppings selection. Some of the more common meats are pepperoni, sausage, and Canadian bacon. You may also need ground beef if you’ll be offering dishes with meatballs or pasta shells (such as ravioli) filled with meat.


	
Dairy products. Pizzerias use great quantities of cheese as a primary pizza topping. If you’re going to make your own pizza crust, garlic bread, or pasta, you may also be using milk and eggs in large quantities.


	
Sauces. You’ll need a variety of sauces, both for pizzas and for other Italian dishes. Sauces can be purchased by the can in bulk quantities or made from scratch. Most restaurateurs buy canned sauces and add various herbs to spice them to taste and give them a unique flavor.


	
Fresh produce. You’ll use fresh vegetables as pizza toppings, in salads, and as side dishes.


	
Pastas and breads. If you make your own pizza dough, pastas, and breads, you’ll use a great deal of flour. Some of these products are available either premade or partially prepared, which can speed up your production process.


	
Condiments and dressings. You will need salt, pepper, cooking oil, garlic, oregano, red pepper flakes, Parmesan cheese, and many other items that help finish off your dishes. If you offer salads, you’ll want to stock canned and packaged items like olives, pickles, kidney beans, and garbanzo beans. Unless you’re serving only antipasto salads, you’ll need a selection of dressings, such as Italian (of course), blue cheese, French, Thousand Island, and perhaps an herb or honey-mustard flavor. At least one dressing should be low fat.


	
Beverages. Soft drinks are considered necessary beverages for a pizzeria. You’ll also need to serve coffee, tea, and milk. Beer and wine are very profitable, but state and local licenses may be expensive and aren’t always easy to obtain. Bottled water is a must today, and energy drinks are also very popular.


	
Paper and plastic products. You’ll need a variety of paper and plastic products for your takeout and delivery orders, as well as for your dining room service. The list includes straws, napkins, paper cups, bags, plastic tableware, pizza boxes, spaghetti/pasta cartons, and salad containers. Most of these items are available from paper products distributors. Check your local online or paper Yellow Pages or do an internet search for distributors in your area.


	
Hot-food bags. If you offer delivery, you’ll need insulated food bags to keep the pizza and other food warm during transit. Hot-food bags run $15 to $55 each, and you’ll need three or four for each driver.
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Consider using manufactured pizza shells. While pizza connoisseurs say premade crusts don’t have the taste of those made with fresh dough, manufactured shells simplify a pizza operation. Try some and see for yourself. There might be a manufacturer in your area that uses a formula that surpasses the run-of-the-mill recipes. You can expect to pay 35 cents to $1 wholesale for a 12-inch (small) pizza shell and more for larger sizes. To find a supplier, Google “Food Products” and “Restaurant Supplies” in your area or check the online Yellow Pages.






 





Staffing


How you staff your pizzeria will depend, of course, on the size and scope of your operation. You’ll definitely need a cook to make the pizzas and other menu items, and a cashier who can also handle drink orders. If you offer sit-down dining, you’ll need a host or hostess and waitstaff. If you offer delivery, you’ll need drivers. You may also need buspersons and other cleaning staff.


Keep security in mind when planning your staffing. Even a small to-go operation should have at least two people on duty at all times.


Pay scales will vary depending on region and whether the position is likely to earn tips. A glance through the help-wanted section of your local newspaper or online job postings will give you a fairly accurate idea of what you can expect to pay. You can also check sites such as www.salary.com.









CHAPTER 7


Sandwich Shop/Delicatessen


The wide appeal of sandwiches, both nationally and internationally, ensures the stability of sandwich shops and delicatessens. Sandwiches, after all, have been around for a long time. In fact, the sandwich is named for the fourth Earl of Sandwich, John Montagu. This English nobleman of the 1700s is said to have eaten sandwiches while at the gaming table so he didn’t have to take time out for a formal meal.


For centuries, sandwich shops have lined the streets of Europe. You can’t walk down a street in Paris, for instance, without passing a sandwich shop or a bakery that sells baguettes (French long bread) and sandwiches. The croque monsieur (melted ham and cheese on bread) is a popular sandwich in France. Italians, on the other hand, often make their sandwiches with focaccia (a spiced bread), vegetables, salami, and mozzarella cheese. Sandwiches are no less popular in the United States. Philadelphia, for example, is well-known for its “Philly cheesesteak” sandwiches. New Orleans, meanwhile, has been known for the po’boy sandwich since 1929, featuring French bread filled with either crab meat or roast beef inside. And in Louisville, Kentucky, you might try a Hot Brown, which is an open-faced sandwich featuring plenty of turkey and bacon, often with tomato or mushroom slices.


One reason sandwich shops are so successful is that they enjoy high profit margins. Sandwich shops and delicatessens can also change their menus quickly and easily to adapt to the current tastes. For example, with the growing interest in health and nutrition in the United States, sandwich shops and delicatessens have started to offer more low-fat, healthy ingredients in their sandwiches, salads, and other menu items. They’ve also added a range of low-carb items. In addition, many sandwich shops and delis have been able to keep up with American workers who eat at their workplaces by adding delivery and catering to their sit-down and takeout operations.
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Offering delivery services and small-scale catering can generate additional revenue for your sandwich shop or deli. You can provide delivery of standard menu items to a specified geographic area around your shop for no charge or a small charge, depending on the market demand.


A catering operation could consist of sandwich and party platters or more elaborate menus. Include both of these options in your market research to determine demand. You’ll also need to consider whether your startup budget allows for the equipment you’ll need to provide these additional services. You may want to start out with a small shop and expand your service offerings later. However, knowing your eventual goals will help you make better choices on your initial equipment purchases. Maxine Turner, owner of Cuisine Unlimited in Salt Lake City, started with a catering operation and added three delicatessens. Today, each deli has a catering menu prominently displayed. See Chapter 10 for more information on starting a catering service.






 





Sandwich shops and delicatessens can be differentiated by the foods they serve. Most sandwich shops serve only sandwiches, possibly with some side dishes or desserts. A delicatessen, meanwhile, usually serves a more extensive menu, including sandwiches, prepared meats, smoked fish, cheeses, salads, relishes, and hot entrées. The word “delicatessen” comes from the French délicatesse, meaning “delicacy.”


A full-scale delicatessen will usually have a dining area and offer sit-down service as well as takeout, while a sandwich shop may offer only takeout. Other delis are also stocked with grocery items instead of seating. This chapter will discuss both types of businesses, and you’ll need to decide whether you want to open a sandwich shop, a deli, or a combination of the two.


Factors that contribute to the fast growth of sandwich shops and delis are their startup and operating costs, which tend to be lower than those of other fast-food enterprises. Many sandwich shop franchises promise startup packages for as low as $150,000, and some are only $40,000. Low-end independent establishments have started their businesses for as little as $36,500. The average startup cost for a sandwich shop is approximately $100,000. The initial investment for a Subway franchise ranges from $116,600 to $263,150 plus additional fees.


Competition


Your competition in most locations will consist of other quick-service outlets (such as fast-food and other sandwich shops and delis), grocery store deli departments, national sandwich shop chains, and some sit-down restaurants.




	
Quick-service/fast-food restaurants. One major advantage a sandwich shop or deli has over many fast-food restaurants is the ability to provide healthier food choices, greater variety, and quick service. You can promote this as a strong selling point. In many cases you are offering a higher quality of food as well.


	
Grocery store deli departments. Because they buy in volume and appear to have a captive audience, an in-store deli may seem like strong competition, but don’t let it scare you. Many people just don’t think of going to the grocery store for lunch, and they will find your easy-in, easy-out shop preferable to going into a supermarket.


	
National sandwich shop chains. National chains may have huge advertising budgets, but you have a number of competitive advantages. For one thing, you can offer an innovative menu that’s customized to local preferences, and you can provide high-quality food. Personalized service is another plus for an independent operator, and it pays to get to know your customers by name and greet them when they come through the door. Eye contact, good service, and a smile go a long way toward building customer loyalty, whether you’re competing against a national chain or another independent business.
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If your sandwich shop/or deli will offer party platters or catering as a service, be sure to ask if prospective customers ever buy party platters or use caterers when you conduct your initial market research. Then plan to institute a marketing campaign around holidays, or a Super Bowl party, and make sure people know to order at least 24 to 48 hours in advance.






 





Setting Up Your Facility


Whether you plan to open a takeout sandwich shop with a limited menu or a full-scale sit-down deli, you will need enough space for a production area (a kitchen or sandwich preparation area), a customer service area, a receiving and storage area, and at least one employee restroom. You’ll also need some kind of office, though some sandwich shop and deli owners use a homebased office to keep commercial space requirements to a minimum. A dining area and public restrooms may also be included in your facility. You’ll probably need a space with somewhere between 500 and 3,000 square feet.


Converting an existing food-service operation (such as a bakery, deli, or small restaurant) can lower your initial investment. In any case, if you specialize in serving customers on the go, you can probably get by with 500 to 750 square feet, including kitchen space (see Figures 7–1 on page 83 and 7–2 on page 84). If you want to offer a more extensive menu and allow space for customer seating, you’ll want a facility as large as 3,000 square feet.


In a strictly takeout operation, allow 75 percent of your space for your production area, 15 percent for customer service, and 10 percent for storage, restrooms, and a lounge. If you plan to have a combination takeout/sit-down operation, allow about 35 percent of your space for the production area, 5 percent for customer service, 50 percent for the dining area, and 10 percent for storage, restrooms, and the lounge.
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Be sure to keep the front of your display cases clean and clear. As customers make their selections, they’re likely to touch the cases and will naturally leave fingerprints behind. Remember to periodically wipe off the sides and tops of your counters and cases.
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FIGURE 7–1: Sample Layout of a 700-Square-Foot Sandwich Shop
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FIGURE 7–2: Sample Layout of a 1,200-Square-Foot Sandwich Shop


Customer Service Area


A principal requirement for the customer service area is that it be large enough to accommodate customers, display case(s) or service counter(s), and at least one cashier station. In a strictly takeout operation, you may want to devote as much as 15 percent of your space to this area to accommodate several waiting customers during busy periods. You may also utilize some space with various grocery items, typically canned goods or paper goods. If you plan to offer sit-down service, the customer service area should only occupy about 5 percent of your space, which is just enough for takeout customers to place orders and for sit-down customers to wait to be seated (if need be).
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When researching where to locate your business, you might consider a nontraditional site, such as a food truck or a cart. This will allow you to take your food to where your customers are.






 





In a deli, your refrigerated display cases will be important marketing tools, as they’ll be displaying and thus advertising much of your menu. The salads and ingredients should be attractively displayed, and the case should be well-lit. The glass should be spotless, and the chrome should be shiny and clean.
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Every small business is unique. Therefore, it's essential to have tools that are customizable depending on your
business’s needs. That's why Entrepreneur is offering you access to our Startup Resource Kit. Get instant access to
thousands of business letters, sales letters, sample documents and more — all at your fingertips!

Accessing Entrepreneur’s Free Startup Resource Kit is easy.
Simply visit: www.entrepreneur.com/guideoffer

and download to any windows or mac computer

You’ll find the following:

The Small Business Legal Toolkit

When your business dreams go from idea to reality, you're suddenly faced with laws and regulations governing
nearly every move you make. Learn how to stay in compliance and protect your business from legal action. In this
essential toolkit, you'll get answers to the “how do | get started?” questions every business owner faces along with
a thorough understanding of the legal and tax requirements of your business.

Sample Business Letters

1000+ customizable business letters covering each type of written business communication you're likely
to encounter as you communicate with customers, suppliers, employees, and others. Plus a complete guide
to business communication that covers every question you may have about developing your own business
communication style.

Sample Sales Letters

The experts at Entrepreneur have compliled more than 1000 of the most effective sales letters covering
introductions, prospecting, setting up appointments, cover letters, proposal letters, the all-important follow-up
letter and letters covering all aspects of sales operations to help you make the sale, generate new customers and
huge profits.
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Suggested Minimum China Requirements
for a 100-Seat Dining Room

China Type Suggested Requirements
9" or 934" Plates 25 dozen
74" Plates (Salad or Dessert) 33 dozen
614" Plates 33 dozen
Platters (Size Optional) 4-8 dozen
Steak
Breakfast
Cups 33 dozen
Bouillons 20 dozen
Saucers 33 dozen
Fruits 25 dozen
Grapefruits 20 dozen
Soups (Round) 8-16 dozen
Oatmeal Bowls 4-8 dozen
Sugar Bowls 4-8 dozen
Creamers 4-8 dozen

Total

250-278 dozen
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Restaurant Equipment and Fixtures Checklist
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Pizzeria Equipment and Fixtures Checklist
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Sample Layout of a Full-Service Pizzeria
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