
Reading the Numbers
Today’s Goal:

We will cover how shift decisions affect sales, costs,
and profit



Money guests spend with us

The cost of the team

The cost of product used

Other costs the store can influence

What remains after every cost is paid

The five P&L lines every shift 
manager should know

S   Sales: 

L   Labor:

F   Food Cost:

C   Controllables:

P   Profit:

Today’s Focus



One simple P&L will carry us
through the session

Training model only. Your company P&L may group expenses differently.

Training Example



Where you see each line during the day

The P&L comes once a month. Your shifts write it every day.

From the P&L to your shift



Sales = transactions × average check

Transactions show how many guests bought. Average check
shows how much each guest spent.

Sales come from transactions and
average check

Two levers: more guests, or more per guest.

Sales



Your shift protects both parts of sales

Every guest who leaves the line is a lost transaction.

Sales



PAIRS · 2 MINUTES

Find the real change
Sales Exercise



Two moving parts: always check sales
before blaming the schedule.

Labor % = labor dollars ÷ sales × 100

Labor % rises when hours or wage dollars go up, when
sales go down, or both at once.

Labor % compares labor dollars with sales
Labor



The schedule starts the plan. You manage
the reality.

Managing labor isn't the same as cutting labor.

Labor



Diagnose before you act
Labor Exercise

What happened to sales? What service risk comes with
the $100 cut? What else could help?

SMALL GROUPS · 3 MINUTES



Food cost % compares product
used with sales

Food Cost

The P&L shows the result. Portions, waste, remakes,
discounts, and counts create it.

Every product used without a sale shows up here.



The schedule starts the plan. You manage
the reality.

If it’s not recorded, it becomes a mystery at
inventory

Food Cost



Small misses add up
Food Cost Exercise

What caused it, and how would you coach it?



Right packaging, reasonable use, secure storage

Order on schedule, give employees the correct amount

Stay organized, control waste, have a system

Clean and operate equipment correctly; report
problems early
Accurate drawer counts, deposits, and refund controls

Smaller lines, but each one has an
owner

1.   Paper and kitchen supplies: 

2.   Uniforms:

3.   Office Supplies:

4.   Repairs and Maintenance:

5.   Cash Variance:

Controllable Expenses

Control means using it right, not cutting it out.

Controllable % = controllable dollars ÷ sales × 100



Profit is what remains after every cost
is paid

Profit

Profit % = profit ÷ sales × 100 → $15,000 ÷ $100,000 × 100 = 15%

A saved dollar only counts if it does not cost sales, safety, or quality.

WATCH FOR FALSE SAVINGS



The number points to the question. 
The shift holds the answer.

Connect the number to the shift
P & L Exercise



Which P&L line will you watch more closely?
Take It Back To Your Shift


	Reading the Numbers
	Today’s Goal:

	The five P&L lines every shift
	manager should know
	Training Example

	One simple P&L will carry us through the session
	From the P&L to your shift

	Where you see each line during the day
	Sales

	Sales come from transactions and average check
	Sales = transactions × average check
	Transactions show how many guests bought. Average check shows how much each guest spent.

	Sales

	Your shift protects both parts of sales
	Find the real change
	PAIRS · 2 MINUTES

	Labor % compares labor dollars with sales
	Labor % = labor dollars ÷ sales × 100
	Labor % rises when hours or wage dollars go up, when sales go down, or both at once.
	Two moving parts: always check sales before blaming the schedule.


	The schedule starts the plan. You manage the reality.
	Managing labor isn't the same as cutting labor.

	Diagnose before you act
	SMALL GROUPS · 3 MINUTES

	Food cost % compares product used with sales
	The schedule starts the plan. You manage the reality.
	If it’s not recorded, it becomes a mystery at inventory

	Small misses add up
	Controllable Expenses

	Smaller lines, but each one has an owner
	Controllable % = controllable dollars ÷ sales × 100
	1.   Paper and kitchen supplies:
	2.   Uniforms:
	3.   Office Supplies:
	4.   Repairs and Maintenance:
	5.   Cash Variance:
	Control means using it right, not cutting it out.
	Profit

	Profit is what remains after every cost is paid
	Profit % = profit ÷ sales × 100 → $15,000 ÷ $100,000 × 100 = 15%
	A saved dollar only counts if it does not cost sales, safety, or quality.


	Connect the number to the shift
	The number points to the question.
	The shift holds the answer.

	Which P&L line will you watch more closely?

