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Food Cost Webinar

The 3 Most Impactful Food 
Cost Controls for 

Independent Restaurants

Welcome!

IN THE LAST WEEK?IN THE LAST WEEK?

Were you in your kitchen?

In The Last Week?

IN THE LAST WEEK?IN THE LAST WEEK?

In the walk in?

In The Last Week?
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IN THE LAST WEEK?IN THE LAST WEEK?

Did you sign for a 
delivery?

In The Last Week?

IN THE LAST WEEK?IN THE LAST WEEK?

When was the last time you 
tasted your entire menu?

In The Last Week?

Purchasing Preparation

Tagging

Rotating

Portioning

Plating

Line ChecksStoring

Cleaning

Receiving

Timing

Issuing

There’s a LOT Going on in Your Kitchen!

Lots of opportunities for 
things to go wrong!
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Purchasing Preparation

Tagging

Rotating

Portioning

Plating

Line ChecksStoring

Cleaning

Receiving

Timing

Issuing

Owner

There’s a LOT Going on in Your Kitchen!

Purchasing Preparation

Tagging

Rotating

Portioning

Plating

Line ChecksStoring

Cleaning

Receiving

Timing

Issuing
Mgt. & Staff

Your PEOPLE Control Your
Quality & Consistency

Your PEOPLE Control Your
Food Cost

There’s a LOT Going on in Your Kitchen!

Food Cost Best Practices

Proven Ways to Cut Costs, 
Reduce Waste & Boost Profit 

Margins
2 Hour Workshop on 
Wednesday, Feb 25th

For managers, chefs, KM & key 
kitchen personnel
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Why Improve Your Food Practices?

1. Control costs

2. Improve profitability

3. Higher quality

4. Greater consistency

5. Food safety

The Guest Experience!

Your Food Practices Affect

Guest 
Experience

Financial
Health

Employee
Experience

Your restaurant has a LOT 
riding it’s food practices!

KEY POINT:

Huge opportunities for 
improvement!
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Key Concepts for 
Owners

Measuring Performance / 
Reporting Results

Restaurant P&L

Food & non-
alcoholic beverage 

products only!
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Soft 
Beverages

Bottled Drinks
Syrup
CO2
Coffee
Tea

30,300
95,400

Restaurant P&L

Food Cost
Food Sales

Restaurant P&L

Drink Garnishes (olives, 
cherries, limes, etc.)
Bar Mixes & Juices
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Restaurant P&L

Liquor Cost
Liquor Sales

Bar Consumables
Liquor Sales

Multiple Food Cost Categories

Do you break out Food Cost 
into multiple categories?

(please respond)

How to Calculate Food Cost

+ Food Purchases

+ Beginning inventory

- Ending inventory

Food Cost

(food purchased)

(value of food on hand)

(food on hand)

(food USED during period)
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How to Calculate Food Cost

Steps to Speed Up
Inventory Counts

Reduce Inventory Time

Shelves Organized 
& Labeled
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Reduce Inventory Time

Products on count 
sheet in shelf order

Count Sheet

** 3 Person Count Team **
1 records /

2 count 

Reduce Inventory Time

Have a separate count sheet 
for each storage location

Count Sheet

Walk In

Count Sheet

Freezer

Count Sheet

Dry Storage

3 Key Food Cost Controls
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1. Weekly Food Costing

“What get’s measured,
get’s managed.”

(what get’s managed improves)

Benefits of Weekly Food Costing

Your food cost will go down!

Greater awareness & accountability

Will change the culture in your 
kitchen 

MUCH faster recognition & response 
to food cost problems
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Invoice Log

Monday to Sunday Reporting Cycle

Opening managers often count 
products on Monday mornings 
anyway

Low inventory levels on Sunday 
night / Monday morning
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2. Control Your Inventory 
Levels

Keeping too much inventory
is one of the MOST EXPENSIVE

practices in the business!

When working with food . . .

Problems With Carrying Too Much Food

Ties up your valuable cash

Leads to over-portioning
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“If you buy salad dressing in 5 gallon 
containers instead of 1 gallon containers, 
employees don’t measure as strictly.”

-- John Zehnder
Zehnder’s Restaurant
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Problems With Carrying Too Much Food

Creates more waste & 
spoilage

Encourages theft

Problems With Carrying Too Much Food

Less inventory, 
less theft!

Track & Monitor Your Inventory Levels

Tells you how much food is on-hand 
compared to how much is being 

used each day

# Days In Inventory Ratio
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# of Days In Inventory Ratio

Ending Food Inventory
Food Cost
Period

Example:

$10,000
30,000

30 days

# of Days In Inventory Ratio

Food Cost (P&L) $30,000
# of Days in Period 30 days

= $1,000

Calculate Average Daily Food Cost

STEP 1

# of Days In Inventory Ratio

Food Inventory $10,000
Ave. Daily Food Cost $1,000

= 10 days

Calculate # Days In Inventory

STEP 2
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# of Days In Inventory Ratio

Full Menu 6 to 7 days

Limited Menu 3 to 5 days

RULE of THUMB

# of Days In Inventory Ratio

Meat 6.1
Seafood 4.5
Poultry 3.2
Dairy 2.5
Produce 1.1
Bread 2.2
Grocery 11.4

Days Per Category

When You Reduce EXCESS Inventory

 More CASH

 Higher QUALITY products

 HIGHER product utilization

 Lower FOOD COST

 More PROFIT
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Week 1 Week 2 Week 3
Weekly Sales
Beg. Inventory
Purchases
Goods Available
Less End. Inv.
Food Cost

$  25,000
15,000
10,000
25,000

(15,000)
$  10,000

Food Cost %

Days Sales in Inv.

40%
11

$  25,000
15,000

8,500
23,500

(14,000)
$  9,500

38%
10

$  25,000
14,000

7,500
21,500

(12,300)
$  9,200

37%
9

How Inventory Reduction Lowers Food Cost

?
Less 

Waste

Less 
Spoilage

Better 
Portioning

Ending 
Inventory

Cost of 
Sales

Number 
of Days in 

Week

Average 
Cost Per 

Day

Number 
of Days 

On Hand

Inventory 
Turns

Inventory On Hand:
Food 2,885 4,168 7 595 4.8   1.4     

Liquor 2,554 331 7 47 54.0   .1     

Beer 595 253 7 36 16.5   .4     

Wine 1,146 474 7 68 16.9   .4     

Total Inventory 7,180 5,227 747 9.6   .7     

Category

Inventory Stats
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Week Start - 1-Jan 8-Jan 15-Jan 22-Jan 29-Jan
Week End - 7-Jan 14-Jan 21-Jan 28-Jan 4-Feb

Food 4.8   5.3   6.4   6.5   6.9   
Liquor 54.0   45.5   51.3   55.2   50.7   
Beer 16.5   14.2   18.9   25.3   22.1   
Wine 16.9   18.2   15.4   18.0   17.3   

Total Inventory 9.6   10.5   9.9   11.2   10.1   

Number of Days in Inventory

Weekly Trend Analysis

3. Running Inventory on 
Key Products

 10 – 15 products drives 
food cost

 Can make up 60-70%+ of 
total food cost

Running Inventory on
Key Products
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Example: Beef Patties

Opening Inventory 20
Purchases 100
Total Available 120
Less Sales (40)
Ending Inventory - IDEAL 80

Ending Inventory - ACTUAL        78

Difference                             (2)

Example: Beef Patties

Opening Inventory 20
Purchases 100
Total Available 120
Less Sales (40)
Ending Inventory - IDEAL 80

Ending Inventory - ACTUAL        58

Difference                             (22)

Do you count key products 
every day? How many?

YEA BUT . . .

“We don’t have time to count 
products every week, much less 

every day!”
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Inventory Is . . .

Inventory Is . . .

3 Key Food Cost Controls

1. Weekly food costing 

2. Control inventory levels

3. Daily running inventory of 
key products

How many are you 
doing?

If you’re not doing 
any, start here.
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WORKSHOP: Food Cost Best Practices

Proven Ways to Cut Costs, 
Reduce Waste & Boost Profit 

Margins
2 Hour Workshop on February 25, 2025

For managers, chefs, KMs & key 
kitchen personnel

Members - $199
Non-Members - $499

Questions? 
We’re Ready to Answer!

Share Your Feedback Today!

Just 4 quick
questions!
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Food Cost Webinar

The 3 Most Impactful Food 
Cost Controls for 

Independent Restaurants

Thanks for attending!
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