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Improve your sales and profitability with strict cost controls, the monitoring of key performance indicators and the development and implementation of an effective sales and marketing strategy. 
Recommendations:
1. Staff rotas must be cost controlled on a daily basis. Management must then monitor wage costs on a daily basis in comparison to budget. If wage costs go over budget on one day, the extra cost should be saved before the end of the week.

2. The cost of all meals prepared by the kitchen should be calculated and then procedures put in place in the kitchen to ensure that the chef meets agreed budget levels. For the chef to achieve an overall food gross profit of 68%, the chef must cost all dishes to achieve at least 71% GP in order to allow for kitchen wastage.

3. ‘Food Suppliers Reconciliation Charts’ should be completed daily to enable the kitchen to monitor purchases and gross profit margins on a daily basis. This will enable the head chef to monitor his progress and be aware of the profit levels being achieved by the department during the month, without having to wait for the stock takers report at the end of the month.

4. All establishments have unique selling qualities and it is essential that owners and managers consider the positive operational and financial impact changes will have on the establishment. 

5. The development and implementation of Key Performance Indicators (KPI’s) will support the progress of sales targets and profit margins in food, beverage and other overheads.

6. KPI’s should be reviewed weekly and monthly to achieve required targets. Getting the business performance measurement right involves identifying sectors of the business it makes most sense to focus on. KPI’s are a powerful management tool if they focus on the areas that determine the overall business success.

7. KPI’s when properly developed will provide all management and staff with clear goals and objectives, coupled with an understanding of how they relate to the overall success of the business.

8. A KPI is only KEY when it is of fundamental importance in the success or failure of the business. It can only relate to PEFORMANCE when it can be measured and qualified by the business and it is an INDICATOR when it provides leading information on future performance.

9. A useful acronym when setting KPI’s is SMART. The targets should be Specific, Measureable, Achievable, Realistic, and Time-bound. 

10. After KPI’s have been identified, staff responsible for achieving them must be assigned clear responsibilities. KPI’s should be reviewed weekly and monthly to achieve the required targets. 

11. When staff rotas are produced they should be cost controlled by each head of department for the week. Wage costs must also include the employers national insurance contributions as this amount will be included in the wages when they are produced.

12. A rule of thumb calculation in order to maintain an overall wage level of 30% is for the kitchen and food service wages to be no more than 35% of food revenue, generally kitchen wages should be 21% of food revenue and service wages no more than 14% of food revenue.

13. Beverage wages should be no more than 16% of beverage sales and front of house wages including receptionists, porters and housekeeping should be no more than 25% of accommodation revenue.

14. Weekly staff meetings should be held to a) review the previous weeks wage levels in comparison to turnover b) review budgeted wages for the current week and c) review the progress of the ‘Flash Food Reconciliation Charts’.

15. Liquidity is of paramount importance; businesses can have all the assets in the world, however if they have limited cash and are at their credit limit with suppliers, it should not be expected that an overdraft will automatically be extended.

16. Stock ties up cash and does not earn interest. Therefore, it is essential that chefs and bar staff purchase limited stock only and are not tempted by special offers and promotions.

17. Stock turnover must be managed pro-actively to avoid wastage and spoilage. For perishable goods, oldest stock must be used up first; for non-perishables, it is sensible to use newer stock first to save constantly moving cans and bottles around, assuming they are not past their use-by date.

18. Reduce food wastage by regularly measuring stock and introduce “special’s” items on the menus. This will illuminate dead stock and slow moving stock.

19. As well as producing the achieved gross profit report, stocktaking allows business owners to compare their targeted ratios to sales levels, the number of day’s stock the business is holding, it highlights the fast and slow moving items and whether any items of stock are being stolen.

20. Stocktaking can be a time consuming task and an independent stock taker should be retained to carry out the task. For approximately £100 per month business owners would receive a valuable report which could save ten times this amount.

21. Management and staff must share common objectives. A well informed and highly motivated workforce is the difference between success and failure in any business. Involving staff in the planning and organization of the business and making sure that they understand its aims and aspirations is a key factor to success.

22. As well as pay and working conditions, research suggests that effective two way communication is a key motivator for a workforce and is very cost effective. Encouraging staff to share their opinions and ideas about the business gives them a sense of ownership, creates greater commitment and builds team spirit.

23. Innovation is one of the key elements in the drive for better productivity and higher profitability and is very important in the hospitality and leisure industry. In order to satisfy increasing customer expectations a business must bring in fresh ideas and new methods of working. This enables it to become more productive because its work practices become more effective. This in turn can generate additional turnover, which will then create more profit.

24. In these difficult times the possibility of thefts by staff within premises increase. It is essential to stock take on a regular basis and be extra vigilant. Security is essential. A survey conducted by the Caterer & Hotelkeeper showed that thefts had increased by 30% in the last year.

25. The key to success is to endeavour to continually work hard until the product delivered is appropriate to the market base. Doing nothing through lack of innovation, experience and complacency will cause problems. Owners and managers should use all management information that is available and make staff accountable for poor performance.

26. Financial acumen among the management team is essential with today’s rising food prices and increasing operating costs. A passion for food and knowledge of the latest market trends is important, but the cost of each menu item must be considered.

27. Employ staff and cross-train in order that they work in all sectors of the operation in order to boost efficiency. This is also effective when staff members leave as existing staff will be capable of multi-tasking. Plan regular meetings with the management team, no matter how small and discuss the day to day operation and involve the staff team in decision making in order to gain their respect.

28. It is essential that operators have excellent first rate people skills in order to retain staff and gain respect from their workforce. Being hospitable and receptive to customers and employees is crucial, as is a passion for customer service and quality. Personality is vital and professionalism in conduct and appearance is paramount to the success of any business. Leading by example is vital.

29. Continually identify the causes of financial difficulty and draw up effective action plans. 

30. Implement and effectively manage a business strategy to support business profit generation.

31. Implement an effective sales and marketing strategy. Properly define customers, understand how to reach them and invest in a qualitative database or yield management program to assist with profiling. It is expected that a modern hotel/Inn will have the facility to allow customers to make an online reservation. Lack of internet availability will exclude your establishment from the majority of modern day travellers. 

32. Online availability could also be achieved promptly by signing up with key industry online agents: Active Hotels, Hotels.com, Expedia, and Laterooms.com. These sites charge up to 15% commission and Expedia up to 25% when signing direct with them. It should be noted that Expedia is consistently ranked as the number one website worldwide with independent ranking sites.

33. Having online availability will allow owners to react to seasonal trends and maintain competitive pricing by monitoring competition.

34. Useful web addresses include:

· aa.com
· tourismforall
· accommodation.uk.net  (£75 +VAT)
· booking.com
· bedandbreakfastguide.com
· bedandbreakfasts-uk.co.uk
· laterooms
· activehotels
· hotels.com
· bike.stay.net
· hartside.com
· hitched.co.uk
· forbetterforworse.com
· tyingtheknot.co.uk
· goforawalk.com
· golfbreaks.com
· rightclub.co.uk
· yourgolftravel.com
· golfandleisurebreaks.co.uk

35.	Advertising accommodation on popular wedding venue sites such as www.tyingtheknot.com and www.forbetterforworse.com are cost effective ways of marketing a hotels wedding and function facility.

36.	Operational management is a key link to effective marketing. This can be addressed with staff training and development before the marketing strategy is implemented. Staff should be encouraged to be part of the overall strategy and development of the business. It is essential to the success of any business that standards are maintained and staff work as a team with common targets, practices, and procedures.

37.	Business goals and methods of attracting customers should be identified in order to achieve target levels. Monitoring competition is also crucial in order to stay on top of the market and maximise revenue. Official figures have revealed that costs of food and non-alcoholic beverages have risen by 12.3% compared to last year and costs of meat are up by 16.3%. Some food costs have risen by 30-40%. These increases must be reflected in tariffs and food and beverage selling prices. Trends have to be monitored continually on a day by day basis and food and beverage selling prices changed accordingly.

38.	The management and staff team should be actively involved in the sales and marketing strategy. Monthly meetings should be arranged to discuss ways in which to generate additional income and save on costs. Targets can be set at these meetings for the front of house and kitchen departments. Business goals and methods of attracting customers should be identified in order to achieve target levels.

39.	An open day could be held to promote your venue inviting key business people and the local community. This is an effective way of establishing new customer links. If a revised menu is to be offered, a tasting session could be incorporated.

40.	There are some simple but effective measures than can be taken to offset quieter periods. It is when the business is busy that these promotions must take place. Incentives can be linked to supplier associations i.e. a half bottle of wine supplied by the vintner against the return meal for two. These concepts are simple and effective but have to be planned and applied well in advance. 

41.	Event planning is an easy and effective way to promote the business. Table planners and take away fliers are effective sales awareness material and make the customer aware of events and special promotions. These can also be distributed within the local community. It is essential that all sales and marketing literature is current and informative. 

42.	A monthly prize draw will encourage guests to part with business cards; again these can be added to the database of contacts.

43.	Operational management is a key link to effective marketing. This can be addressed with staff training and development before the marketing strategy is implemented. Staff should be encouraged to be part of the overall strategy and development of the business. It is essential to the success of any business that standards are maintained and staff work as a team with common targets, practices, and procedures. Increased tips will encourage staff to be more friendly and professional to customers. Excellent customer service will encourage repeat custom. Staff should be trained to:

· Introduce themselves to customers
· always repeat orders back to the customer
· write ‘thank you’ on bills
· give a sweet / mint with the bill

44.  Business goals and methods of attracting customers should be identified in order to achieve target levels.
       Monitoring competition is also crucial in order to stay on top of the market and maximise revenue.

45. Blogging should become part of the website to encourage feedback and comment. Blogs are ‘Key Word’ rich, they will be picked up on by search engines and increase the ranking. Over the last 3 years, Facebook social interaction has grown from 0 to over 55million users – with 250,000 new users joining each day. 34% of users are professionals, executives, educators, and technical professions. The fastest growing sectors are 25+ and on average individuals spend 20 minutes per day on the site.

46. Facebook is now recognised as one of the most effective ways to maintain a relationship with past and potential guests. Facebook has proven it is a legitimate tool for spreading awareness about a business in addition to building a loyal community online. The perceived advantages of Facebook for business:

· customer engagement for promotions
· drive web traffic to websites
· feedback tool
· generates new customers
· access to social media network

47. Creating an account:

· Facebook.com and click onto the business link at the bottom of the page.
· Click on the link called Facebook Pages
· Click the button called Create a Facebook page
· Choose a business category that suits our company, insert our name and click the create button.
· We will be asked to choose between linking to a personal profile account or a Company Facebook account – choose this one.
· Fill in the required information. Upload our logo and publish it. Browse the Facebook application directory and find applications to enhance our Facebook page.

48. A diary of events should be linked to the business marketing and key dates determined with packages to suit the type of event organised well in advance. It is important that these packaged events are linked to restaurant guides and directories.
49. The success of marketing is to present the message clearly and reach competitor markets. Particular emphasis is required for “off season” events and a series of innovative promotions are required to gain loyalty from the local community.
50. A loyalty card and discount scheme should be introduced to encourage return diners. Incentives can be linked to supplier associations i.e. a half bottle of wine supplied by the vintner against the return meal for two. These concepts are simple and effective and have to be planned and applied well in advance. 
51. Direct marketing via email and text are very low cost ways of informing customers of what is available at the business. Systems should be put in place to ensure that staff continually collect as many email addresses and telephone numbers as possible and the database updated.
52. A well-executed marketing plan increases the returns on advertising. Advertisements must portray imagination, be well designed, well placed and executed. In the case of this business, the tag line ‘Something’s happening at..............?’ ‘Want to know more go to our website?’ ‘Curious?’ would create local interest. The associated advertising would feature a Website re-launch, text alerting, local area leaflet drops, and mailings to local companies. Further campaigns could include “Best of British” a traditional English menu featuring Local Beers as accompaniments to the menu dishes. 
53. Advertising has to convey to prospective customers the qualities of the establishment aimed at specific client groups, promotional material should portray accurately the services and facilities that the business has to offer. Photographs greatly enhance presentation.
54. Desk top publishing is the least expensive way to produce advertisements and by utilising templates ensures that the process is relatively easy. A number of websites provide professional photographs that can be down loaded to add impact to the advert however these are not as compelling as quality photographs taken of the different layouts available in house.
www.ablestock.com
www.corbis.com
www.comstock.com
www.indexstock.com
www.1stopstock.com
55. Print adverts, Web banner adverts, direct mail, faxed adverts, and emailed adverts are all effective ways to promote the business. 
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Example from Client – Bar23 Sheffield
56. It is recommended that a professional graphic designer is used to initiate a series of designs which can be used as a template for future use. This in part has already been undertaken and with renewed focus can be incorporated to accommodate the recommendations contained in this review. This one off cost will be recuperated in the many applications for years to come.
57. Branding through business cards, fliers, and menus all include subliminal messages. Handing out of bills and receipts is an ideal opportunity to encourage return visits. On the reverse of business cards, details of forthcoming events could be mentioned.
58. Monitoring competition is also crucial in order to stay on top of the market and maximise revenue. Competitor establishments must be continually evaluated and competitor selling prices matched in order to attract customers from those venues.
59. A new newsletter, sent out by mail or email, can be formulated using a desktop publishing package and encourage loyalty from guests currently on the database. With some design assistance the business can develop and distribute this. Many website hosting companies provide data list messaging as part of the hosting package.  
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