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A  H A P P Y C H E F  G U I D E

The Ultimate Guide to Restaurant Staff &
Operations

The restaurant across town pays the same wages you do. Same hours,

same heat, same market everyone calls impossible. Yet their sous-chef is

in his fourth year — and yours just handed in his notice. That difference is

not luck, and it is not charisma. It is a handful of systems most owners

have simply never seen written down.

This guide writes them down. Why the best candidates never answer a

panic ad — and what they do respond to. Why the first two weeks decide

more than the first two years. How a roster can be fair and profitable at

the same time. Why calm services are built in the afternoon, not survived

at night. And what actually makes people stay, long after the signing

bonus is spent. It begins where every staffing problem begins: with the

vacancy you're about to post.

TV Thibault Van de Sompele Founder of HappyChef
built with and for restaurant owners
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T H E  S H O R T  V E R S I O N

The short version

01 Hire from a pipeline, not from panic recruit before the vacancy, hire for
temperament, train for technique.

02 The first 30 days decide the next 3 years structured onboarding doubles
the odds a new hire stays past year one.

03 Publish rosters 2+ weeks ahead , built on booking forecasts — fairness
and predictability beat €1 extra per hour.

04 Run service on systems mise en place management and HACCP
routines turn pressure into choreography.

05 Retention is the cheapest recruitment replacing a trained employee
costs months of margin; exit interviews cost nothing.
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1
P I P E L I N E

Hire from a pipeline, not from panic

P I P E L I N E FIG. 01

Hire from a pipeline, not in a panic

Always-on pipeline reliable hires

Panic hiring hit or miss

5 : 1 a steady pipeline yields about five good candidates for every panic hire

The worst time to hire is when you need someone — by then you're choosing between
whoever answered a rushed ad, with a rota bleeding behind you. The houses that staff well
in a market where vacancies outnumber candidates invert the timeline: they recruit always,
gently, so that when a resignation lands there is a name to call.

Build the funnel before the vacancy
Sell the work, honestly. Your staffing approach is marketing: real photos of the brigade,
real hours, real growth stories. "Join a kitchen that closes two full days a week" out-
recruits "competitive salary" every time.

Court the schools. One stage hosted well per semester makes you the kitchen
graduates remember. The intern you treated as a future colleague returns as one.

KEY INSIGHT

Strong restaurant hiring runs continuously: a careers presence that sells

the house, relationships with hotel schools, a bench of past applicants,

and interviews that test temperament with a paid trial shift. Panic hiring

against an empty rota selects for availability — pipeline hiring selects for

fit.

• 

• 
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Keep the silver-medal file. Every good candidate you couldn't hire belongs on a list with
a note — six months later, that list beats any job board.

Interview for what can't be trained
Knife skills are teachable in weeks; calm under fire, warmth toward strangers and reliability
are temperament. Structure the hour around evidence, not charm: "tell me about a service
that went wrong — what did you do?" Then pay for a trial shift and watch three things only:
how they treat the dishwasher, what they do in slow minutes, and whether they ask
questions. Those three predict the next two years better than any CV.

CHEF 'S  SECRET

The trial-shift question that predicts everything

At the end of a trial shift, ask one question: "What would you change about
tonight's service?" Candidates who saw nothing weren't watching. Candidates
who criticise the team are telling you how they'll talk about colleagues. The
keepers name something small and true — the pass light, the table-12 walk-route
— and ask why it's done that way. Curiosity plus tact is the whole profile.

G O I N G  D E E P E R

The staff shortage in hospitality is one of the biggest challenges restaurant owners
face today.

Finding and retaining good staff is crucial to the success of your business - even more so
than the quality of your food or your location. In this comprehensive guide we share proven
strategies that work in today's labour market.

The reality is that your restaurant is only as good as the team that works there. However
beautiful your interior, however innovative your menu - if the service is unfriendly or the
kitchen is chaotic, guests won't come back. Investing in your staff is therefore the best
investment you can make.

• 

◉ D O  T H I S  T O N I G H T

Open your last job ad. Strike every cliché ("dynamic team", "passion required")
and replace it with three true, specific sentences about working in your house
— including one honest hard part. Honest ads filter; vague ads just delay
disappointment.
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The current situation in hospitality

The labour market in hospitality has fundamentally changed in recent years. These are the
key developments:

Many experienced workers have left the sector permanently and moved to other
industries

Young people increasingly choose industries with "normal" working hours and a better
work-life balance

Employee expectations are higher than ever - they want not just a job, but prospects too

Competition for talent is intense - not only within hospitality, but with retail, logistics and
other sectors that offer flexible hours

The sector's image problem - long hours, low pay, high pressure - puts potential
employees off

Even so, there are ways to make your business attractive to talent. The restaurants that
invest in their team find they suffer less from staff shortages. In fact, good employers can
take their pick of candidates even in this market.

The real cost of staff turnover

Before we look at solutions, it's important to understand what turnover costs you:

Recruitment: Posting vacancies, processing applications, conducting interviews

Training: Getting new employees up to speed costs weeks of productivity

Mistakes: Inexperienced staff make more mistakes that cost you guests and revenue

Team morale: Constantly changing staff demotivates those who stay

Loss of guests: Regulars miss their familiar faces

It's estimated that replacing a single employee costs 50-200% of their annual salary. So it
pays to invest in retention.

8 strategies for recruitment and retention

1. Offer competitive pay

This sounds obvious, but it's the foundation. The days when you could get away with
minimum wage are over.

What works:

Pay 10-15% above the market average

Be transparent about how tips are shared

Offer extras: meals, travel allowance, discounts

Consider profit-sharing or bonuses during busy periods

Work out what a replacement costs you - you'll discover that higher wages are often
cheaper than turnover.

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 
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2. Create a positive work culture

People don't work for money alone. A toxic atmosphere drives away even well-paid staff.
This is crucial for good customer service - happy employees create happy guests.

Elements of a good culture:

Respect: From management to team, and among colleagues

Communication: Open, honest, and two-way

Appreciation: Regular recognition for good work

Team bonding: Shared activities, dinners, outings

Celebrating: Successes, birthdays, milestones

F R E Q U E N T LY  A S K E D  Q U E ST I O N S

Where do I find good hospitality staff in a tight labour market?

Combine multiple channels: hospitality job boards, social media, partnerships with hotel
schools, and a staff referral approach where existing employees are rewarded for bringing
in candidates.

How do I reduce staff turnover in my restaurant?

The three most important factors are fair and transparent scheduling, respectful treatment,
and growth opportunities. An exit interview at every departure reveals structural problems.

How can I use casual or zero-hours staff as a restaurant owner in the UK?

Zero-hours and casual worker arrangements let people with another main job pick up
shifts for you without guaranteed hours. They are ideal for weekend shifts or peak periods.
Issue a written statement of terms, run payroll through PAYE, and ensure you pay at least
the National Minimum/Living Wage and meet holiday pay rules.

• 

• 

• 

• 

• 
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2
O N B O A R D I N G

Make the first 30 days decide the next three
years

O N B O A R D I N G FIG. 02

Structured onboarding keeps people

Structured first 30 days about 2× as likely to stay

No onboarding plan baseline

≈2× a real first-month plan roughly doubles the odds a new hire stays past year one

Most hospitality resignations are decided in week one and announced in month three. The
new commis who spends day one chasing labels nobody explained, eating staff meal alone,
learns the only lesson the house taught: you're on your own. Onboarding is where turnover
is prevented — at a tenth of the price of replacement.

The 30-day scaffold

ONBOARDING THAT KEEPS PEOPLE

KEY INSIGHT

Structured onboarding — a written first-week plan, one named buddy,

daily five-minute check-outs and a 30-day skills checklist — roughly

doubles the chance a new hire survives year one. People rarely quit hard

work; they quit being dropped into it alone.
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Phase What happens The point

Day 1 Tour, buddy assigned, station walked through, staff
meal at the centre of the table

Belonging before
performance

Week 1 One station, fully — plus the why behind every
standard

Depth beats coverage

Weeks
2–3

Rotate adjacent stations; daily 5-min check-out:
"what confused you today?"

Questions surface while
they're cheap

Day 30 Skills checklist review + the conversation: "where do
you want to grow here?"

A path, visibly drawn

Then never stop training
After onboarding, the engine switches to drip: ten focused minutes in the pre-service
briefing — one dish costed, one wine tasted, one service scenario rehearsed — outperform
the annual training day by sheer repetition. The full architecture, including growth paths
that keep ambitious people without inventing fake titles, is in staff training & development;
the service-side curriculum draws on hospitality service standards.

G O I N G  D E E P E R

The quality of your service stands or falls with the quality of your team, and you build
that quality through training.

In an industry with notoriously high turnover, investing in staff isn't a luxury but a necessity.
Well-trained employees deliver better service, make fewer mistakes, are more engaged,
and stay longer. The result: satisfied guests, lower recruitment costs, and a stronger
company culture. In this in-depth article you'll discover how to set up an effective training
programme that helps both new and existing employees grow.

Why training is essential

The benefits of systematic training are concrete and measurable:

Consistent quality: Every guest gets the same high standard, regardless of who's
working

◉ D O  T H I S  T O N I G H T

Write your Day 1 on a single page: who greets the new hire, who buddies, which
station, where they sit at staff meal. One page, printed, used forever — the gap
between having it and not is one resignation a year.

• 
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Fewer mistakes: Trained employees make fewer costly errors with orders, allergens and
bills

Higher productivity: Working more efficiently means serving more guests with the
same staffing

Better upselling: Employees who know the menu can advise and sell more effectively

Lower turnover: Employees who develop feel valued and stay longer

Stronger culture: Training is a moment to pass on your values and standards

Onboarding: the first 30 days

The first few weeks determine whether a new employee integrates successfully or quickly
leaves again. A structured onboarding is crucial.

Week 1: Orientation and basics

The first week is all about orientation and laying the foundation:

Day 1: Welcome, tour, team introduction, paperwork (contract, house rules, uniform)

Days 2-3: Getting to know the menu, ingredients, allergens, preparation methods

Days 4-5: Learning the systems: reservation system, till, ordering process

End of week 1: First review conversation - how's it going, any questions?

Weeks 2-3: Hands-on experience with guidance

After the theory comes practice, always with an experienced buddy:

Working quieter shifts first, then busier ones

Gradually more responsibility: from following tables to running their own section

Brief daily feedback: what went well, what could be better?

The buddy stays available for questions and support

Week 4: Working independently and evaluation

In the fourth week, the new employee works more independently:

Their own section or tasks without direct supervision

A formal review conversation at the end of the month

Discussion of strengths and areas for improvement

Setting goals for the period ahead

Ongoing training: never done learning

Onboarding is just the beginning. Ongoing training keeps your team sharp and motivated.

Weekly/monthly sessions

Schedule regular training moments, even if it's just 15 minutes before the shift:

Menu updates: New dishes, seasonal changes, wine pairings

Role play: Practise difficult situations such as complaints, allergy questions, or difficult
guests

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 
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Product knowledge: Tasting new wines, explaining origin and preparation

Service standards: Reviewing your service protocol and key points to watch

F R E Q U E N T LY  A S K E D  Q U E ST I O N S

How do I set up a training programme for new hospitality staff?

Structure onboarding in 3 phases: orientation (days 1–3), product knowledge (days 4–10),
and service practice with shadow training (days 11–30). Document this in an onboarding
guide.

How do I keep my team motivated and engaged in hospitality?

Acknowledge achievements regularly and specifically, offer growth opportunities, involve
the team in menu decisions, and maintain a respectful work environment. Staff who feel
valued give better service and stay longer.

How do I plan training sessions without disrupting normal operations?

Schedule short briefings (10–15 min) before each service for daily micro-training. Designate
one day per month as a training day during a quieter period.

• 

• 
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3
S C H E D U L I N G

Build rosters on forecasts and fairness, not on
Sunday-night guesswork

S C H E D U L I N G FIG. 03

Keep labour cost in its healthy band

30% of revenue healthy

35% of revenue watch closely

45% of revenue too high

30–35% aim to keep labour cost between 30% and 35% of revenue

The rota is where your P&L and your people meet — and where both get hurt by
guesswork. Overstaff a quiet Tuesday and the margin from forty covers evaporates into idle
hours; understaff a booked Saturday and you burn the team you spent chapters one and
two building. The fix is the same data that runs your reservations: future bookings are a
staffing forecast nobody opens.

Forecast-first rostering
Staff to covers, not to days. "Saturday" isn't a staffing level; "86 booked covers, two large
tables, terrace weather" is. Reservation curves predict 80% of what you need a week out.

KEY INSIGHT

Good scheduling matches staffing to forecasted covers per service and

publishes at least two weeks ahead with transparent rules for weekends

and swaps. It protects both margin (labour cost 30–35% of revenue) and

people — unpredictable rosters are a top-three reason hospitality staff

quit.

• 
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Know your hour cost. Total labour ÷ covers per service gives labour cost per cover —
track it weekly next to your food cost; together they are prime cost, the number that
decides profitability.

Split shifts honestly: if the afternoon gap can't be useful or restful, it's not a shift, it's a
hostage situation. The houses that recruit easiest have quietly killed the split shift.

Fairness is a scheduling feature
Publish two weeks ahead, rotate the worst shifts visibly, write the swap rules down, and
protect two consecutive days off. Predictability is worth more than a euro of hourly wage —
people build lives around rosters, and rosters that respect that get repaid in loyalty. The
complete method, including the legal floor for rest periods, is in staff planning &
scheduling.

G O I N G  D E E P E R

Efficient staff scheduling is the difference between a profitable restaurant and a
business that struggles with its margins.

Scheduling too many staff means unnecessary wage costs. Too few leads to overworked
staff, longer waits and dissatisfied guests. In this comprehensive guide you'll learn how to
find the perfect balance between labour costs and service quality. We cover forecasting,
rostering techniques, automation and concrete tips you can apply straight away in your
hospitality business.

Why staff scheduling matters so much

Labour costs typically account for 25-35% of a restaurant's total revenue. With inefficient
planning, this can rise to 40% or more, putting your profit margin under immediate
pressure. A well-thought-out roster affects several aspects of running your business:

Financial: Every unnecessary hour of work costs money. At an average hourly wage of
€14-16, it adds up fast.

Service quality: Understaffing leads to long waits, mistakes and dissatisfied guests who
don't come back.

Team morale: Constant overtime or unpredictable rosters lead to burnout and turnover.

Guest experience: The right staffing ensures attentiveness, speed and a pleasant
atmosphere.

• 

• 

◉ D O  T H I S  T O N I G H T

Put next Friday's booked covers next to next Friday's rostered hours. Compute
labour cost per cover for that one service. If you've never seen that number
before, you've just met your second-biggest controllable cost.

• 

• 

• 

• 
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A 50-cover restaurant that averages 5 unnecessarily scheduled hours per week loses
€4,000-5,000 a year in needless wage costs. Add the indirect costs of understaffing (lost
revenue, poor reviews) and it becomes clear that planning is crucial.

The basics: forecasting based on data

Good staff scheduling starts with forecasting: predicting how many guests you can expect.
Without data, you're guessing. With data, you make well-founded decisions.

Which data do you need?

Gather at least the following information:

Historical occupancy: How many guests per day, per part of the day, per week? Your 
reservation system holds this data.

Bookings: How many bookings are already in for the coming period? This gives a reliable
forecast.

Seasonal patterns: When is it consistently busier or quieter? Think of public holidays,
school holidays, summer terrace.

External factors: Weather (terrace), local events (concert, football), roadworks.

Walk-in ratio: What percentage of your guests arrive without a booking?

With restaurant analytics you can analyse this data and uncover patterns that aren't
immediately visible. Perhaps Wednesday evening is consistently busier than you thought,
or the first week of the month is always quieter.

From data to planning

Once you have the data, follow these steps:

Determine the base pattern: Identify your standard weekly pattern. Which days are
busy, which are quiet?

Add variations: Adjust for seasons, public holidays and special circumstances.

Factor in bookings: Review the bookings for the coming week and adjust your plan.

Build in a buffer: Allow for unexpected busyness. A small buffer of 10-15% is sensible.

Rostering techniques that work

There are various approaches to creating rosters, each with its own pros and cons.

• 

• 

• 

• 

• 

1. 

2. 

3. 

4. 
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F R E Q U E N T LY  A S K E D  Q U E ST I O N S

How do I optimally plan my staff roster for my restaurant?

Start with your occupancy forecast based on reservations and historical data. Schedule
permanent staff first, then supplement with flexible workers. Publish the roster at least a
week in advance.

How do I lower labour costs without cutting service quality?

Align rosters more precisely with your occupancy forecast, use student workers and flexible
contracts for peak hours, and identify overstaffed time slots in your data.

How do I handle staff illness and no-shows in my restaurant?

Build a flexible pool of on-call workers (students, part-timers) who are quickly available. Use
a group app for fast communication and always plan one buffer per service when you have
sufficient scale.
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4
S Y S T E M S

Run service on mise en place, not on heroics

S Y S T E M S FIG. 04

Staff for the real service curve

19:30 build the roster around the real arrival curve, not a flat headcount

Watch a great kitchen at 19:30 on a full book: it's quiet. Not because the people are
superhuman, but because every decision that could be made in advance was made in
advance. Heroics are what's left when systems are missing — and heroics burn people out
by Christmas.

The pre-service hour
Mise en place as a contract: every station has a written par list — quantities driven by
tonight's booked covers, not by yesterday's habit. Mise en place management turns the
chaos hour into choreography.

KEY INSIGHT

Calm service is engineered before doors open: station-level mise en place

checklists, a pre-service briefing with tonight's numbers and VIPs, clear

section ownership, and HACCP routines that run on autopilot. Systems

absorb pressure so people can deliver hospitality.

19:30 peak15:00 23:00

• 
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The 15:00 briefing: tonight's covers and pacing, the large tables, allergies flagged at
booking, one dish and one wine rehearsed. Five minutes, whole floor and pass together
— it's the cheapest service insurance there is.

Section ownership: every table has exactly one owner per course; "I thought you had it"
is a systems failure dressed as a people failure.

Compliance that runs itself
Food-safety routines fail when they live in someone's memory. HACCP belongs on rails:
temperature logs at fixed times, cleaning schedules with names and sign-offs, labelling
that survives the most chaotic Saturday. A passed inspection is a side effect of a kitchen
that simply always works this way — and the brigade feels the difference between a house
that's organised and one that's lucky.

CHEF 'S  SECRET

Why the best kitchens brief the dishwasher too

The dish pit sets the tempo of a full house: no clean pans, no firing; no glasses, no
wine service. Kitchens that include the steward in the briefing — tonight's covers,
when the tasting-menu waves land — report measurably smoother services,
because the one station everyone depends on finally gets to see the wave
coming. It also signals the thing that retains people better than money: in this
house, every role is part of the brigade.

G O I N G  D E E P E R

There are two kinds of service in hospitality: services where you react to what happens,
and services where you were already ready before anything could go wrong.

The difference is not luck, talented staff, or a quiet evening. It lies in preparation. And in the
professional kitchen, that preparation has had a name for centuries: mise en place.

Literally translated, it means "everything in its place." In the kitchen, it refers to the process
by which a chef prepares every ingredient, portions every protein, sets out every tool, and
arranges every garnish before service begins. But in the best-run restaurants in the world,

• 

• 

◉ D O  T H I S  T O N I G H T

Ask each station for tomorrow's par list. Anyone who answers "it's in my head"
has just shown you your single point of failure — write that station's list
together, tonight, on one card.
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mise en place has long since transcended its origins as a kitchen term. It is a complete
philosophy of working — a way of thinking that can transform every part of the restaurant.

In this article, we explore how to apply mise en place to every layer of your operation: from
front-of-house and the bar to reservations, opening checklists, and personnel
management.

Beyond the Kitchen: Mise en Place as a Philosophy for Your Entire
Restaurant

The term mise en place comes from the classical French culinary tradition and is taught in
culinary schools worldwide as the very first lesson — not the technique of cooking, but the
discipline of preparation. For students entering a professional kitchen for the first time,
mise en place is not an optional step: it is the only way to work.

But why should this philosophy stop at the kitchen door?

In his influential book Work Clean (2016), American journalist Dan Charnas applies the
principles of mise en place to the world of management and business operations. His
central insight: the mindset a chef uses to organise the kitchen is precisely the mindset
every organisation needs to perform at a high level.

"Mise en place is a way of life, not just a way of cooking," Charnas writes. The chef who
prepares his station reduces chaos not by working harder — but by preparing more
intelligently. And that is equally valid for a restaurant manager planning a busy Friday
evening as it is for a chef preparing a dinner for a hundred covers.

In the British culinary tradition, this discipline is particularly deeply rooted. The rigorous
technical training that characterises British chefs — and has given British restaurants a
reputation for precision and quality — is in essence an education in mise en place. The
discipline is embedded in the DNA of UK hospitality culture.

The Origin and Core of Mise en Place Thinking

To understand mise en place as a philosophy, we must return to its essence in the kitchen.

For a chef, every service begins not when the first guest walks in — but hours earlier, during
the mise en place. Every ingredient is prepared to the point where it can be used
immediately during service. Sauces are reduced, vegetables are cut and blanched, proteins
are portioned, garnishes are set out. Everything is given its fixed place on the station.

The goal is simple but profound: when service begins and orders come in, the chef must be
able to focus entirely on cooking — not on searching, not on organising, not on improvising
with missing ingredients. The cognitive and physical space has been cleared by the
preparation.
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F R E Q U E N T LY  A S K E D  Q U E ST I O N S

How do I calculate the right amount of mise-en-place per service?

Base it on the number of reservations plus a 10–15% buffer for walk-ins. Analyse your
historical sales data per dish. This gives you an accurate base that minimises both waste
and shortfalls.

How do I improve communication during mise-en-place between kitchen and floor?

Hold a short daily briefing (10–15 min) before each service: which dishes are available, what
is sold out, what are today's specials? A clear daily board in the restaurant also helps.

How does good mise-en-place reduce stress during service?

Good mise-en-place eliminates decision pressure during service: every dish has its
ingredients ready, every station is set up. This reduces errors, speeds up preparation, and
gives staff confidence.
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5
R E T E N T I O N

Make staying the logical choice

R E T E N T I O N FIG. 05

Turnover is expensive — retention pays

Industry turnover 70%+ a year

With retention work under 25%

2× pay replacing someone can cost up to twice their salary — keeping them is cheaper

Hospitality's average turnover runs above 70% a year; the best independent houses run
below 25%. The difference is rarely a single salary euro — exit interviews across the sector
keep finding the same three reasons people leave: unpredictable schedules, no visible
future, and feeling like furniture. All three are fixable without a budget line.

The five materials of staying
Transparent pay: a published grid — role, experience, pay — kills the corrosive folklore of
who earns what, and makes "how do I earn more?" a roadmap instead of a negotiation.

A liveable rota (chapter 3 did this).

Growth that's real: station rotation, a wine certification paid for, the sous running
Tuesday's pass solo. The fine-dining specifics are in staff turnover in fine dining.

KEY INSIGHT

Retention in hospitality is built from five materials: fair pay made

transparent, schedules people can build a life around, visible growth

paths, daily respect rituals, and stay-conversations held before

resignation, not after. Replacing a trained employee costs roughly twice

their monthly salary — keeping them is the margin.

• 

• 

• 
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Respect rituals: staff meal eaten together, wins named in the briefing, the chef thanking
the pit on the way out. Culture is just repeated behaviour.

Stay-conversations: twice a year, fifteen minutes, one question — "what would make
you stay three more years?" Asked before resignation, it's strategy; after, it's a eulogy.

Count what leaving costs
Recruiting, onboarding, the months of reduced productivity, the regulars who notice their
favourite chef de rang vanished — replacement reliably costs around twice a monthly
salary, often more at senior stations. Put that number next to the training budget you
hesitated over, and the hesitation resolves itself.

G O I N G  D E E P E R

Fine dining has a paradox that few restaurant owners fully grasp: it has, on average,
lower staff turnover than fast food or casual dining — and yet every single departure
from a gastronomic restaurant is far more devastating than in any other segment.

In a casual restaurant, a new server is operational within three days. In your fine dining
restaurant, with its multi-course tasting menu, bespoke wine pairings, tableside rituals and
personalised guest profiles, it takes three to six months before someone functions with full
autonomy. And during that period — every day that a new face serves your guests —
something is lost that money cannot buy: the continuity of trust.

This article is not a generic HR manual. It focuses specifically on what works — and what
does not work — in the fine dining context. Drawing on insights from Michelin-starred
restaurants, data from Cornell University and the lessons the industry drew from its most
painful moment in years: the Noma affair of 2026.

The real cost of staff turnover

Most restaurant owners dramatically underestimate the financial impact of staff turnover.
They calculate the recruitment costs — an advertisement here, a selection interview there
— but miss the bulk of the bill.

Cornell University, the world's leading research institute for hospitality, calculated an
average replacement cost of €5,400 per employee (including recruitment,
administration, training and productivity loss during the onboarding period). But that is the
average across all hospitality segments. For a specialist sous chef, an experienced
sommelier or a seasoned maître d'hôtel in fine dining, those costs are substantially higher.

• 

• 

◉ D O  T H I S  T O N I G H T

List your three most valuable people. For each, write what you'd desperately
offer the day they resign. Now offer a version of it this month instead —
retention is just the resignation conversation, held early, with better options.

THE ULTIMATE GUIDE TO RESTAURANT STAFF &  OPERATIONS 22



The hidden costs are even more treacherous:

Lost revenue: New employees generate 15–25% less revenue than experienced team
members during their first year. They sell less wine, miss upselling opportunities and
disrupt the rhythm of the dining room.

Food waste: Kitchen errors increase during periods of high turnover. The cumulative
effect can amount to 5–10% of total revenue in waste and recovery costs.

Reputational damage: Guests who return for "their" server or "their" team and
encounter an entirely new face sometimes translate that feeling into negative reviews.

Productivity decline before departure: Research shows that an employee becomes
measurably less productive weeks before resigning — and that is already visible before
management is aware of it.

Knowledge loss: Table 7 has always been Mrs Desmet's favourite table. Mr Laurent has
not drunk red Burgundy from after 2012 following a bad experience. The lady who always
orders the tasting menu with wine pairing but quietly leaves half a glass untouched —
your sommelier knows that. Your new hire does not.

A restaurant with 15 staff and 40% turnover loses 6 people per year. In direct and indirect
costs, that can quickly amount to €50,000–80,000 annually — money that disappears from
your profit margin, invisible and unmeasured.

• 

• 

• 

• 

• 
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6
L E A D E R S H I P

Lead the brigade with numbers on the wall and
care in the room

L E A D E R S H I P FIG. 06

Four numbers to put on the wall

Labour cost % 30–35%

Turnover under 35%

Covers per labour hour trending up

Onboarding completed 100%

4 labour cost %, turnover, covers per labour hour and onboarding completion — every month

Every system in this guide decays without an owner. The owner is you — and the leadership
job is a double act: numbers that make problems visible early, and care that makes people
want to solve them with you.

The monthly staffing dashboard

FOUR NUMBERS, FIFTEEN MINUTES A MONTH

KEY INSIGHT

Staffing stays healthy when leadership tracks four numbers monthly —

labour cost percentage, turnover, covers per labour hour, and onboarding

completion — and pairs them with visible care. Teams that see the

numbers help fix them; teams that only feel pressure leave.
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Number Healthy If it slips

Labour cost % of revenue 30–35% full
service

Chapter 3: re-forecast the rota against
covers

Annualised turnover Under 35%,
falling

Chapter 5: stay-conversations, schedule
fairness

Covers per labour hour Stable or rising Chapter 4: systems, not speeches

Onboarding checklist
completion

100% of hires Chapter 2: the scaffold is being skipped

Share these with the team — anonymised where needed — in the monthly meeting. A
brigade that knows Tuesday's labour cost per cover starts policing idle hours itself;
transparency recruits forty problem-solvers.

Care is operational, not soft
The leader's daily round — greeting every station by name, tasting what the commis is
proud of, asking the runner how the exam went — costs ten minutes and outperforms
every engagement program ever sold. People deliver guest experience exactly as warmly
as they are treated; hospitality flows downhill. The numbers tell you where the system leaks;
the round tells you why.

◉ D O  T H I S  T O N I G H T

Compute last month's covers per labour hour (total covers ÷ total rostered
hours). Write it on the office wall and date it. Like every number in this guide:
the trend you start tracking tonight is the one that improves.
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E - B O O K

How strong is your staffing system?

We recruit continuously, not only when someone resigns

Every candidate does a paid trial shift before hiring

New hires get a written 30-day onboarding plan and a buddy

Rosters publish 2+ weeks ahead, built on booking forecasts

Labour cost per cover is tracked weekly

Every station runs on written mise en place par lists
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R E A D Y  T O  B E G I N

Give your brigade a quieter night
HappyChef takes reservations, confirmations and guest notes off

your team's plate — so their energy goes to guests, not admin.

Book a demo

Free, 30 minutes, no strings attached

https://happychef.fillout.com/t/6NnR2Jc6kgus
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