
[bookmark: _heading=h.d96ve53pvit3]Kitchen Crisis Drills Workshop
[bookmark: _heading=h.kedbyrz5ny83]Stress-Test Your Kitchen Team's Problem-Solving Skills
Duration: 120–180 minutes (allow up to 210 minutes if running all drills in full)
Participants: All BOH staff — head chef, sous chef, line cooks, prep cooks, dishwashers, and expeditors. FOH managers are strongly encouraged to observe or participate in all communication-based drills, not just selected ones. A unified response between BOH and FOH is one of the most underpractised skills in restaurants.
Frequency recommendation: Run this workshop at least once per quarter, and always after onboarding new staff, changing your menu significantly, following a real-world kitchen incident, or after a period of high staff turnover.
Materials Needed:
· Timer or stopwatch
· Blank tickets or POS simulator
· "Crisis Cards" (pre-written failure scenarios — print and laminate for repeated use)
· Red bandanas or red tape (to mark "down" equipment)
· Whistle (for sudden curveballs mid-drill)
· Notepad and pen for each station (for real-time decision logging)
· A designated observer/scorer who is not participating in the drill
· A printed copy of your allergen matrix and current menu
· A printed copy of your local health department's inspection checklist
· Optional: Video record drills for post-session review and coaching
[bookmark: _heading=h.ps8e0pdapcla]Pre-Workshop: Team Readiness Check (15 minutes — do this before the first drill)
Before any drills begin, take 15 minutes to assess baseline knowledge across the team. This is not a test — it is a calibration exercise so the facilitator knows where the team stands.
Ask the team, verbally and openly:
· "If the walk-in compressor failed right now, what would you do first?"
· "Who in this kitchen knows how to run the dish pit from start to finish?"
· "If a guest reported a severe allergic reaction, who gets called first — and what is the exact sequence of steps that follows?"
· "Where is our allergen matrix? Can you find it in under 30 seconds?"
· "What does '86' mean and who has the authority to call it?"
· "If the head chef had to leave the building right now, who would take over and what changes?"
Answers (or non-answers) will reveal exactly which drills are most urgent for your team and where to probe hardest during the debrief.
Assign roles before drills begin:
· Drill Facilitator: Controls pacing, introduces curveballs, and calls time. This person does not cook.
· Observer/Scorer: Documents decisions in real time, tracks timing, and notes communication gaps.
· Debrief Lead: Asks the debrief questions after each drill. Can be the same as the facilitator.
[bookmark: _heading=h.wqsy806aw2o1]Ground Rules Before Starting
· This is a learning exercise, not a performance evaluation. No one is being judged individually.
· All decisions made during drills are valid for debrief — there are no wrong answers, only better ones.
· Phones down, full focus. The drill is only as useful as the engagement level of the team.
· The trainer/facilitator has full authority to introduce curveballs at any point.
· Safety first — no actual unsafe cooking practices during drills. Simulate, don't risk.
· Silence is data. If someone goes quiet during a drill, that is worth noting in the debrief.
[bookmark: _heading=h.a9tx0jrzbeyz]Drill #1: The Equipment Meltdown
Scenario A (Standard):
· The oven fails during dinner rush with 20 tickets on the board.
· The backup equipment is also malfunctioning.
· Maintenance cannot respond for at least 45 minutes.
Scenario B (Advanced — run after the team has completed Scenario A at least once):
· The oven AND the stovetop on the hot line both fail simultaneously.
· Power to that section of the kitchen has tripped, suggesting an electrical fault.
· Maintenance is at another location and cannot be on-site for 60 minutes.
· The team must decide within 3 minutes whether to continue service, reduce covers, or close the kitchen temporarily.
Team Objectives:
· Reconfigure cooking methods within 5 minutes (e.g., move oven-dependent items to stovetop, salamander, or combi steamer).
· Identify which menu items can no longer be prepared safely or to standard — and communicate 86's to FOH within 2 minutes of the decision.
· Keep all remaining ticket times under 25 minutes.
· Brief the FOH manager clearly and calmly on the situation so they can manage guest expectations.
· For Scenario B: make a clear, documented recommendation to management within 5 minutes on whether service should continue.
Trainer Tips:
· Place a red bandana or red tape on the oven to mark it officially "out of order." No one is permitted to use it for the duration of the drill.
· Halfway through the drill, blow the whistle and announce the fryer is also overheating — add another layer of pressure.
· Consider also removing one cook from the drill halfway through to simulate a staff member being sent home sick.
· Watch for whether anyone takes a clear leadership role or whether the team becomes reactive and disorganised.
· For Scenario B: introduce a second curveball at the 10-minute mark — a FOH manager comes in asking if they should seat the next reservation. The team must communicate their status clearly enough for the manager to make an informed decision.
Additional Scenario Variation — Gas Outage: Mid-service, all gas appliances go cold. The team has electric-powered equipment only (induction hobs, electric salamander, microwave). The team must immediately assess what can still be cooked, which items are permanently off the menu for the shift, and how to communicate this without creating panic on the floor.
Scoring Suggestions (optional):
· 86 communicated to FOH within 2 minutes: 10 points
· All remaining tickets completed within 25 minutes: 10 points
· No dishes sent with incorrect cooking method: 10 points
· FOH informed clearly and professionally: 5 points
· Written note or verbal summary given to management within 5 minutes: 5 points
Debrief Questions:
· "Which dishes could we salvage? Which had to be 86'd, and why?"
· "How did communication break down between stations — and where specifically?"
· "Who made the first decision? Did everyone trust it?"
· "If this happened on a real Saturday night, what would we do differently?"
· "Do we have a written equipment failure protocol? Do we need one?"
· "What is our threshold for suspending service? Who has the authority to make that call?"
[bookmark: _heading=h.stnvlstdbo33]Drill #2: The Allergy Emergency
Scenario A (Standard):
· A ticket comes in marked with a severe nut allergy.
· Almond flour was used at the prep station earlier in the shift.
· The guest has disclosed a history of anaphylaxis.
Scenario B (Advanced):
· A ticket arrives with a severe shellfish allergy.
· Partway through preparation, the line cook realises the shared fryer was used for prawn tempura earlier in the shift and was not drained or cleaned.
· There is no other fryer available. The team must decide: substitute the dish entirely, or 86 it and explain to the guest.
Scenario C — Post-Service Reaction Drill:
· A guest who left 20 minutes ago calls the restaurant, claiming they believe they have had an allergic reaction.
· The team must: reconstruct exactly what was in their dish, check whether any substitutions were made during service, identify what contact points existed between their dish and known allergens, and document all findings clearly for management.
· This drill tests traceability, not just preparation.
Team Objectives:
· Immediately identify and isolate any cross-contact risk at the affected station.
· Full station reset — new cutting board, knives, pans, towels, and gloves — before preparing the allergy order.
· Expo (expeditor) must verify and sign off on the dish before it is plated and leaves the kitchen.
· The manager must be alerted within 1 minute of the allergy ticket arriving.
· The dish must only be carried to the table by a designated team member who confirms the allergy verbally to the guest or FOH server.
Trainer Tips:
· Before the drill begins, secretly sprinkle poppy seeds or sesame seeds on one of the prep stations to test whether staff identify and address hidden contamination during their reset.
· Have a staff member role-play as a FOH server who comes into the kitchen demanding to know when the allergy dish will be ready — test how the team handles the pressure without rushing and compromising safety.
· Have a second staff member role-play as an anxious or insistent guest at the pass, asking for reassurance directly.
· For Scenario B or advanced teams: introduce a second allergen mid-drill — a staff member "realises" that the substitute dish chosen also contains a trace allergen the guest didn't mention, but that is common in that dish type. The team must decide whether to flag it.
Key Teaching Points to Reinforce:
· Changing gloves is not enough. Hands must also be washed before putting on new gloves.
· "Allergen-free" and "made without" are not the same as "safe for someone with anaphylaxis" if the kitchen environment has not been properly reset.
· Never rush an allergy order. A 5-minute delay is always better than an emergency.
· The chef or manager — not a line cook — should be the final sign-off on any severe allergy dish.
· In South Africa, the Consumer Protection Act and general food safety regulations hold establishments liable for allergen-related harm. Knowing your legal obligations is part of food safety, not separate from it.
· Every kitchen should maintain an up-to-date allergen matrix for every dish — including specials. If it doesn't exist, assign someone to build it this week.
Debrief Questions:
· "What steps were missed in the station reset? How would you catch those in a real scenario?"
· "How can we make allergy protocols faster without making them less safe?"
· "Did the manager get notified in time? What slowed that down?"
· "Would we have been confident sending that dish out in a real service? Why or why not?"
· "Do we have a written allergy protocol posted in the kitchen? Is every staff member trained on it?"
· "If a guest had a reaction, could we reconstruct exactly what was in their dish within 10 minutes? Test that now."
[bookmark: _heading=h.f1503phkf4b2]Drill #3: The 15-Ticket Onslaught
Scenario A (Standard):
· The printer fires 15 tickets simultaneously — a mix of starters, mains, and desserts.
· Two of the tickets have dietary modifications (one vegan, one gluten-free).
· One ticket is for a table that was promised a 20-minute wait time by FOH.
Scenario B (Advanced — Saturdays Only):
· 18 tickets fire at once. The restaurant is fully booked with a private function in a separate dining area that has its own dedicated plating requirements.
· The function requires all plates to go out simultaneously — 12 plates at once, all the same dish, all to the same standard.
· Two of the function guests have pre-submitted dietary requirements that were not communicated to the BOH until this moment.
Team Objectives:
· Sort and prioritise tickets within 2 minutes of them printing — without anyone shouting over each other.
· Complete all tickets without any single ticket exceeding a 30-minute ticket time.
· The expeditor maintains plating accuracy across all dishes under pressure.
· Modified and dietary tickets are prepared at a clean station and clearly identified before leaving the kitchen.
· No cross-contamination between dishes.
Trainer Tips:
· Sabotage the drill by handing one cook a laminated "VIP ticket" midway through that must jump the queue — observe how the team negotiates priority changes mid-service without breaking down.
· At the halfway point, yell "86 chicken!" and watch how the team communicates the change across stations and updates the affected tickets.
· For an advanced version: add a fake "dietary complaint" ticket from FOH mid-drill — a table claims their "gluten-free" dish contained bread. Observe how the team responds.
· The designated observer should watch specifically for communication gaps between stations — who is talking, who is not, and what information is being dropped.
· Add a scenario where the POS printer jams and three tickets are lost. The team must reconstruct the orders from memory and communicate with FOH to verify.
Key Teaching Points to Reinforce:
· Ticket prioritisation is a skill, not just instinct. Teams should have an agreed system before service begins.
· The expeditor's voice is the most important voice during a rush. Everyone else should be listening and executing.
· Dietary modifications should always be the last dishes plated and the most carefully checked — never rushed through because the table was waiting.
· A lost or unacknowledged ticket is one of the most common causes of poor guest experience. Having a verification system between FOH and BOH for large orders is not optional.
Debrief Questions:
· "Which stations became bottlenecks? What caused them?"
· "Did anyone take clear leadership over ticket prioritisation, or did it become chaotic?"
· "How did the 86 chicken announcement get communicated — did every station hear it clearly?"
· "Were the dietary modification dishes handled correctly under pressure? What almost went wrong?"
· "If we ran this drill again tomorrow, what one thing would we change about how we organise?"
· "What is our process when the printer jams or a ticket goes missing?"
[bookmark: _heading=h.zhw3ee4n2ch8]Drill #4: The Dish Pit Disaster
Scenario A (Standard):
· The dishwasher walks out mid-shift with no warning.
· Dirty plates are piling up at an unsustainable rate.
· Clean utensils and cookware are running low.
· The restaurant is at 80% capacity with no sign of slowing down.
Scenario B — Equipment Failure Version:
· The dishwasher breaks down mid-shift. There is no walkout — the dishwasher is still present, but can only be hand-washed.
· Hand-washing capacity is approximately 30% of normal throughput.
· The team must triage: which items need to be cleaned immediately, and which tables/courses can be staggered to compensate for the slower turnaround.
Team Objectives:
· Within 3 minutes, assign an ad-hoc dish crew without halting food production (e.g., a prep cook rotates in, a junior cook covers prep, a senior cook covers both stations).
· Conserve available clean tools strategically — prioritise what is needed for active tickets over what is needed later.
· Maintain service quality through improvised plating solutions if necessary (e.g., parchment liners, alternative service vessels).
· Notify the manager immediately so they can consider slowing the floor or adjusting covers if the situation becomes critical.
Trainer Tips:
· Before starting the drill, hide half the clean plates and at least one set of tongs to intensify the scarcity pressure.
· Reward creative and practical problem-solving during the debrief — improvising isn't a failure, it's a skill.
· Have the manager role-play receiving a complaint from a FOH server that tables are waiting too long for plates to be cleared — add the external pressure to the kitchen.
· Watch whether the team communicates proactively with management or tries to manage the crisis silently. Silent crisis management is one of the most common real-world failures.
· For Scenario B: introduce a water pressure drop at the 10-minute mark, simulating a building plumbing issue that slows hand-washing further.
Key Teaching Points to Reinforce:
· The dish pit is a critical station, not a secondary one. A kitchen that doesn't value its dishwashers will always be vulnerable.
· Every BOH team member should know the basics of running the dish pit — it should be cross-trained, not siloed.
· Proactive communication upward (to management) is always better than absorbing a crisis quietly until it becomes a service failure.
· Cross-training is not a luxury — it is the single most effective way to make a BOH team resilient against absenteeism.
Debrief Questions:
· "Who stepped up? Who froze? What made the difference?"
· "How quickly did the crisis reach management — and was it fast enough?"
· "Is our dish pit process documented anywhere, or does all knowledge sit with one person?"
· "What is our real-world contingency plan if a dishwasher leaves mid-shift? Does that plan exist, and does everyone know it?"
· "Which dishes or steps were compromised by the equipment shortage? How do we prevent that?"
· "Do we cross-train everyone on the dish pit at induction? If not, should we?"
[bookmark: _heading=h.f4ct29detn4p]Drill #5: The Mystery Box Challenge
Scenario A (Standard):
· A key ingredient for one of your most-ordered dishes is missing — it was not delivered and cannot be sourced before service.
· The ingredient is listed prominently on the menu (e.g., no cream for the signature pasta sauce, no salmon for the salmon entrée).
· FOH has already taken orders for the affected dish from three tables.
Scenario B — Supplier Collapse:
· Your primary supplier has cancelled all deliveries for the week due to a logistics strike.
· This affects five items currently on the menu.
· The team has 15 minutes before service begins to assess what is available, determine what can stay on the menu as-is, what can be modified, and what must be 86'd.
· The GM needs a briefing in 10 minutes.
Team Objectives:
· Within 5 minutes, propose at least two credible substitutions using only what is currently available in the kitchen.
· Ensure the substitute dish can be executed to an acceptable quality and presentation standard.
· Communicate the change clearly to FOH — including what language to use when explaining it to guests who already ordered the original dish.
· Update any allergy or dietary information that changes as a result of the substitution.
· Maintain the integrity of the dish's flavour profile and presentation as closely as possible.
Trainer Tips:
· Prepare a physical "mystery box" in advance containing a selection of plausible substitutes. The team can only use what is in the box plus existing kitchen stock.
· Judge the result on three criteria: taste, presentation, and allergen safety — either by chef's choice or team vote.
· For the advanced version: the substitute ingredient the team chooses contains an allergen that the original dish did not — forcing a sudden allergen reassessment and FOH alert.
· After the drill, discuss what a well-maintained substitution guide in the kitchen would look like and who would own it.
· Bonus challenge: the team must script exactly what the FOH server should say to the three tables that already ordered the missing dish. Role-play it until the language feels natural, not apologetic.
Key Teaching Points to Reinforce:
· The ability to substitute intelligently under pressure is one of the most valuable skills in a professional kitchen.
· Any substitution that changes the allergen profile of a dish must immediately trigger a menu update and FOH notification — without exception.
· Guests who are told honestly and professionally that a dish has been improved or adjusted will almost always accept it. Guests who feel misled will not.
· A well-run kitchen maintains a minimum par-stock list of critical ingredients specifically to buffer against delivery failures.
Debrief Questions:
· "Which substitutions worked well? Which failed, and why?"
· "How quickly could you explain the change to a guest in a way that felt natural, not apologetic?"
· "Did the substitution change the allergen profile? Did anyone catch that in real time?"
· "Do we have any kind of written substitution guide or backup ingredient list in this kitchen? Should we?"
· "What other high-risk ingredients — things we rely on heavily — do we not have a backup plan for?"
· "What is our relationship with a secondary supplier? Do we even have one?"
[bookmark: _heading=h.lvax3d9e8ifl]Drill #6: The Health Inspection Surprise
Scenario A (Standard):
· A health inspector arrives unannounced at the start of the lunch rush.
· Three common compliance issues are deliberately staged in the kitchen before the drill begins (e.g., unlabelled containers in the walk-in, a chopping board stored incorrectly, a temperature log that hasn't been completed).
Scenario B — Multi-Issue Inspection:
· The staged violations are increased to six and placed across multiple areas: a cracked food container, a handwashing station without soap, a staff member without a hair covering, temperature logs missing for two days, a cleaning chemical stored next to food, and a pest entry point (paper "evidence" near the back door).
· The team has 5 minutes before the inspector "enters" to find and fix as many violations as possible.
Team Objectives:
· The head chef or senior cook greets and manages the inspector professionally while service continues.
· The team continues service without interruption or visible panic.
· At least two of the three staged compliance issues (or four of six in Scenario B) are identified and corrected by the team themselves before the "inspector" reaches them.
· All temperature logs, labelling, and storage practices are verified and corrected within 10 minutes.
Trainer Tips:
· Have the manager play the role of the health inspector. Use a real or adapted local health department inspection checklist for authenticity.
· Stage the violations at realistic locations — a mislabelled allergen container in the fridge, a probe thermometer that "hasn't been calibrated this week," a staff member without a hair covering.
· After the drill, walk through the inspection checklist together as a team and identify any real compliance gaps that exist in your actual kitchen.
· For an advanced version, the "inspector" asks to see the kitchen's HACCP documentation or cleaning schedule. If it doesn't exist or isn't accessible, that is the lesson.
Key Teaching Points to Reinforce:
· A health inspection is not an emergency — it is a routine event that a well-run kitchen should be able to absorb without disruption.
· Compliance is a daily discipline, not a reaction to inspections. If your kitchen only passes inspections because you were warned in advance, that is a vulnerability.
· The calmest person in the kitchen during an inspection should be the head chef. Panic is visible and unprofessional.
· In South Africa, inspections are conducted under the Foodstuffs, Cosmetics and Disinfectants Act and local municipal by-laws. Knowing the relevant standards applicable to your establishment type is the head chef's responsibility.
Debrief Questions:
· "How many of the staged violations did the team catch before the inspector found them?"
· "How did service hold up while the inspection was happening?"
· "Are there any real compliance gaps in our kitchen today that this drill revealed?"
· "What is our inspection readiness protocol? Does one exist?"
· "Where is our HACCP documentation? Who maintains it? When was it last reviewed?"
[bookmark: _heading=h.j2sx0qcpfi2q]Drill #7: The New Hire in the Weeds
Scenario A (Standard):
· A new cook is on the line for only their second shift. Midway through service, the cook they are shadowing is called away due to a family emergency and cannot return.
· The new hire must now manage their station alone, with guidance only from the expeditor and head chef, who are both occupied.
Scenario B — The Overwhelmed Trainee:
· The new hire is now in their first week on a different station than the one on which they were trained.
· Mid-service, they make a significant plating error that causes a dish to be returned.
· The team must manage both the returned dish and the new hire's confidence simultaneously — without sacrificing ticket times.
Team Objectives:
· The team identifies the vulnerability immediately and redistributes the workload without waiting to be asked.
· A more experienced team member checks in with the new hire every 5 minutes without taking over their station entirely.
· No tickets from the affected station exceed standard ticket time by more than 5 minutes.
· The new hire is debriefed kindly and constructively after the drill — regardless of how they performed.
Trainer Tips:
· This drill is as much about team culture as it is about operational skill. Watch whether the team supports the new hire or ignores them.
· Brief the "new hire" actor in advance on two or three intentional mistakes to make during the drill — to test whether the team catches and corrects them constructively.
· Use this drill to reinforce that a strong kitchen culture is itself a crisis management tool. Teams that support each other perform better under pressure.
· After the drill, ask the person who played the new hire to describe how it felt — their experience is the most valuable data point in the debrief.
Debrief Questions:
· "How quickly did the team realise the new hire needed support?"
· "Was the support given in a way that was helpful or overwhelming?"
· "What would we do differently in our onboarding to prevent this kind of vulnerability?"
· "How did the new hire feel during the drill? (Ask them directly, in a safe space.)
· "Is our onboarding process structured enough that any new hire knows the basics of every station by the end of week one? If not, what needs to change?"
[bookmark: _heading=h.cwh8jvy7kwjb]Drill #8: The Cold Chain Crisis
Scenario:
· The walk-in refrigerator temperature alarm was triggered two hours ago, but was not noticed.
· The current temperature in the walk-in is 12°C — a full 4°C above the safe upper limit.
· The walk-in contains proteins, dairy, cooked leftovers, and prepped mise en place for tonight's service.
· A technician is on the way but cannot arrive for 90 minutes.
Team Objectives:
· Within 5 minutes, conduct a full temperature audit of all items in the affected walk-in.
· Use the "2-hour/4-hour rule" to make discard or retain decisions for each item based on how long it may have been in the danger zone.
· Move safe items to a backup fridge or cooler immediately.
· Any item with an uncertain exposure time must be discarded — not "probably fine."
· Brief management on what stock has been lost and the estimated cost within 10 minutes.
· Determine whether service can proceed with available safe stock or whether tonight's menu needs to be adjusted.
Trainer Tips:
· Before the drill, physically mark certain items with "placed in walk-in 1.5 hours ago" and others with "placed in walk-in 3.5 hours ago" labels to force timed discard decisions.
· Place a high-value protein item (e.g., labelled "tonight's reserved tenderloin") in the uncertain zone — observe whether the team discards it correctly despite the cost.
· Introduce a curveball: the backup fridge is already at capacity. The team must prioritise what to save.
· Watch whether the team attempts to justify keeping borderline items based on cost rather than food safety principles.
Key Teaching Points to Reinforce:
· The 2-hour/4-hour rule: food held between 5°C and 60°C for less than 2 hours can be used; between 2–4 hours should be used immediately; over 4 hours must be discarded. When in doubt, throw it out.
· The cost of discarding food is always less than the cost of a food poisoning incident — financially, legally, and reputationally.
· Temperature logs are not bureaucracy — they are evidence of due diligence in the event of a complaint or investigation.
· Every kitchen should have a written cold chain failure protocol, including who to call, how to document, and what the discard thresholds are.
Scoring Suggestions (optional):
· All unsafe items correctly identified and discarded: 15 points
· No "borderline" items kept without documented justification: 10 points
· Management briefed within 10 minutes with stock loss estimate: 10 points
· Backup storage plan executed without food safety compromise: 5 points
Debrief Questions:
· "Were there any items you kept that should have been discarded? Why did you keep them?"
· "Where is our temperature monitoring log? Is it up to date right now?"
· "Do we have a written protocol for a cold chain failure? Could a new staff member follow it without guidance?"
· "What would the financial and reputational impact be if a guest became ill from an item that was borderline and we chose not to discard it?"
· "Who has authority to make the final call on discarding stock — and is that person always available during service?"
[bookmark: _heading=h.o15xvzzw87t]Drill #9: The Service Recovery Drill 
[bookmark: _heading=h.inc7s97fls8v]Scenario:
· A table of eight sends back two dishes — one because the steak was cooked to the wrong temperature, and one because the pasta arrived cold.
· The table is visibly unhappy. A FOH manager has promised them complimentary dishes and an expedited re-fire.
· The kitchen still has 18 active tickets on the board.
Team Objectives:
· Re-fire the two dishes to the correct standard within 8 minutes of the return.
· Communicate clearly with FOH on the re-fire timeline — no vague estimates.
· Identify why the errors occurred (wrong temp called, expeditor missed it, plating delay caused cold dish) and verbally acknowledge during the drill — not just in the debrief.
· Ensure no other tickets are dropped or delayed to compensate for the re-fire.
Trainer Tips:
· Introduce the scenario mid-drill — not as the opening scenario. The team must absorb the re-fire while managing active tickets.
· Have a FOH manager come in person to the pass to relay the complaint. Test whether the kitchen responds defensively or constructively.
· Add a curveball: the FOH manager has also promised the table a complimentary dessert course, which hasn't been prepared. The kitchen must absorb this additional request mid-recovery.
· Watch for blame culture — anyone who deflects rather than solves is a coaching point.
Key Teaching Points to Reinforce:
· A returned dish is not a failure of one person — it is a systems failure. The honest question is: where did the process break down?
· A re-fire done right and delivered confidently can turn a negative guest experience into a loyal one. Speed and quality are both non-negotiable.
· FOH and BOH must communicate in real, specific timelines. "It'll be out soon" is not a timeline.
· Service recovery is a team skill, not just a head chef's skill. Every person on the line has a role in making a re-fire seamless.
Debrief Questions:
· "Why did the errors happen? Was it a communication failure, a cooking error, or a timing issue?"
· "How did the re-fire affect the rest of the board? Did any other tickets suffer?"
· "Did the FOH manager get a specific timeline from the kitchen? What was communicated?"
· "Was there any blame happening in the kitchen during the drill? How did it affect the team's performance?"
· "What one system change would prevent this specific error from recurring?"
[bookmark: _heading=h.2s2jfa5d16el]Drill #10: The Staff Conflict on the Line
Scenario:
· Midway through a busy service, two line cooks have a visible and audible disagreement over a plating decision.
· The argument is escalating. Neither cook is backing down. Other team members are watching instead of working.
· Tickets are backing up.
Team Objectives:
· The head chef or senior team member intervenes and de-escalates within 60 seconds — without dismissing either party.
· Service resumes without further disruption within 2 minutes of the intervention.
· Both individuals are spoken to separately after service in a private, calm debrief.
· The team does not allow the conflict to affect the quality of any outgoing dishes.
Trainer Tips:
· This drill requires two actors who have been briefed in advance. The conflict should feel realistic but not personal.
· The facilitator should not intervene immediately — watch how long it takes for the team itself to manage the situation.
· If no one intervenes after 90 seconds, blow the whistle and pause the drill. Discuss what happened.
· Debrief should specifically address what a respectful, professional intervention sounds like — and what it doesn't sound like.
Key Teaching Points to Reinforce:
· Conflict on the line is a service risk. Emotional temperature in the kitchen directly affects the food that reaches the guest.
· A head chef's job is not just culinary — it is cultural. Modelling composed, direct conflict resolution is one of the most important things a chef can do.
· The kitchen is not the place for full conflict resolution. De-escalation in service, full conversation after service.
· A team member who consistently creates tension on the line is a liability to every other team member, not just to management.
Debrief Questions:
· "How long did the conflict last before someone stepped in? What took so long?"
· "What did the intervention sound like? Was it calm and effective, or reactive?"
· "How did the rest of the team respond — did they disengage from their work?"
· "What is our culture around conflict on the line? Is it acceptable to raise your voice? Where is that line?"
· "What support or coaching does each of the involved team members need — not as punishment, but as development?"
[bookmark: _heading=h.z4lsisq7rzy3]Workshop Wrap-Up
[bookmark: _heading=h.8ix191hmz6w3]1. Team Feedback Roundtable (15 minutes)
Bring the whole team together. Keep it open and honest — this is not a post-mortem, it is a growth conversation.
· "Which drill felt most stressful? Why?"
· "Which drill revealed a gap we didn't know we had?"
· "What is one system we are going to change or create after today?"
· "Who showed up differently than you expected — in a good way?"
Each person should leave with one personal takeaway they commit to.
[bookmark: _heading=h.84jflosh18b8]2. Crisis Playbook Update (10 minutes)
The value of this workshop only compounds if the lessons are documented.
· Assign one person (not the head chef — they are too busy) to write up the key findings from today's session within 48 hours.
· Document the best solutions discovered during drills into a shared, accessible document — Google Docs, Notion, a physical binder, whatever your team actually uses.
· Identify any new Standard Operating Procedures (SOPs) that should be created or updated as a result.
· Assign accountability partners for each identified failure area — someone whose job it is to track whether the fix actually happens.
· Set a date for the next drill session before the team disperses.
[bookmark: _heading=h.uzr52mop9e27]3. Recognise the Standouts
Recognition matters more in kitchens than in almost any other workplace because BOH work is chronically undervalued.
· "Golden Whisk" award for the team member who demonstrated the best problem-solving or leadership under pressure.
· Acknowledge anyone who stepped outside their usual role to support the team.
· A shared snack, meal, or drink after the session reinforces the message that this was a team effort — and that investing time in training is worthwhile.
[bookmark: _heading=h.q6bepaw12cq4]Post-Workshop: Suggested Follow-Up Actions
Within 48 hours, management should:
· Review any real compliance gaps surfaced during the drills and assign corrective action with a deadline.
· Post updated or new SOPs at relevant stations — not in a folder no one reads, but physically visible in the kitchen.
· Identify any staff members who showed leadership potential during the drills and consider how to develop that.
· Update the allergen and dietary modification protocol if any gaps were identified during Drill #2.
· Confirm the date of the next drill session and put it on the schedule.
· If Drill #8 revealed that temperature logging is inconsistent, implement a twice-daily log check immediately.
Within two weeks:
· Review ticket time data from real service to see if performance has improved.
· Check whether the assigned accountability partners have followed through on their commitments.
· Walk every new SOP with the relevant team members in person — paper alone is not training.
Within one month:
· Run a shortened 45-minute "flash drill" on the one or two areas of greatest weakness identified in the workshop.
· Confirm that the crisis playbook has been updated and is accessible to all team members.
[bookmark: _heading=h.lyfhm0gx2nb9]Suggested Drill Rotation Schedule
Not every drill needs to be run at every session. Rotate based on season, team composition, and recent incidents.
	Quarter
	Priority Drills
	Reason

	Q1 (January–March)
	Drills 3, 5, 7
	Post-holiday burnout, new hires from December

	Q2 (April–June)
	Drills 1, 6, 8
	Equipment strain from summer heat, inspection season

	Q3 (July–September)
	Drills 2, 4, 9
	Colder weather increases allergy season complexity; the school holiday rush

	Q4 (October–December)
	Drills 3, 5, 10
	Peak trading season, highest volume, highest team stress


Run Drills 8, 9, and 10 at least once annually, regardless of season — cold chain failure, service recovery, and staff conflict are year-round risks.

[bookmark: _heading=h.k4wihmjb8syj]A Note on Drill Culture
The biggest mistake kitchens make with this kind of workshop is running it once, filing the notes away, and returning to exactly the same habits the next day. Drills only work if they are part of an ongoing culture of deliberate practice.
The kitchens that perform best under real pressure are not the ones with the most experienced staff — they are the ones with the most practised staff. Experience tells you what can go wrong. Practice tells you what to do when it does.
Run these drills regularly. Rotate the scenarios. Add new curveballs as your team improves. Invite FOH managers to observe. And most importantly, create a kitchen where making a mistake during a drill is genuinely welcomed — because that is exactly what drills are for.
Train for chaos. Perform with confidence. Great service begins in the back.

Document version: Upgraded edition. Review and update after every real-world incident and every quarterly session.
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