
Restaurant Owner Meeting Template

[bookmark: _4kjim89oq4jr]Information Gathering & Business Intelligence Guide
Purpose: This template helps restaurant owners systematically gather critical information, identify issues early, make informed decisions, and maintain control over all aspects of their business.
[bookmark: _dp31tzro3zl7]Meeting Information
Date: ________________________________
Time: ________________________________
Duration: ____________________________
Owner Present: ________________________________
Key Staff Present: ________________________________
Meeting Type:☐ Weekly Management Review (Owner + Key Managers)☐ Monthly Financial & Performance Review☐ Quarterly Strategic Planning☐ Department Head Check-in☐ Emergency/Crisis Meeting☐ One-on-One with Manager
[bookmark: _e2nustxzvuwn]
[bookmark: _3gc8awypendh]
[bookmark: _ek1hx7yt9zzr]
[bookmark: _h27aodxxd239]
[bookmark: _xd6jj6dnzob]SECTION 1: Financial Intelligence (Owner's Priority)
[bookmark: _x5avxilaanbz]Sales & Revenue - What Owner MUST Know
Daily/Weekly Sales Performance:
· Yesterday's sales: $_____________ (vs. last week: $_____________)
· This week's sales: $_____________ (vs. budget: $_____________)
· Month-to-date sales: $_____________ (vs. last month: $_____________)
· Are we on track to hit the monthly target? ☐ Yes ☐ No ☐ At risk
Owner's Questions to Ask:
1. What drove sales up or down this period? _____________________________________
2. Which dayparts are underperforming? _____________________________________
3. Are there patterns I should be aware of? _____________________________________
4. What opportunities are we missing? _____________________________________
[bookmark: _ppfkcvddwoxe]Profit Margins - Owner's Bottom Line
Cost Controls:
· Current food cost %: _____________ (Target: _______%)
· ☐ On target ☐ Above target (Why: _________________________________)
· Current labor cost %: _____________ (Target: _______%)
· ☐ On target ☐ Above target (Why: _________________________________)
· Prime cost (food + labor): _____________ (Should be under 60-65%)
· ☐ Healthy ☐ Concerning ☐ Critical
Owner's Questions to Ask:
1. Why are our costs higher/lower than last period? _____________________________________
2. What specific actions are being taken to control costs? _____________________________________
3. Are there any waste or theft issues I should know about? _____________________________________
4. What vendors are causing problems or price increases? _____________________________________
[bookmark: _faf8tryexhah]
[bookmark: _el895jv4b7b]Cash Flow & Expenses - Owner's Financial Health
Key Metrics Owner Needs:
· Cash on hand: $_____________
· Outstanding receivables: $_____________
· Upcoming major expenses: _____________________________________
· Overdue payables: $_____________
· Credit card processing fees this month: $_____________
· Any unusual expenses: _____________________________________
Owner's Questions to Ask:
1. Do we have any cash flow concerns coming up? _____________________________________
2. Are all vendors paid on time? Any disputes? _____________________________________
3. What can we cut or reduce right now? _____________________________________
4. Are we collecting all revenue (gift cards, events, catering)? _____________________________________
[bookmark: _o69pv69w20f]SECTION 2: Operational Performance - What's Really Happening
[bookmark: _63kh7aaln7pk]Front of House Intelligence
What Owner Needs to Know:
· Average wait time during peak: _____________ minutes
· Table turnover rate: _____________ (Is this optimal? ☐ Yes ☐ No)
· No-show rate: % (Costing us: $)
· Walk-out/upset customer incidents this week: _____________
Server Performance Owner Should Track:
· Top-performing servers (by sales): _____________________________________
· Underperforming servers: _____________________________________
· Customer complaints about specific staff: _____________________________________
· Upselling effectiveness: ☐ Strong ☐ Weak ☐ Non-existent


Owner's Critical Questions:
1. Are customers being greeted and seated within 2 minutes? ☐ Yes ☐ No
2. Are we losing money due to poor table management? _____________________________________
3. Which staff members need coaching or need to be let go? _____________________________________
4. Are customers waiting too long for anything? _____________________________________
5. What's our biggest service bottleneck right now? _____________________________________
[bookmark: _wj85lo5kqhe7]Back of House Intelligence
What Owner Needs to Know:
· Average ticket time: _____________ minutes (Target: _______)
· Food waste this week: $_____________
 (Why: _________________________________)
· Menu items we're running out of: _____________________________________
· Menu items not selling (dead inventory): _____________________________________
· Kitchen equipment issues/repairs needed: _____________________________________
Food Quality & Consistency:
· Any quality complaints this week: _____________________________________
· Are recipes being followed consistently? ☐ Yes ☐ No ☐ Sometimes
· Portion control issues: _____________________________________
· Food safety concerns or violations: _____________________________________
Owner's Critical Questions:
1. Is the kitchen operating efficiently, or are we wasting time/money? _____________________________________
2. Are my chefs using ingredients before they expire? _____________________________________
3. What menu items have the best/worst margins? _____________________________________
4. Is anyone stealing food or giving away free meals? _____________________________________
5. Do I need to be in the kitchen more often? Why/why not? _____________________________________
[bookmark: _lw1pzradri6q]Bar Performance (If Applicable)
What Owner Needs to Know:
· Bar sales as % of total: _____________% (Benchmark: 20-30%)
· Liquor cost %: _____________ (Should be 18-24%)
· Beer cost %: _____________ (Should be 24-28%)
· Wine cost %: _____________ (Should be 30-45%)
· Over-pouring or waste issues: _____________________________________
· Inventory discrepancies: _____________________________________
Owner's Critical Questions:
1. Are we making money at the bar or losing it? _____________________________________
2. Is anyone giving away free drinks? _____________________________________
3. Are bartenders following pour standards? ☐ Yes ☐ No ☐ Not sure
4. What's our most profitable drink? Least profitable? _____________________________________
5. Should we adjust our bar menu or pricing? _____________________________________
[bookmark: _1sb8tg3ljjrs]SECTION 3: Staff Performance & Issues - Owner's Talent Management
[bookmark: _14b73obctyeb]Staffing Levels & Scheduling
What Owner Needs to Know:
· Current staff headcount: _____________ (vs. optimal: _____________)
· Open positions: _____________ (How long vacant: _____________)
· Staff turnover this month/quarter: _____________
· Overtime hours this week: _____________ (Cost: $_____________)
· Call-outs/no-shows this week: _____________



Owner's Critical Questions:
1. Are we overstaffed or understaffed? When? _____________________________________
2. Why are people leaving? Exit interview insights: _____________________________________
3. Are my managers scheduling efficiently? _____________________________________
4. Do I have the right people in the right positions? _____________________________________
5. Who are my future leaders? Who needs to go? _____________________________________
[bookmark: _vwge9kfkpc5]Staff Discipline & Performance Issues
Problems Owner Must Address:
· Late arrivals/early departures: _____________________________________
· Customer complaints about staff: _____________________________________
· Staff conflicts or drama: _____________________________________
· Policy violations: _____________________________________
· Attitude or morale issues: _____________________________________
Owner's Critical Questions:
1. Are my managers handling discipline or avoiding it? _____________________________________
2. Is there anyone I need to personally address? _____________________________________
3. What behavior patterns am I seeing repeatedly? _____________________________________
4. Are we documenting issues properly for potential termination? _____________________________________
[bookmark: _9c8sf3xk4ris]Training & Development Gaps
What Owner Needs to Know:
· New hire training completion: ☐ Adequate ☐ Rushed ☐ Non-existent
· Ongoing training happening: ☐ Regular ☐ Occasional ☐ Never
· Skill gaps affecting service or sales: _____________________________________
· Staff ready for promotion: _____________________________________

Owner's Critical Questions:
1. Are we losing money due to untrained staff? _____________________________________
2. What training would have the biggest ROI right now? _____________________________________
3. Who's training new hires, and are they doing it well? _____________________________________
[bookmark: _2ylewng0erea]SECTION 4: Customer Intelligence - What Guests Are Saying
[bookmark: _s7fmj7aszxdw]Reviews & Reputation Management
What the Owner Needs to Monitor:
· Online review average (Google/Yelp/Facebook): _____________ stars
· New reviews this week: _____________ (Positive: _____ Negative: _____)
· Common themes in positive reviews: _____________________________________
· Common complaints in negative reviews: _____________________________________
· Owner response status: ☐ All responded ☐ Pending ☐ Ignored
Owner's Critical Questions:
1. What are customers praising? Are we doing more of it? _____________________________________
2. What are customers complaining about? What's our action plan? _____________________________________
3. Are negative reviews about the same issues repeatedly? _____________________________________
4. Who's responding to reviews, and are responses appropriate? _____________________________________
[bookmark: _5mt3rotinai1]Direct Customer Feedback
What Owner Needs to Hear:
· VIP/regular customer feedback: _____________________________________
· Customer compliments this week (specific): _____________________________________
· Customer complaints this week (specific): _____________________________________
· Refunds or comped meals: _____________ (Total cost: $_____________)

Owner's Critical Questions:
1. How are we handling customer complaints? Get examples: _____________________________________
2. Are we comping too much? Whose authorizing it? _____________________________________
3. What would make our customers return more often? _____________________________________
4. Are we asking customers for feedback proactively? _____________________________________
[bookmark: _rahoh0sj1ggb]Market Position & Competition
What Owner Needs to Know:
· Competitor activity (new menus, promos, changes): _____________________________________
· Our unique advantages: _____________________________________
· Where we're losing to competitors: _____________________________________
· Customer comments about competitors: _____________________________________
Owner's Critical Questions:
1. What are competitors doing that we should consider? _____________________________________
2. Are we priced correctly for our market? _____________________________________
3. What makes us different, and are we communicating it? _____________________________________
[bookmark: _6wk11o8p51xj]SECTION 5: Critical Risk Areas - Owner's Protection
[bookmark: _8e1qiq9i4s34]Compliance & Legal Issues
What Owner MUST Monitor:
· Health inspection status: _____________ (Last inspection: _____________)
· Any violations or warnings: _____________________________________
· Liquor license compliance: ☐ Good ☐ Issues: _____________________
· Employment law compliance (breaks, overtime, etc.): ☐ Yes ☐ At risk
· Insurance coverage current: ☐ Yes ☐ Renewal needed
· Any potential lawsuits or claims: _____________________________________
Owner's Critical Questions:
1. What could shut us down or cost us our licenses? _____________________________________
2. Are we doing anything that could result in a lawsuit? _____________________________________
3. Are all required certifications current? _____________________________________
4. Do I need to talk to my lawyer or insurance agent? _____________________________________
[bookmark: _lidmj1r85f7q]Security & Loss Prevention
What Owner Needs to Know:
· Cash handling issues or shortages: _____________________________________
· Suspicious activity or theft concerns: _____________________________________
· Vendor delivery verification: ☐ Always checked ☐ Sometimes ☐ Never
· POS security and access controls: ☐ Tight ☐ Loose
· Inventory shrinkage: _____________% (Normal: 2-4%)
Owner's Critical Questions:
1. Where am I losing money that I don't know about? _____________________________________
2. Who has access to cash, and are they trustworthy? _____________________________________
3. Are managers spot-checking counts and deliveries? _____________________________________
4. Should I consider security cameras or audits? _____________________________________
[bookmark: _xfapeyvznc6y]Maintenance & Equipment
What Owner Needs to Budget For:
· Equipment currently broken: _____________________________________
· Equipment needing replacement soon: _____________________________________
· Facility repairs needed: _____________________________________
· Estimated costs: $_____________

Owner's Critical Questions:
1. What breakdown would shut us down? _____________________________________
2. Are we maintaining equipment or just reacting to failures? _____________________________________
3. What's our maintenance schedule, and who's responsible? _____________________________________
[bookmark: _euq65bz0ym5c]SECTION 6: Growth & Strategy - Owner's Vision
[bookmark: _vnhtk5hp24v8]Marketing & Sales Initiatives
What Owner Needs to Track:
· Current marketing efforts and ROI: _____________________________________
· Social media engagement: _____________ followers (growth: _____%)
· Email marketing performance: _____________________________________
· Promotional events results: _____________________________________
· Catering/private event bookings: _____________ (Revenue: $_____________)
Owner's Critical Questions:
1. What marketing is actually bringing in customers? _____________________________________
2. What should we stop doing? What should we do more of? _____________________________________
3. Are we maximizing revenue opportunities (catering, events, etc.)? _____________________________________
4. What partnerships or collaborations should we explore? _____________________________________
[bookmark: _hzllvnip2cus]Menu Performance & Development
What Owner Needs to Know:
· Top 5 best-selling items: _____________________________________
· Top 5 most profitable items: _____________________________________
· Bottom 5 sellers (candidates for removal): _____________________________________
· Menu items customers ask for that we don't have: _____________________________________
· Seasonal opportunities: _____________________________________
Owner's Critical Questions:
1. Is our menu optimized for profit or just popularity? _____________________________________
2. Should we test new items? What and when? _____________________________________
3. Are menu prices aligned with current costs? _____________________________________
4. Is our menu too big/complicated/expensive to execute? _____________________________________
[bookmark: _6dd82l5lcav6]Growth Opportunities
What Owner Should Explore:
· Expansion possibilities: _____________________________________
· Additional revenue streams: _____________________________________
· Partnership opportunities: _____________________________________
· Operational improvements that would increase capacity: _____________________________________
Owner's Strategic Questions:
1. What's preventing us from growing revenue? _____________________________________
2. What would it take to add 10-20% more revenue? _____________________________________
3. Should we consider additional locations/franchising? _____________________________________
4. What investments would have the best ROI? _____________________________________
[bookmark: _vc8zfvsd5ep6]SECTION 7: Action Items & Owner Decisions
[bookmark: _87528owwu1ms]Immediate Actions Required (This Week)
	Priority
	Issue/Opportunity
	Action Required
	Who's Responsible
	Deadline
	Owner Follow-up Date

	🔴 Critical
	
	
	
	
	

	🔴 Critical
	
	
	
	
	

	🟡 Important
	
	
	
	
	

	🟡 Important
	
	
	
	
	

	🟢 Monitor
	
	
	
	
	


[bookmark: _u6h1cgiruev]Owner's Decisions Made This Meeting
Decision 1: _____________________________________
· Reason: _____________________________________
· Expected Impact: _____________________________________
· Implementation by: _____________________________________
Decision 2: _____________________________________
· Reason: _____________________________________
· Expected Impact: _____________________________________
· Implementation by: _____________________________________
Decision 3: _____________________________________
· Reason: _____________________________________
· Expected Impact: _____________________________________
· Implementation by: _____________________________________
[bookmark: _c4nrqbwixno4]Things Owner Needs to Personally Handle
[bookmark: _utt9bwm40tpn]Manager Accountability Check
For Each Key Manager - Owner's Assessment:
[Manager Name]: ________________________________
· Performance this period: ☐ Exceeds ☐ Meets ☐ Below expectations
· Areas of concern: _____________________________________
· Action owner is taking: _____________________________________
[Manager Name]: ________________________________
· Performance this period: ☐ Exceeds ☐ Meets ☐ Below expectations
· Areas of concern: _____________________________________
· Action owner is taking: _____________________________________
[bookmark: _sy6aij1ydw6g]SECTION 8: Owner's Notes & Red Flags
[bookmark: _y58em1ynm9w1]Issues That Concern Me (Owner's Private Notes)

[bookmark: _3dveqhahr4e4]Red Flags to Watch Closely

[bookmark: _3wsg0as8mvp5]Questions I Still Need Answered

[bookmark: _lfv631dgwqtl]People I Need to Talk to One-on-One

[bookmark: _7e5bluj0gtua]Things That Don't Add Up (Investigate Further)

[bookmark: _wmxse5g1lxo]SECTION 9: Owner's Strategic Priorities
[bookmark: _u1cqadxa3c0y]This Month's Focus (Top 3)
[bookmark: _y0gz6o4f66d1]This Quarter's Goals
[bookmark: _y0gxtivzsxeo]Key Metrics Owner Is Tracking
	Metric
	Current
	Target
	Gap
	Action Plan

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


[bookmark: _88mloscf7g55]
[bookmark: _vssknrxbratg]
[bookmark: _pobo21pgq6fm]SECTION 10: Next Steps & Follow-Up
[bookmark: _oh1r75li7bdj]Owner's Calendar
· Next meeting with management: ________________________________
· Next financial review: ________________________________
· Next compliance check: ________________________________
· Next menu review: ________________________________
[bookmark: _gfn6s5ov2wgi]Information Owner Needs Before Next Meeting
[bookmark: _og3e5m5410bf]Reports Owner Wants Prepared
[bookmark: _laizoduqhac4]Owner's Meeting Effectiveness Check
Did I get the information I needed? ☐ Yes ☐ Partially ☐ No
What I learned that I didn't know: _____________________________________
What surprised me (good or bad): _____________________________________
Are my managers being honest with me? ☐ Yes ☐ Not sure ☐ No
Do I need to spend more time in the business? ☐ Yes ☐ No
Where: _____________________________________
Overall business health: ☐ Excellent ☐ Good ☐ Concerning ☐ Crisis
Owner's confidence level: ☐ Very confident ☐ Cautiously optimistic ☐ Worried
[bookmark: _bp1gpqcmt2w7]QUICK REFERENCE: Critical Numbers Every Owner Should Know Daily
☐ Yesterday's sales: $_____________
☐ Labor cost yesterday: $_____________
☐ Cash in bank: $_____________
☐ Reservations today: _____________
☐ Any equipment down: _____________________________________
☐ Any staff call-outs: _____________________________________
☐ Any customer incidents: _____________________________________
[bookmark: _lnbhbzwkrd04]QUICK REFERENCE: Red Flags That Mean Owner Must Get Involved
🚩 Sales down more than 15% vs. last year
🚩 Prime cost above 70%
🚩 Cash flow problems or inability to pay vendors
🚩 Multiple customer complaints about the same issue
🚩 Online review average drops below 4 stars
🚩 High staff turnover (>30% quarterly)
🚩 Health inspection violations
🚩 Equipment failures impacting service
🚩 Manager or staff theft/dishonesty
🚩 Key managers are not being transparent
🚩 Consistent food quality issues
🚩 Loss of regular/VIP customers
When you see these, dig deeper immediately.
Template Purpose: 
This template ensures you, as the owner, have complete visibility into your business, can identify problems early, make data-driven decisions, hold your team accountable, and protect your investment. Use it consistently to stay in control without micromanaging.
Recommended Frequency:
· Quick daily check-in: 15 minutes (critical numbers only)
· Weekly management meeting: 60-90 minutes (full review)
· Monthly deep dive: 2-3 hours (strategic review)
Owner's Signature: ________________________________
Date: ________________________________
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