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Analyze Your Food Cost 

When you operate a restaurant food cost is basic. 
"Food Cost" may be defined as the ratio of the cost 
of all ingredients to the selling price you receive. 
We may speak of the food cost of a single menu 
item, such as a hamburger sandwich, of a "cover," 
or of a complete meal. We may refer to food cost 
for a period of time, such as an entire meal period, 
a day, week or month. In any case it is determined 
by the ratio: 
Cost of all ingredients used = Food Cost Percent 
Sales price received 

Since the cost of ingredients is usually the largest 
single item in the total cost, it is the most important 
thing you need to know in deciding the price at 
which you can sell an item and make a profit. Also, 
because most menu items are made up of a number 
of ingredients, food cost is the most difficult cost to 
control. 

While we may know the total cost of the food 
we serve, we also need to know how much the 
various ingredients cost in proportion to the total. 

There is no such thing as a general figure for 
food cost which is proper for all establishments. The 
type of restaurant and its policies determine the food 
cost ratio needed to make a profit. A drive-in with 
a limited menu requiring a minimum of labor and 
skill, little investment in dining accommodations, 
and no music or entertainment, can afford a higher 
ratio of the cost of food to sales than the specialty 
restaurant featuring elaborately prepared dishes, 
luxurious surroundings, etc. In other words, the 
lower the amount you must spend on labor and 
other items per customer, the higher can be the 
ratio of the cost of food to the selling price. 
. Since costs other tha1l food vary with each estab-

lishment, the food cost percentage for each estab
lishment must be found individually. To produce the 
same ratio of sales to profit between a drive-in 
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restaurant and a luxury service restaurant, we might 
well find something like this: 

Drive-In 
Sales 100% 
Food Cost 40% 
Labor 25% 
Other Variable Cost 15% 
Fixed Costs 12% 92% 

Profit 8% 
Luxury Restaurant 

Sales 100% 
Food Cost 28% 
Labor 33% 
Other Variable Cost 17% 
Fixed Costs 14% 92% 

Profit 8% 

To get the same ratio of profit to volume, the 
drive-in can afford a 40 percent food cost while the 
luxury restaurant, with its additional expenses other 
than food, can afford only a 28 percent food cost. 

Controlling food cost starts with menu pricing. 
Custom mostly determines the relative prices the 
public will pay for various food items. 

To illustrate, the public in a certain locality is 
accustomed to paying 25 cents for either a piece of 
apple pie or a fruit cocktail. The ingredients in each 
of these dishes cost about the same-7 ½ cents per 
portion. However, the labor cost for preparing the 
fruit cocktail is confined to the time of a relatively 
unskilled pantry girl in opening a can, portioning 
the contents, and placing the portions in a refrigera
tor to chill. On the other hand, the piece of apple 
pie requires a significant amount of the time of a 
skilled baker. 

There are approximately 40 three-ounce cock
tails to a number 10 can. If opening the can, filling 



compotes and refrigeration takes ten minutes of an 
80-cent-an-hour pantry girl's time, the labor cost is 
35 cents at 100 percent efficiency of food service 
personnel. Then the total food-plus-labor cost per 
portion for the fruit cocktail is 7 ½ cents plus 1 cent 
or 8 ½ cents. At a selling price of 25 cents, we have 

a food-plus-labor cost ratio of J0 or 34 percent. 
25 

On the mher hand, each apple pie requires ap
proximately 15 minutes of the time of a $1.75 per 
hour baker. At five portions per pie, this amounts 
to 8.8 or approximately 9 cents per portion at 100 per
cent efficiency. Then the total food-plus-labor cost 
per portion for the piece of apple 'pie is 7 ½ cents 
plus 9 cents or 16 ½ cents. At the same selling price 
of 25 cents, we have a food plus labor cost ratio of 
16.5 or 66½ percent. 

In other words, with the same cost of food, we 
will make a gross profit over food and labor costs of 
16.5 cents, or 66 percent, on the fruit cocktail and 
only 8.5 cents, or 34 percent, on the piece of apple 
pie! 

A similar analysis between the cost of food-plus
labor involved in serving a steak or in serving a beef 
stew might show that , in spite of a considerably 
higher food cost on the steak, the stew was, in 
reality, a much lower profit dish because of the large 
amount of labor needed to prepare it. This is par
ticularly true when we consider the amount of 

You have studied menu items in terms of popu
larity and profitability. Now you need to predict the 
numb,er of orders which you will sell of each item. 
The more accurately you can predict the number of 
orders for each item on the menu, the more efficient
ly you can schedule production to cut loss through 
left-overs and to employ personnel and equipment 

. efficiently. 

To predict the number of orders, you need to 
consider three elements: 

1. The relationship among the items on the 
menu, especially the entrees. 

2. The price relationships among these items. 
3. The "sales history" of all menu items. 

"waiting-and-watching," or otherwise unproductive 
time involved in the long cooking time required for 
the stew. 

As a result of these compromises required by 
custom in menu pricing, we can classify menu items 
as: 

1. Popular and profitable 
2. Popular but unprofitable 
3. Unpopular but profitable 
4. Unpopular and unprofitable 

Carefully analyze every item on your menu ac
cording to this classification. Drop the "unpopular 
and unprofitable" items. Try to popularize the "un
popular but profitable" items, and make minimal 
use of "loss leaders" of the "popular but unprofit
able" items. 

Analyzing menu items to fit the taste of your 
clientele is the first step in controlling food costs. 

Selected menu items must fit your clientele. 
"Popular" items will vary with the type of customer. 
Those popular with women shoppers may be de
cidedly unpopular in an industrial cafeteria patron
ized largely by factory workers. Items popular with 
the local people in rural areas are often not those 
which will attract tourists. In areas where both na
tive and tourist trade is sought, it is necessary to 
maintain a balance between such items as are "popu
lar" with both groups. 

The relationship among items on the menu is 
very important. For example, the number of orders 
of Maryland Fried Chicken sold to an identical 
clientele will vary widely between menus where 
this item is presepted with other popular dishes, such 
as Roast Prime Ribs of Beef, Wienerschnitzel 
Holstein, and Mountain Trout Amaricline and when 
presented with· less popular items such as Liver and 
Onions, Baked Meat Loaf and Halibut Steak. The 
ratio of selection of menu items by your clientele is 
surprisingly consistant when these items are pre
sented in the same menu groupings. 

Much the same principle applies to changes in 
the price relationship between menu items. If the 
price of the entire list of menu items is increased or 

3 



decreased, the ratio of sales tends to remain the same. 
However, if there is a significant change in price be
tween items on the same menu, some adjustment 
must be expected in sales ratio. Many patrons, par
ticularly in the more "popular priced" establish
ments, read the price column of the menu first. 

Many successful operators use a series of menus 
in which items for which they know the sales ratio 
are repeated as a unit. When they run such a series 
of menus in consecutive order, it is termed ·a "cycli
cal menu," because it occurs in a regular cycle. With 
it you can determine the ratio of the number of 
orders of each item to the total number of orders 
served each time that particular grouping of items 
comes up in the series. 

Keep a sales history to forecast the total num
ber of orders of all items served. (See page 5.) 
This sales history shows the number of orders of 
each item served each time the menu comes up in 
the series, together with such other pertinent data 
as the month, the day of the week, temperature, 
weather and special events in the community. All 
these factors may affect both sales volume for the 
day and the ratio of the number of orders for each 
item to the total. 

For example, suppose the history shows that the 
last time a particular menu was served, it fell on a 
Monday, which might be a "light" day for business, 
while the repetition will fall on a Thursday, or 
"heavy" day. You should adjust the total number of 
orders expected to the number usually expected on 
Thursday. This would not affect the ratio between 
items. On the other hand, if the weather at the last 
service was hot and humid while the weather predic
tion for the proposed day of repetition is cool and 
dry, adjust the ratio between hot and cold offerings. 
Again, if the previous offering was on a normal busi
ness day while it is known that there will be a foot
ball game in town next time, adjust accordingly. 

Sales histories which indicate these factors, as 
well as the number of orders for each item and the 
total number of orders served for a particular day 
are of great value in helping you make accurate ad
JUStments. 

Contrary to the idea that cyclical menus result 
in montony, it is next to impossible for patrons to 
detect a properly planned cycle. 

One of the nation's most prominent and success
ful restaurant operators uses such a system. He 
operates on an 18-day cycle, with a special three-
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menu cycle for Fridays and Sundays. This cycle is 
operated through a 13-week quarter, which, in turn, 
is seasonal; winter, spring, summer and fall. The 
series for each quarter is different both in offerings 
of items and in their groupings, to take advantage 
of seasonal market fluctuations in food . Figure 1 
shows how the cycle operates. 

QUARTERLY (13 week) CYCLICAL MENU 
with 

Mon. Tues. 

1 2 

6 7 

11 12 

16 17 

3 4 

8 9 

13 14 

18 1 

5 6 

10 11 

15 16 

2 3 

7 8 

18 Daily Menus 
3 Friday Menus 
3 Sunday Menus 

Wed. Th. Fri. 

3 4 lF 

8 9 2F 

13 14 3F 

18 1 lF 

5 6 2F 

10 11 3F 

15 16 lF 

2 3 2F 

7 8 3F 

12 13 lF 

17 18 2F 

4 5 3F 

9 10 lF 

Figure 1 

Sat. Sun. 

5 lS 

10 2S 

15 3S 

2 lS 

7 2S 

12 3S 

17 lS 

4 2S 

9 3S 

14 lS 

1 2S 

6 3S 

11 lS 



Note that, except for the special Friday and Sun
day menus, the same offering never appears on the 
same day of the week during the cycle. Also, the 
Friday and Sunday menus repeat only every third 
week or only about four times in three months, far 
enough apart not to be noticed by most patrons. 

A few items, carefully selected for their popular
ity with the particular clientele; standardized in 
recipe, portion size and attractiveness; and priced to 
yield the desired margin of profit, can work very 
well in cyclical menus. 

Cyclical menus often include specialties of the 
day or of the house. A St. Louis cafeteria operator 
found that a "loss leader" steak, formerly served on 
a given day each week, produced more "regular" 
business when introduced into the cycle, which made 
it difficult for patrons to predict the day it would 
be included on the menu. 

Such cyclical menus apply, of course, only to 
the items changed daily, or what is known as the 
"du jour" menu. "A la carte" or fixed menus may 

Several methods of keeping sales histories are 
now in use. The easiest system is the "marked 
menu" illustrated in Figure 2. In this system, you 
simply tally the number of orders for each item on 
a copy of the menu as shown in the figure. Total 
the tallies and show them as circled figures at the 
end of the day or meal. In this case, both a la carte 
and complete dinner orders are shown separately. 
This gives you more information to base forecasts 
on. 

The cashier can make tallies from an analysis of 
the checks in service restaurants where checks are 
written out or from the totals of multi-counters in 
cafeterias. A large St. Louis cafeteria uses a combina
tion system. They tally out of the kitchen all foods 
which are pre-proportioned before service. To deter
mine the number of orders sold they subtract any 
portions returned. They use multi-counters only for 
those items, such as roasts, which are proportioned 
at the point of service. 

To the marked menu attach the "Sales History" 
card, Figure 3, filled out for the month, date, day of 
week, weather, temperature and special events. File 
the menu to consult the next time the particular 

also be included in your sales history. However, 
items on such menus are generally either prepared to 
order or are "specialties of the house." You can set 
a fairly fixed ratio to total orders for these. 

Carefully planned cyclical menus have other ad
vantages. They greatly simplify menu planning. 
Where they have been carefully compiled initially 
for nutritional needs, they are particularly labor 
saving in this respect. They simplify both ordering 
and the scheduling of production. They lend them
selves to standardized recipes, production methods, 
portion control, and attractiveness. 

In some cases where frozen storage facilities are 
adequate and the item lends itself to freezing, cyclical 
menus can help you economize. You can mass pro
duce enough for an entire quarter at one time, then 
package and freeze separately enough for each ap
pearance on the menu. Then you can adjust for 
fluctuations in business with the number of packages 
reconstituted on a given day. 

menu comes up in the cycle. This way you can order 
ingredients and schedule production in relation to 
conditions as they were at the last offering and as 
they are predicted for the coming offering. 

The accuracy with which you can predict actual 
consumption with a system of this kind is little 
short of amazing. The small amount of extra work 
required for keeping a "marked menu" sales history 
is well v.,:orthwhile. 

You may also use the sales history as a popular
ity index. Many successful operators follow the prac
tice -of analyzing the sales histories and dropping the 
least popular item on each menu. They replace it 
with a more popular item before they use the cycli
cal menu again. Such analysis should also include a 
comparison of the recorded sales of du jour items 
with those of a la carte items, as a measure of the 
over-all popularity of the particular menu grouping 
on the daily bill. A consistant increase in a la carte 
items in relation to the du jour items shows that 
the du jour menu needs a complete revision to in
crease its popularity. 
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A MARKED MENU 

Appetizers 

Sliced Banana and Orange Cocktail .25 Chilled Vegetable Juice .15 

A LA 
CARTE~ 

11/J /Ill /IN • 5 0 V 
l'Hi // 

/1(//11/lNl!N. 70 ~ 
/1'/h//1(//N ~ 
hf/ IHI /II 

1111 JH. // 1.00 ® 
IH'ffe/11/1 .65@ 

I/ 

.90@ 

Old Fashioned Potato Chowder .20 

Clear Beef Bouillon with Melba Toast .15 

LUNCHEON SUGGESTIONS 

(Club luncheon includes dessert and beverage) 

Noodles and Fresh Mushrooms au Gratin 

Frankfurters with Boston Baked Beans 
Brown Bread and Butter 

Fresh Calf's Liver with Smothered Onions 
French Fried Potatoes, Tomato Slice 

Fresh Vegetable Plate: Baked Sweet Potato with Marshmallow 
Buttered Broccoli, Succotash 

Irish Lamb Stew with New Vegetables 
Pickled Beet and Sliced Egg Salad 

Hot Bread and Butter Served with Above Orders 

DESSERTS 

*Fresh Orange Bavarian Pudding with Orange Sauce .20 

CLUB 
LUNCHEON 

@ 
@) 

• 7 5 % '7: 1111'""'/il 

9 5 /HI /IN /IU 1lfl. 
• (Ntw/WIW 

mJ//I 

6 .90 IN' /NIii// 

~ flll/}111111/JiJ 
l_2,1/ l.15/'H//]IJ/mllll 

IHI II 

*Fresh Apple Pie .20 *Chocolate Cream Puff .20 ~'Silver Nut Layer Cake .20 
Creme de Menthe Sundae .25 *Elberta Peaches in Juice .20 

*Jell-O with Whipped Cream .20 *Danish Pastry .15 

Coffee ..•... 
Cup of Postum 

*Fruit Sherbet .15 Dessert Cheese with Toasted Crackers .30 
Peanut Ice Cream Ball in Chocolate Sauce .25 

*Vanilla, Chocolate or Strawberry Ice Cream .20 

*Club Luncheon Desserts 

BEVERAGES 

Pot of Tea 
10 
10 

.15 
Buttermilk 
Milk .... 

10 
10 

From: Joseph Brodner, Howard M. Carlson and Henry T. Maschal, Profitable Food and Beverage 
Operation, (New York: Ahrens Publishing Co., Inc., 1951), p. 358 

Figure 2 
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MENU FILE CLIP-ON -- Sales History Card 

SALES RECAPITULATION MENU CLIP --

DAY OF WEEK DATE WEATHER 

SPECIAL EVENTS 

Meal Number Served Check Ave rage Figure 3 

BREAKFAST 

LUNCH 

DINNER 

BANQUETS AND PARTIES 

The next step in controlling your food costs is 
standardization. First, you need to decide the type 
of clientele you wish to attract. In deciding the 
quality and types of food to serve and the amount 
of labor to employ. knowing your customer is im
portant. For example, the clientele of a popular 
priced cafeteria will not pay the prices necessary for 
you to profit on broiled-to-order U. S. prime steaks 
or such labor consuming specialties as crepes Suzette. 

No restaurant can be "all things to all people." 
This is a factor recognized and solved by an operator 
of three distinct types of establishments, each cater
ing to a distinct clientele on the Plaza in Kansas 
City. He found that one does not materially affect 
the business of the others. 

You should carefully draw up and standardize 
specifications on quality, sizes and weights you need 
to give the most yield and profit. Experiment to find, 
for instance, what quality, size and weight of roasts 
will carve out most economically for the portion size 
and the volume of business you do. Learn which 
weight of tenderloin will cut out best for the por
tion size of fillet steak desired, or what weight and 
quality of fryers will produce the desired food cost 
at the price your customer is willing to pay. Pro-

cedures for such tests are available from the Agri
cultural Extension Service, Un1versity of Missouri , 
Food Service Industries Program, or through your 
Local County Agricultural or Home Agent. 

Recipes for all items appearing on your menus 
should be prepared, tested and standardized. A good 
standardized recipe needs to be: 

1. Accurate 
2. Understandable 
3. Easy to read 
4. In simply understood steps 
5. Easy to handle 
6. Pre-calculated for the amount of each in

gredient necessary to produce the number of 
orders desired. 

Contrary to prevalent belief, standardizing 
recipes and production procedures should not inhibit 
creativity on the part of c.ooks and other produc
tion personnel. Recipes should be considered merely 
as starting points for further research and develop
ment. Constant experimentation to improve both 
recipes and procedures should be encouraged. 

But don't experiment at the expense of the 
patron. One large establishment in Kansas City pro
vides a separate experimental kitchen where such 
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projects are constantly under way. While this is not 
practicable for the small to medium sized restaurant, 
you should separate experimentation from regular 
production. 

Portion sizes, also, should be keyed to your 
patrons. Portions adequate for office workers or 
women shoppers often leave those whose occupa
tions require more strenuous physical work hungry 
and unsatisfied. This is another reason why no 
restaurant can be "all things to all people," but must 
select and adhere closely to satisfying a particular 
clientele. 

When you standardize portions, consider not 
only the appetite of your customer, but also the 
tableware. Service ware either too large or too small 
for the type of portion served can cause patrons to 
be dissatisfied. 

A careful check of returns and of the amount 
of food left on soiled dishes is a "must." This will 
help you decide proper portion sizes, and check on 
the popularity and taste of the various menu items. 

We see the value of cyclical menus and stand
ardized recipes and portions when we come to pur
chasing. Standardized recipes specify how much of 
each ingredient is used. Adjust these quantities to 
needs you can predict from studying the sales history 
of the cyclical menu. This is your basis for ordering 
quantities of ingredients. 

The most successful operators buy for immediate 
needs only, holding inventories-and the money in
vested in them-at a minimum. 

Perishable foods especially-meats, fish, poultry, 
vegetables, fruits, dairy products and bakery products 
-are bought as nearly as possible on a day-to-day 
basis. Where the delivery situation permits, such 
products are generally issued to the kitchen directly 
upon recipt and are not carried through a storeroom 
inventory. Where purchases of these items are based 
on standardized recipes, adjusted in quantity accord
ing to a sales history, the inventory value of such 
foods in the kitchen should not vary significantly. 

The method of packaging and the conventional 
quantities of foods in standard commercial packages 
usually prevents your buying them on a strictly "as 
needd" basis. For example, it is usually not prac-
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You should also standardize the placement and 
garniture of all dishes. Even good, well prepared 
food loses its appetite appeal if it is served unat
tractively. The successful operator appeals to as 
many senses as possible-sight and smell as well as 
taste. It is well worth the time it takes to show per
sonnel the exact set-up and garniture of each item 
on the menu. Take full advantage of the use of color 
and artistic arrangement. Supervision to see that 
service standards are followed implicitly pays off in 
customer satisfaction. 

Lack of appreciation of the artistic appeal of 
food can negate the care taken in nutritionally bal
ancing menus . Many foods required to give nutri
tional balance are served so unattractively that they 
may be returned uneaten. We may ask ourselves 
what is gained by the nutritionally balanced menu 
when essential elements are not eaten by the patron. 
"You can lead a horse to water, but you can't make 
him drink." 

tical or economical to split such standard packages 
as the case of canned or bottled goods, bags of flour 
or sugar and other units. Such foods are normally 
carried through a storeroom inventory and are issued 
to the kitchen, dining room or bake shop as needed. 

For this type of food, as well as non-food sup
plies, it is best to buy as close to current needs as 
the delivery situation permits. Often purveyors will 
offer "specials" or increased discounts on larger 
quantities. These "specials" are tempting. You should 
decide whether the money invested would bring 
more return used in other ways-for example in ad
vertising-than the special price would be worth 
over the time that the extra goods sit unused in the 
storeroom. 

Here is a good rule to follow: The saving from 
such special discount must equal at least 6 percent 
interest on the total value of the order over the 
period that the goods will remain unused. Ifthe 
total saving is less than 6 percent, you are money 
ahead by buying as few standard packages as you 
can reasonably expect to "turn over" quickly. 

Overstocking or "loading" your storeroom has 
definite advantages to the purveyor. It forces you to 



carry the investment cost in inventory, reduces his 
expense for units sales and billing, and tends to keep 
competition out while his goods are on your shelves. 
Salesmen will make every effort to sell you as much 
as possible on a "one order-one delivery" or "con
tract discount" basis. 

If the purveyor is willing to pay for these ad
vantages 6 percent or more on the amount you will 
have invested while the goods remain in stock, and 
if you are sure the goods are the kind you need, you 
may be justified in having more in stock. The 
amount he offers, however, usually falls short of 
these requirements. 

Should such "deals" appear favorable, you are 
wise to investigate further before "signing up." Often 
prices quoted have been increased to the point that 
the "discounted" price is ·actually the normal market 

Much of the care and ?-'ork devoted to prepar
ing menus and purchasing can be offset by poor re
ceiving and food handling practices. Specifications 
are useless if you don't inspect the goods to see that 
they are met. A few returns to vendors for failing to 
meet specifications will convince them that the 
specifications you have given are the minimum 
standards you will accept. Casual inspection is not 
enough. If the top layer of a box of tenderloins 
meets the standard of four to six pounds which you 
have specified, and the weight of the box is that 
shown on the invoice, it is no guarantee that the 
underlying layers do not contain under and over
weight tenders. The top layer on strawberry boxes 
is notorious for what it conceals of the berries below. 

Not only must weight or count be as specified, 
but the goods delivered must actually reach the store
room or kitchen. It is surprising how much food 
"disappears" or spoils from improper handling be
tween its apparent receipt and the security of store
room or refrigerator. Most deliverymen are honest 
and conscientious. But, as is the case with all citizens 
and the law, the many must be closely checked be
cause of the dishonesty of the few. 

Receiving equipment must be in good order and 
accurate. Scales must be in good repair, accurate and 
easily read. Scales which print weight directly on the 
delivery slip or invoice save many later arguments. 

price. Maybe the market is in over-supply and the 
discount is simply a forerunner of a price decrease. 
The purveyor rnay be overstocked on an old crop 
with the new crop coming in, either of better quali
ty or lower price. Be suspicious if the salesman tries 
to "pressure" you for an immediate decision. 

Decide on a maximum amount of each item to 
carry in stock. This is the amount you will build 
back to when the inventory has fallen to a minimum 
point. The minimum point is the smallest number 
of units which will carry you over between the time 
you order and delivery, plus a factor for safety to in
sure against running out of the item completely if 
there is an unexpected demand for it. 

The more rapid the turn-over of all items in the 
storeroom inventory, the more efficient use you make 
of your operating capital. 

You should take steps at the point of delivery 
to make claims for shortages or damaged goods. 
Small claims-which can mount to large totals-are 
all too often lost in the pressure of the receiving 
dock. 

Delivery slips or invoices should have a standard 
and uniform· handling. One of the better ways of 
handling them is to enter each invoice on a columnar 
receiving report like that shown in Figure 4. You 
may further simplify this form by having it printed 
with the names of your suppliers in the "Source & 
Description" column. This is possible where your 
business is limited regularly to a fixed list of sup
pliers. This form not only requires checking the in
voice extensions, but also breaks down receipts into 
the major categories of "Foods Direct" and "Store
room." The ·"Foods Direct" is further subdivided by 
categories of food received. Simply adding the various 
columns at the end of each day shows not only the 
total food purchases for the day, but also the total 
for each category of food . This is essential, as we 
shall see later, in any type of effective food cost con
trol. It also shows the routing of food-where you 
can expect to find it. 

In cases where the delivery situation requires 
the advance buying of perishable foods and their 
storage before they are issued to the kitchen, you can 
modify the form shown to include additional col-

9 



Page No. _j_ Foal DEPAl!Tllmr Rix:EIVING REPCl!T AND JOORIW, 

l 2 ' l, e < . . ~ ,n ,, ,. ,, ,,. -~ 
&rJ Date V 

i=w•i~ uescr•p•- ~. "Hih& Poul.try !Vegetable: 'M".!.< Dairy Ega Baker7 Clrooerie1 ~. 
Unit 

i//-,~ ,1.. ~--,, 
. ? ✓A 

, I// ,,.,/,.,,!.- >!'/t) ? v..-
:, ✓A \_ i1- ··-· "71'/,J illo /fi'JI 

I ✓A .,l,:. 1 ... ,J. ,-.,u,-,,, ·'""' JJl?<I ,'j'l;CI 

LIL 7:LI' fU.-( ___ ,17,. 

1- •• d.=., -~ IN• t,1#/. 

I ~ '£. .? o, 300 

I /- // ,D ,, :, /31$1 ·"'"" ,n, /IA,_ ..,_ _,;,,nfA~~./ 

i,v. §. - ·.,.::..1..- IL<, l>M)I 

(1/ IF JL:f/.,;,._ !rt LI, 01 

1.10 IF 11 · ... 11/J. /. r,.11., ,.,11 .. 
,v.: /11_/,V_ 

., Jef ~,., ah. I. )V. 

t 20 ~ J/1.J · /. J 7 ,., ii~ 
u ; /1.ri, ' (tJi ·-ltz .&,, r! ,,__; •.• ru ~, .< "' 

«' Id ,j A,, '" 2L.. 

/, I.ii ,. .. A,,I. "' x'9~ ,'3 rJ< 

(J u. 'J/J. :J. ... 

I IO .. ' ,.,u,_ j f/ I~ ; 01 ; 

I 'J. ,I .. <t .... -4:: .c, I,:; 

IA '(fll- './,,77,. II', u "O : A'"" I 

L A .7r /f!..J 
' 

Ju ~ I& fo iO [O ,,,~, 
'1. Xl. A ,LI 

I •· 7j, •. ff2H 
I "' 

, .. 
1Cb 'II' 'I'. , _,11...1!.....J ~ ,, -

f,, d, ,~J'~L 
.'i '" 

,,a,,. .UI"' 

(/ VI) 
r 

"10 1111 ;fb 12. 'l.0/ Ill Ho 
;'l "' 

lfr10 10L..- H'l :,\7 2l n11., 33,i1 

Figure 4 

umns for perishables under the "Storeroom" section. 
In this case, perishables are issued to the kitchen by 
requisition in the same way as for dry stores or 
groceries for food cost accounting purposes. 

This receiving report also helps you maintain 
the receipt portion of a perpetual inventory system, 
which is essential in food cost control. 

Store food properly and promptly. Safeguard it 
against pilferage between the receiving area and the 
kitchen or storeroom. Put perishable foods in the 
proper refrigerators promptly. Remember that 
refrigeration or freezing does not kill bacteria which 
cause spoilage. It simply slows or stops their action. 
When refrigerated or frozen foods are left out of 
refrigeration the bacteria again start to grow and 
multiply. When the food is re-refrigerated or re
frozen, the bacterial level is stopped at the increased 
level it has reached in its growth. Therefore, when 
it is again removed from refrigerator or freezer for 
preparation, spoilage may be very rapid indeed. 

Place the oldest food in any type of storage in 
front where it can be used first, with the newer re
ceipts behind it. Poor sanitation in the refrigerators 
or storage areas can also make food spoil faster. It is 
your responsibility to check refrigerators, freezers and 
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storage areas daily for compliance with good storage 
and sanitation practices. 

Some items which do not move, or move very 
slowly seem almost invariably to find their way to 
storeroom shelves or storage refrigerators. Check 
peridically for such "dead stock" and revise menus or 
run "specials" to move it. Unused stock soon eats up 
its value in interest on the money invested in it. 

Make one person responsible for maintaining 
the storeroom and its stock and for issuing and re
cording supplies. Otherwise employees can "pass the 
buck" for losses and improper practices. Even in the 
smallest restaurant, stock in storage should be kept 
under lock and key. One person should be held re
sponsible that food items shown on the perpetual 
inventory either are present in the storeroom or have 
been issued and properly recorded. 

Some restaurants are so fortunately situated both 
for deliveries and volume that even canned goods, 
groceries and other "dry stores" can be bought prac
tically on a day-to-day basis. 

In such cases, you don 't need to operate a store
room, issue and inventory system. All purchases are 
charged immediately as "foods direct," and such 
small carry-overs as do occur do not much affect the 
daily food cost. 



This usually applies only the large, metropolitan 
restaurant. In the small to medium sized restaurant, 
the economies of "standard package" buying require 
keeping a reasonable storeroom stock. 

One cafeteria chain in St. Louis has a storeroom 
turnover large enough to justify all purchases being 
carried on a "foods direct" basis. 

There is little excuse for left-overs if you use 
cyclical menus and study sales histories. You can 
compute standardized menus to give the number of 
orders of each item required by your forecast. 

But how can you schedule production so that 
food will be ready in the proper quantities at the 
proper time? A simple customer flow diagram will 
provide this information. (See Figure 5.) The hours 
of the day are laid off along the horizontal base line 
and the number of customers served during each 
hour is laid off along the vertical margin. The custo
mer count is easily obtained by either of two simple 
methods. 

( 1) The cashier can clip together all checks re
ceived within an hour, marking each pack with the 
hour, for example, "12-1." Checks can be counted 
and tabulated during slow periods. 
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Figure 5 

On the other hand, a chain in St. Petersburg, 
Florida, runs an operation of such size that their 
average storeroom turnover is 28 times a month. 
They feel that a storeroom issue system tells daily 
food costs more accurately. This justifies the small 
amount of additional time and labor. 

(2) Where cash registers are used, the cashier or 
food checker can draw a line across the tape at the 
end of each hour. The number of checks for each 
hour can be counted from the tape at the end of the 
day. 

Such tabulations give additional valuable in
formation on how to schedule production when they 
are filed with the day's sales history. After you have 
made a number of flow diagrams it may be possible 
to average the diagrams, either by days of the week, 
if there is a significant difference between days, or as 
a normal day, if the different days show no signifi
cant difference in flow. A Customer Flow Diagram 
is useful for scheduling personnel for effective pay
roll control as well as in scheduling food production. 

With the customer flow diagram, you can sched
ule production to keep hot foods coming up at the 
proper rate. This helps you avoid too early prepara
tion with consequent drying out and deterioration 
of flavor and excessively long cooking periods. The 
rule is to prepare foods in batches as small as possi
ble, consistant with fast service. This procedure 
maintains freshness, flavor and appearance in foods. 

You must constantly supervise cooking meth
ods. See that the method portion of standardized 
recipes is followed to the letter. More good food is 
ruined by improper cooking methods than in any 
other way. Times and temperatures are important. 
Don't leave them to chance or judgement. The in
vestment in temperature controls and timing devices 
will pay rich returns in spoilage savings . 

Good equipment is no better than poor if you 
let it get out of order through lack of care. Keep 
equipment clean and functioning properly for good 
results. 

When you plan the menu, consider the end 
products from the production of certain items to 
create low cost specials. For example, when you 
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feature a fillet steak, the following day's menu should 
provide some such item as "braised tenderloin tips." 

Don't leave portion control to the judgement of 
serving personnel. Portion scales , scoops and dippers 
of known capacity, and slicing machines, are neces
sary tools, Supervision is necessary to see that the 
proper sizes of scoops and dippers are used and that 

The margin between profit and loss is narrow 
in quantity food service. You must know at all times 
where you stand on the food cost goal you need to 
make a profit. If the goal is not met, learn where to 
look for the cause, that you may correct it. 

Successful restaurant operators have found that 
a weekly or monthly profit-and-loss statement is not 
enough, since it provides too little information too 
late for action. 

Large operations have elaborate food cost con
trol systems, often requiring a food cost comptroller 
and sometimes a staff to operate. They find the re
sultant savings pay the cost of this service. 

An elaborate system with special personnel to 
operate it is not feasible for the small or medium 
operator. It is easy to keep a simple and accurate 
running record of daily food costs, broken down in
to categories of foods, if you follow these principles: 

*Use a cyclical menu 
*Maintain a sales history 
*Keep a columnar receiving report 
*Maintain a locked storeroom from which items 

are issued only by requisition 
*Keep a perpetual inventory of "storeroom" 
items 

*Record your sales 

The system described below should take 15 to 
20 minutes a day and should check out with the 
actual monthly profit-and-loss statement, including 
accurate beginning and ending inventories, within 
approximately 2 percent. 

Note that this system ignores inventories. Ex
perience has shown that the inventory does not vary 
much where perishables are issued immediately to 
the kitchen upon receipt and a maximum-minimum 
type of perpetual inventory is kept on storeroom 
items. 
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slicing machines are properly set. 
Wherever possible, food should be pre-propor

tioned for rapid service. Where this is not possible, 
as with roasts carved at the point of service, you can 
control the yield by training of personnel and 
through checks such as pre-weighing, order count 
and after operation weighing. 

Even when purchases are usually heavy on one 
day, as before weekends or holidays , figures in the 
current "Month to Date" column are little affected. 
These are the most significant figures on the daily 
food cost report. 

This daily food cost accounting system is based 
on four simple steps: 

1. Enter all foods received daily on the col
umnar "Receiving Report." (Figure 4, page 
10). At the end of each day , total the col
umns. The "Total Purchased" column must 
balance with the total of the sums of the 
other columns. These totals for the "Foods 
Direct" section are entered directly in the 
corresponding spaces of the "Daily Food 
Cost and Revenue" form. (Figure 6, page 13) 

2. Enter all goods received as shown in the 
"Storeroom" section in the "Received" col
umn on the "Perpetual Inventory Card" 
(Figure 7, page 13) and date them. Enter 
current cost per unit ( can, pound, bottle, 
etc.) in pencil in the "Cost per Unit" space. 
In case the price has changed since the last 
purchase, erase the previous cost and sub
stitute the new cost for it. The source of the 
latest purchase ( seller's name) is entered on 
the next open line in the "Source" column. 

3. Enter storeroom requisitions for the day in 
the "Issued" column of the perpetual in
ventory card for each item and enter a new 
"Balance" in the "Balance on Hand" column. 
This balance is the previous balance plus re
ceipts for the day ( from the "Receiving Re
Report") less the issues for the day (from the 
requisitions filled) . The requisitions are priced 
by multiplying the number of units issued by 
the cost per unit shown on the perpetual in-
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ventory card. Enter the result on an adding 
machine for each item. When all items is
sued from the storeroom for the day have 
been entered on their respective perpetual 
inventory cards, priced, and the resultant 
prices entered in the adding machine, total 
them and enter the total figure in the "Store
room" space of the "Daily Food Cost and 
Revenue" form (Figure 6). "Foods Direct" 
items and "Storeroom" are added and the 
sum is entered as "Total Food Cost." 

4. Enter sales for the corresponding day in the 
corresponding space on the "Daily Food Cost 
and Revenue" form. 

5. Complete the "Month to Date" column by 
adding the figures in the "Today" column 
to the figures in the previous day's "Month 
to Date" column. 

6. Determine percentages for each item of food 
cost by dividing the amount shown for each 
type of food, storeroom, and total food cost 
by the corresponding sales figure. ( A small 
slide rule is accurate enough for this division 
and greatly speeds the operation). 

7. Copy figures for the "Last Month to Date" 
columns, both in amount and in percentages, 
from the "Month to Date" columns of the 
"Food Cost and Revenue" form for the same 
day of the last month. 

Where beverages are served, you may use a 
similar system and show the results on the "Food 
Cost and Revenue" form. If you wish, you may com-

pute a "Total Cost" and "Total Sales" line. It is ad
visable to handle all beverage items through the 
storeroom and perpetual inventory procedure. Issues 
to the bar or fountain are made on a standard stock, 
bottle exchange basis-an empty bottle being return
ed with the requisition for each bottle of correspond
ing brand and size to be issued. Further, bottles is
sued should be distinctively marked to avoid return 
of bottles from outside sources for credit. 

The now completed "Daily Food Cost and 
Revenue" form not only tells you the total story on 
food cost for the day, but also points out just where 
-and in what category of food-to look for correc
tions if the food cost is not satisfactory. 

Minor fluctuations are not important-ii you 
know why they occur. For example, today's pur
chases of fowl may be out of line. If you know that 
the extra purchase was for a banquet scheduled to
morrow, you can pass over the item, knowing that 
the "Month to Date" column tomorrow will reflect 
the adjustment. In fact, the "Month to Date" col
umn is the most important tool in food cost control. 
If it departs from the standard or predicted ratios, it 
is a simple matter to determine where and on what 
day irregularities occurred. This fact helps you in
vestigate and correct improper conditions. 

The mere knowledge that there is a daily check 
on food cqst, and that when any one item is out of 
line, the "boss" will immediately know about it and 
want to know why, is a powerful deterrent to waste, 
inefficiency and pilferage. 

■ ■ ■ 
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The Tool Chest for Effective Food Cost Con
trol 

1. Decide on the specific clientele you wish to 
serve-you can't be "all things to all people." 

2. Set realistic standards for the clientele you 
have selected: price, quality, type of service, 
service standards, food cost, labor cost and 
profit desired. 

3. Analyze the menu you will serve for popu
larity and profitability of each item. 

4. Provide for accurate prediction -cyclical 
menus to determine sales ratios, sales histories 
to determine total sales. 

5. Standardize food specifications for purchas
ing, recipes, portion sizes, attractiveness. 

6. Develop good buying policies: rapid turn
over, good purveyor relations, value deter
mined by quality plus service. 

7. Insist on proper receiving-handling-storage 
procedures. Use the columnar receiving re
port. Insist on its accurate preparation. 

8. Use a locked storeroom and fix responsibility 
for issues. Require an accurate record of issues. 

9. Insist on standardized production-recipes, 
methods, procedures, timing, temperatures, 
small batches, scheduling. 

10. Keep a "Customer Flow Chart" for efficient 
scheduling. 

11. Maintain an accurate perpetual inventory of 
storeroom items and beverages for inventory 
and cost control. 

12. Prepare and analyze a "Daily Food ( and 
Beverage) Cost and Revenue Report." 
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