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Introduction

Did you know labor accounts for up to 35% of a Businesses’
total operating costs? And with rising wages, tighter labor laws,
and ongoing staff shortages, that numioer is only going up. In
fact, recent industry reports show that over 70% of business
pwzlagrss say labor costs are their biggest threat to profitability
in 3

But here’s the twist—slashing hours or running short-staffed isn't
a long-term solution. It leads to stressed teams, unhappy
customers, and burnout that fuels even higher turnover. That's
not sustainable.

The real solution is smarter labor management.

This playbook is built for restaurant owners like you—those who
want to cut costs without cutting corners. Inside, you'll discover
modem, proven strategies to reduce labor waste, improve staff
productivity, and boost your margins without sacrificing service.
From optimizing your schedule and automating repetitive tasks
to preventing compliance penalties and using real-time data
to make smarter decisions—this guide has you covered.

You don't need to guess your way to profitability. You just need
the right plan—and that's what this is.
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Chapter One Audit What You're Spending Now

ChapterOne

Audit What You're Spending Now

Before You Cut Labor Costs, You Need to See
Where the Money’s Going

You can't fix what you can't sese—and that's why your first
step to reducing labor costs is a clear audit of what
you're actually spending. Most restaurant owners know
their labor percentage in theory, but few track it down to
the hour, the shift, or the role. That's where the reall
savings hide.
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Chapter One

Audit What You're Spending Now

1.1- Know Your Labor Percentage

Your labor percentage is the portion of
your sales that goes to employee
wages. A healthy labor percentage for
most restaurants falls between 28-33%,
depending on your service style. Start
by calculating:

Labor % = (Total Labor Cost + Total
Sales) x100

Do this weekly and monthly. If it's over
33%, it's time to dig deeper.

1.2 - Break It Down by Shift and Role
Don't just look at totals—look at where
and when labor is high:

e Are you overstaffed on Monday
lunches?

e Are too many managers on the
floor at once?

e |s prep work stretching longer than
it should?

Look at:

e SPLH (Sales per Labor Hour)

e Labor % by daypart (breakfast,
lunch, dinner\é

e Position-level costs (line cook vs.
server vs. dishwasher)

£ Pro Tip: A good SPLH target is $120~

$150/hour for fulFservice and $150+ for
quick-service.
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Chapter One Audit What You're Spending Now

1.3 = Watch Out for Hidden Labor Drains
You may be paying for more time than you realize:

e Early clock-ins or late clock-outs
e Overlapping shifts that aren't needed
e "Ghost shifts” with no measurable output

Pull timecard reports weekly. Highlight:

e Overtime hours
e Unpaid breaks that were never taken
e High labor costs during low sales periods

Weekly Labor Performance Scorecard

Metric Target Actual Status

Labor % 30% 34% @ Over
SPLH $150 $128 O Needs work
Overtime Hours 0 4.5 hrs @ Over
Forecast Accuracy =5% -10%: @ Adjust

A detailed audit shows you where to focus your cost-saving efforts.
It helps you avoid blanket cuts and start trimming the fat—not the
muscle. Once you know the reality of your labor spending, you can
build a plan to reduce it without hurting service or staff morale.




Chapter Two Schedule Smarter, Not Harder

Chapter Two

Schedule Smarter, Not Harder

The Schedule Isn't Just a List—It's a Profit
Lever

One of the fastest ways to reduce labor costs is to
optimize your schedule. But that doesnt mean just
cutting shifts. It means aligning your staffing with actual
demand—so you're never over- or under-scheduled. In
2025, smart scheduling is driven by data, not guesswork.
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Chapter Two Schedule Smarter, Not Harder

2.1 -Use Sales Forecasting to Guide
Staffing

Look at historical sales data, weather
patterns, holidays, events, and even
your marketing calendar. These
Inputs help predict customer volume
more accurately so you can staff
based on expected traffic, not
assumptions.

\ Example: If Friday lunch sales
have been down 12% over the past 6
weeks, reduce one front-of-house
shift during that period.

2.2 - Create Daypart-Based Schedules
Split your day into clear service periods—like prep, lunch, dinner, and
late night. Then build shift coverage based on each period's needs:

Prep: 2 BOH team members

Lunch (Mon-Thurs): 3 FOH, 2 BO
Dinner (Fri-Sat): 6 FOH, 5 BOH

Late Night (Weekend): 2 FOH, 2 BOH

This avoids overlapping labor during low-traffic times and ensures
strong coverage during pecks.

2.3 - Prevent Time~Off Overlaps and Overtime

¢ Use blackout dates during key holidays or events to avoid mass
PTO requests

e Auto-approve time off only when coverage is avdilable

¢ Sethard OTlimits in }/our scheduling system

» Enforce breaks and stop early/late punches

Quick Fact: One hour of unplanned overtime per employee per
week can cost a restaurant $1500+ annually in extra wages.

2.4 - Rotate Shifts Fairly to Prevent Burnout

Spread peak and slow shifts evenly across staff to maintain morale
and performance. Employees working only low-tip or high-stress shifts
are more likely to churn—leading to higher rehiring and training costs.
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Chapter Two Schedule Smarter, Not Harder

Shift Coverage Plan

Shift FOH Staff BOH Staff Notes

Lunch (Mon) 3 2 Lower traffic, prep-
focused

Dinner (Fri) 6 5 Peak hours, matched
coverage

Late Night (Sat) 2 2 Reduced service,
tight staffing

2.5 - Consider Tech That Builds Your Schedule for You
Modern scheduling software can:

Auto-fill shifts based on availability and preferences

Warn you of overtime before it happens

Notify employees of changes instantly

Forecast labor needs by comparing historical sales trends

Smart scheduling helps you cut labor waste without reducing
service qudlity. By matching your staff levels to C?/our sales curve, you
stay lean during slow periods and fully covered when it matters.
That's the difference between running efficiently—and bleeding
money shift by shift

»IN
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Chapter Three Schedule Smarter, Not Harder

Chapter Three

Automate the Repetitive Tasks

Free Up Hours, Reduce Errors, and Lower
Labor Costs Instantly

How much time is your team wasting on tasks that could
e automated? From manually writing prep lists to
tracking clock-ins on paper, these small inefficiencies
add up—costing you both time and money. In 2025,
automation isn't a luxury. It's a labor-saving necessity.
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Chapter Three Schedule Smarter, Not Harder

3.1 - Automate Tip Pooling and
Tipouts

Manually splitting tips by hand or
spreadsheet not only takes time—it
increases the risk of disputes and
payroll errors. Automating this
process:

e Ensures fair, transparent
distributions

e Eliminates hours of manual
calculations

e Prevents compliance mistakes
with wage and hour laws

Quick Stat: Restaurants that
automate tip pooling reduce
manager admin time by up to 2-3
hours per week.

3.2 - Enforce Clock~In and Clock-
Out Rules Automatically

Early punches, late clock-outs, and
buddy punching can cost you
thousands a year in unnecessary
labor.  With  automated  time
tracking:

e Employees cant clock in too
early or out too late

e Systems flag missed breaks or
no-shows

e Geo-fencing ensures on-site
punches only

Set your system to round to the
nearest scheduled time and require
manager approval for overtime.
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Chapter Three Schedule Smarter, Not Harder

3.3 - Streamiline Prep and Labeling with Digital Systems
Writing prep lists by hand or using whiteboards creates
inconsistency and eats up valuable BOH time. Digital prep list tools:

» Auto-generate lists based on par levels and sales forecasts
e Print expiration-date labels instantly
e Save 30+ minutes per shift in Manual prep planning

This frees up your kitchen staff to focus on execution, not paperwork.

3.4 - Use Automated Task Reminders for Oﬂ:ening & Closing
Instead of relying on checklists stuck to a wall or memory, digital task
tools help enforce consistency across shifts:

e Track task completion in reat-time

. Assgn tasks to roles or employees

* Sen cgilerts if critical steps {ﬁke sanitation or cash-outs) are
misse

This not only boosts accountability but reduces repeat work caused
by forgetfulness or error.

Automation Impact Comparison

Task Manual Time Automated Time Savings/Benefit

Tip Pooling 1-2 hes'wk Instant Accuracy,
compliance, manager
time saved

Time Punch Ongoing Automatic Stops unapproved

Enforcement labor

Prep List Creation 30+ mun'day Instant Reduces waste,
IMProves consistency

Task Tracking Manual logs Real-time app Increases

(Open/Close) accountability,
reduces rework

Every repetitive task \éour staff touches is an opportunity
to save labor hours. By automating the low-value, high-
effort parts of the job, you reduce the need for extra labor
while increasing precision, accountability, and speed.
That's the foundation for a leaner, more efficient
restaurant in 2025.
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Chapter Four Cross-Train Your Staff

Chapter Four

Cross-Train Your Stoff

Build a Flexible Team That Saves You Labor
Without Sacrificing Service

What happens when your dishwasher calls out? Or when
you're unexpectedly slammed during lunch? If each employee
can only do one thing, youTe forced to call in backup—or
worse, deal with poor service. Cross-training changes that.

When your team can jump into multiple roles, you run leaner,

adapt faster, and reduce unnecessary shifts. In 2025, flexibility
is a competitive advantage.
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Chapter Four Cross-Train Your Staff

4.1 - The Business Case for Cross-Training
Training d server to run food or a prep cook to restock FOH might
seem like overkill. But here’'s what you gain:

Fewer gaps in coverage when someone calls out

Faster response during rushes

Lower overtime, since fewer people are needed per shift
Reduced turnover, as employees feel more valuable and skilled

_ Interesting Fact Restaurants with cross-trained staff report up to
15% lower labbor costs on average due to better shift efficiency and
reduced overstaffing.

4.2 - Where to Start
Begin with overlapping roles where the learning curve is low:

e FOH:Host Server Runner
e BOH:Prep Cook LineCook Dishwasher
e Support:Server Busser Expo

Start with short shadowing sessions during slower shifts, then rotate
responsibilities gradually.

4.4 - Recognize and Reward Versatility
Let employees know that learning mulltiple roles pays off:

» Offer smalll raises for each new position mastered
* Give priority scheduling to flexible employees
e Use a points or badge system to gamify the training process

IThis InOt only motivates participation—it improves retention and
oyalty.
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Chapter Four Cross-Train Your Staff

Cross-Training Role Table

Core Role Secondary Skills to Train
Server Hosting, food running

Host Bussing, cashiering

Line Cook Prep, dish, receiving delivenes
Cashier Expo, stocking, opening duties
Dishwasher Prep, closing kitchen tasks

The Cross-Training Role Matrix table outlines how core restaurant
roles can be expanded through secondary skill development. Each
row lists a primary job (like server or dishwasher) and suggests
additional responsibilities that the employee can be trained on. This
strategy increases flexibility in shift coverage, improves team
efficiency, and helps reduce labor costs by allowing staff to fil
multiple roles as needed.

Every employee trained in multiple roles is like having a spare tire in
your operation. It keeps things rolling when plans change. Cross-
training reduces your need for bloated schedules and emergency
fixes—and builds a stronger, more capable team that grows with
your business.
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Chapter Five Cut Costly Compliance Mistakes

Chapter Five

Cut Costly Compliance Mistakes

o

Avoid Fines, Overtime Surprises, and Payroll
Errors Before They Happen

Reducing labor costs doesn' just come from trimming shifts—
it also comes from avoiding expensive mistakes. Labor law
violations, payroll errors, and mismanaged breaks can quietly
bleed thousands from your bottom line each year. In 2025,
complianceis cost control.
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Chapter Five Cut Costly Compliance Mistakes

5.1 - Know the Rules That Apply to
You

Depending on your state or city,
you may be sut)ject to:

Minimum wage increases
m‘n shift premiums
ndatory meal and rest

breaks

Tipped emplo ulations
Predictive schaduling laws

Ignoring these can result in
penailties, back pay, or lawsuits—
especially in places like California,
New York, and Oregon where
enforcement is strict.

Example: Missing just one meal
break per shift can cost you an
extra hour of pay per employee,

perday.

5.2 - Enforce Meal and Rest Breaks Automatically
Use your scheduling system to:

Prompt employees when a break is due
Track missed or late breaks

Require manager sign-off for exceptions
Flag break violations in real time

This reduces both human error and the risk of retroactive
penalties.

5.3 - Prevent Unauthorized Overtime
Set up your time clock to:

e Restrict early clock-ins and late clock-outs
e Send real-time alerts for OT risk
e Require approval for any hours above scheduled shift times

Quick Fact: Unplanned overtime costs US. restaurants $3.2

billion annually, often due to poor scheduling and weak clock
control.
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Chapter Five Cut Costly Compliance Mistakes

5.4 —- Keep Digital Records for Protection
Maintain digital records of:

e Time punches

* Breaks taken

e Schedule changes

¢ \Wage and tip payouts

In the event of a dispute or audit, these records can save you from
costly settlements or back pay demands.

5.5 - Train Managers on Compliance Basics . )
Don't assume your shift leads or GMs know the law. Provide basic
training on:

Labor laws in your area

What counts as “on the clock”

Handling time-off and sick legve requests
Managing minor employees (if applicable)

Empowered managers prevent violations before they happen.

Labor Compliance Risk Table

Risk Area Common Mistake Cost/Impact Prevention Tip
Meal Breaks Missed or late breaks 1 hour penalty per Auto-track break
violation times

Overtime No OT alerts or 1.5x pay plus Set up alerts and hard
enforcement penalties stops

Tip Management Invalid pooling or Lawsuits, IRS audits  Automate and
underpayment document

Predictive Late changes without  Extra pay required Lock schedules 7+

Scheduling notice days in advance

One labor law mistake can wipe out weeks of cost savings. By

building compliance into your daily operations—through

automation, awareness, and documentation—you protect your

}?rofit and your reputation. Smairt restaurants don't just schedule well.
hey play by the rules—and win.
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Chapter Six Make Data-Driven Labor Decisions

Chapter Six

Make Data-Driven Labor Decisions

7 &=

Stop Guessing. Start Using Real Numbers to
Drive Your Schedule

In 2025, the most profitable restaurants don't guess how many
people to schedule. They use data. Labor decisions backed by
rea-time numbers—not gut feelings—help you reduce
overstaffing, minimize waste, and respond quickly to shifting
demand.
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Chapter Six Make Data-Driven Labor Decisions

6.1 — Use Sales Forecasts to Plan
Labor

Start with historical data—then
factor in holidays, weather, events,
and promotions to forecast your
weekly sales. Use that forecast to:

e Setalabor percentage target

¢ Build daypart-based shift plans

¢ Adjust staffing before the week
starts—not after youve gone
over budget

Quick Tip: Restaurants that
forecast sales weekly and adjust
labor accordingly report up to 20%
reductioninexcess labor hours.

6.2 - Track Sales per Labor Hour
(SPLH)

SPLH is one of the clearest indicators
of productivity. To calculate:

SPLH = Total Sales + Total Labor
Hours

Set a weekly goal (eg, $150/hour),
then break it down by:

e Daypart (Lunch vs. Dinner)
e Day of week
e Role (FOH vs. BOH)

If certain shifts fall below target,
consider  trimming  hours  or
consolidating roles.
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Chapter Six Make Data-Driven Labor Decisions

6.3 — Monitor Forecast vs. Actual Labor
Use

Your schedule might look good on paper [
—but did redlity match the plan?

Create a weekly scorecard to compare:

» Forecasted sales vs. actual sales ,

* Planned labor hours vs. actual hours 1 o
worked

s Scheduled labor cost vs. actual labor

spend

This helps you spot consistent overages
and correct them quickly.

6.4 — Adjust Staﬁinq\ﬂusod on Heatmaps
POS systems and scheduling tools can generate labor heatmaps showing
when your restaurant is busiest by the minute. Use them to:

* Cutslow-hour shifts
¢ Add part-time or split shifts only where needed
* Fine-tune breaks and handoffs between shifts

This precision staffing method reduces labor creep without hurting service.

6.5 — Set Manager KPIs Around Labor
Hold shift leaders accountable by tracking their labor results. Suggested KPis
include:

Weekly labor % within budget
No unplanned overtime
Break compliance

Forecast variance within 5%

Reward managers for hitting targets—not just running shifts.

Data is your best defense against labor waste. When you track the right
numbers—and act on them—you gain full control over your labor spend.
That means no more surprises, better margins, and a more predictable
path to profitability.
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Chapter Seven Boost Retention, Reduce Turnover
Costs

Chapter Seven

Boost Retention, Reduce Turnover
Costs

Keep Your Best People—Because Hiring Is
More Expensive Than Ever

In today’s labor market, finding reliable restaurant staff is tough
—and losing a trained employee is even tougher on your
budget. The cost of replacing one hourly worker can reach
$4,000 when you factor in lost productivity, training time, and
hiring efforts. If youre constantly hiring, you're constantly
bleeding money.
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Chapter Seven Boost Retention, Reduce Turnover

7.1- Calculate the Real Cost of Turnover
Here's what you're really paying for when an employee quits:

1-2 weeks of short-staffed shifts

Manager time spent interviewing and onboarding
New hire training (while being paid)

Mistakes and slower service during ramp-up

Quick Stat: The average restaurant turns over 76% of its staff
annually—and the costs compound fast.

7.2 - Onboard New Hires Properly
A rushed or sloppg onboarding process leads to frustration and
early exits. Instead:

¢ Provide clear expectations and responsibilities from day one

¢ Assign a peer mentor or "buddy” to each new hire

e Use dsiSnple, visual training materials (checklists, videos, SOP
cards

This shortens the time to full productivity and improves first-80-day
retention.

7.3 - Offer Scheduling Flexibility
One of the top reasons emﬁloyees quit restaurants? Poor work-life
balance. You can reduce churn by:

Allowing shift swaps via an CIF‘)jD "

Posting schedules at least 10 days in advance
Honoring availability and PTO requests when possible
Offering part-time options for students or parents

Flexible scheduling builds loyalty—and reduces last-minute callouts.
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Chapter Seven Boost Retention, Reduce Turnover
Costs

7.4 - Recognize and Reward High Performers
Recognition doesn't have to mean big bonuses. Even small gestures
boost morale and retention:

e Highlight great work during pre-shift meetings
e Give priority shifts or better sections to strong performers
« Offer small perks (free meals, early outs, birthday PTO)
Alittle appreciation goes along way in keeping your team engaged.

7.5 - Create a Clear Path for Growth
People don't stay where they feel stuck. Create opportunities like:

¢ Cross-training programs with level-based pay bumps
e Intemnal promotion tracks (host — server  shift lea
* Godl-based bonuses for leadership or training milestones

Show your team that staying means growth—not stagnation.

Employee Retention Strategy Checklist

Strategy Low-Cost Implementation Tip

Clear Onboarding Use a checklist and buddy system

Flexible Scheduling Use digital apps for swaps and early posting

Regular Recognition Shoutouts at lineup, reward top performer
monthly

Career Path Opportunities Promote from within and show growth steps

Exit Interviews Ask *why* employees leave and fix the root
causes

Labor cost isn't just about wages—it's about how often you lose good
people. By creating a workplace where employees feel respected,
supported, and valued, youll reduce turnover—and in turn, reduce
labor costs in the most sustainable way possible.
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Conclusion

The Restaurants That Win Are the Ones That Run Lean
and Smart

Rising wages, tighter labor markets, and growing
operational demands aren't going away. But neither is
your ability to adapt. The restaurants that thrive in 2025
will be the ones that stop treating laloor like a fixed cost—
and start treating it like a controllable system.

You've just walked through every major lever that can
reduce labor costs without hurting the customer
experience. To recap:

¢ You audited your true labor spending so you could
stop guessing and start fixing _
You scheduled smarter, aligning staff with demand
instead of gut feelings.
You automated repetitive tasks, saving hours per
week and eliminating avoidable errors.
You cross~trained your team, increasing flexibility
and reducing dependency on overstaffing.
You avoided compliance traps, preventing costly
ayroll penalties before they happen.
ou used data to drive decisions, identifying exactly
where to trim and where to invest
You boosted retention, solving one of the biggest
hidden labor costs in the industry.

Labor optimization isn't a one-time fix. It's an ongoing
strategy. But once you put the right systems in place, the
results are consistent—lower costs, smoother operations,
and stronger profit margins.

So here's your next step: Pick just one strategy from this
playbook to implement this week. Then one more the
next. Smalll shifts create big savings—especially when
you stay focused.

You don't need more peoFie. You need smarter systems.

And now, you've got the playbook to build them.
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With Altametrics, your payroll isn't just
solid, it's unstoppable, turning a daily
grind into a strategic edge that saves
time, cuts costs, and keeps your team
and guests happy.

You've built a system through these
chapters, and now you've seen how it
scales with tools that match your
hustle, from solo spots to sprawling
chains. Busy days won't break you;
they’ll prove your control. Ready to test
it?



