


Spotlighting the Real Top 10

It takes…

■ A common passion about the role of technology in a fine dining operation and a partnership that works

■ Recognition that even in a successful business operation, opportunities to improve exist

■ An executive team focused on getting a better and deeper sense of “how are we doing?”

■ A commitment to the reality of a Houston’s culture: Improvement will not be achieved by fancy reports and controls, but by 
arming good managers and employees with information that motivates improvement actions 

■ A commitment that good technology does three things: improves guest experience, improves guest experience, and 
improves guest experience.

Res t au r an t  o f  t h e  Fu tu r e

What does it take…to make point-of-sale technology have a “magical” impact on a business operation? Where 

there is no customer shortage, where the restaurant is manned by the best and most passionate people in the business, and 

anchored in a tradition of maximizing guest experience?

Currently this program is managed via subjective views of the GM at each loca-
tion. The $1000 per month reward is determined by what a GM sees in watching 
the restaurant operation. Imagine a situation in which technology becomes a tool 
focused on the same objectives as this kind of program. 

“Top 10 Employee Program”

Recently Houston’s put in place a “Top 10 Employee Program” that seeks to  
recognize and reward top employees who demonstrate:
1. Highest revenue per guest
2. Fastest speed of service
3. Contribution to overall team success
4. Best bussing
5. Best attitude
6. Best uniform

The Restaurant of the Future scenario on the following 
pages gives you a peek into your business with the  

optimum technology solution. 

Q:

A:
 
$23,000,000  =
from $5/Check average increase

$+ Capturing ROI



■ Taking Care of People
On the manager’s tablet computer  (located  in the expeditor station by the kitchen) 
an alert pops up “first time customer table 22, name Jones.”  Simultaneously, a timer 
starts that measures the guests dining time from beginning to end.  The hostess 
notices the server for this section is bringing out a dinner for a nearby table and com-
ments, “Your server is Bob, and he is busy with another guest, he will be right over 
to take your drink order.  While you wait, I can put in a quick order for the crab cake 
appetizer for your group to share?”  The ordered is entered on the handheld and fired 
off to the kitchen. Bob is one of Houston’s top producers and consistently wins the 
“dining time” and “revenue per guest” contests.  His secret? Hustle and a willingness 
to take care of customers and employees, like the hostess at tip-out time. 

R e s t au r an t  o f  t h e  Fu tu r e :  A  Day  i n  t h e  L i f e

“Are you a first  
time customer?”  

Bob is a willing hustler and he also  
takes care of customers.....

Donna is doing very well in the  
“dining time average” 
…way to go Donna!

Welcome to Houston’s
A guest approaches the hostess stand for dinner—a party 
of four.  The hostess greets the guest and asks, “Are you a 
first time customer?”  On the way to the table, the hostess 
explains the unique world of Houston’s to the customer. 

As they approach table 16 (a table selected by the host-
ess intuitively to optimize server activity), the guest asks if 
something can be found a little further away from the bar. 
The hostess obliges by escorting them to a different table.  
As the guest is seated, the hostess pauses for a moment, 
then opens a check via her handheld terminal for table 
22—4 covers.  She selects a special check type to indicate 
first time customers. 

		  Reduce theft by $100/day per unit

		  $4,631,000 =
		  Increase one dessert or appetizer per server per shift
	
		  $3,670,000 =
 		  Increase one soup per server per week

$+ Capturing ROI
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As Bob tracks down the dinner order, another server walks by the table, and recognizes nearly empty wine glasses. The 
server fills each glass with the last of the wine, and secures an order for another bottle.  At the POS terminal, the second 
server swipes his card, and opens Bob’s check with only an ability to add an item (not void, settle or even fire held items). 

Several weeks earlier the GM had put in place a wine pour program which had every front-of-the-house person focusing 
on pouring wine at any table. The theory? More frequently poured wine equals more wine sales and therefore higher tips 
due to higher check averages. Since the program was introduced, wine sales had gone up 18% and everyone’s tips had 
improved—the tip average had gone up 1.5% as well, further increasing the tip amount everyone earned. Apparently cus-
tomers were more apt to give higher tip percentages when they felt a team service environment. 

		
		

■ A Great Experience!
The guests’ dining experience is taking form. Without adding any additional steps, a clear picture begins to form on how ef-
ficiently the guests are served in terms of order taking and food delivery. The server’s check updates as each item is entered, 
and every ordered item is tagged with a time, providing a detailed trail of events that define their experience. 

As Bob approaches the expeditor, curious about an order that seems to be slow coming out, he references an order time of 7:10 
pm on an entrée that has still not come up at 7:31 pm?  With detail like this at every server’s fingertips, facts of service have now 
replaced assumption-based complaints and challenges between front-of-the-house staff and production teams.

	 ■ Increased Service + Increased Sales = Improved Tips

$3,450,000 = 
Increase wine sales from one more bottle sold at one out of 20 tables
		
$2,875,000 = 
Increased beverage sales. One beverage is missed at every fourth table

$+ Capturing ROI



Bob approaches the end of his shift.  Last week he didn’t make the “Top 10.”  He knows the GM makes a subjective call on 
things like appearance, attitude and team support, but he also knows that the numbers heavily influence those opinions.  
He prints his shift end reports.  He reviews his revenue report.  His gross for the day is good, and the suggested tip-outs at 
the bottom of the report are helpful in making sure he takes care of everyone.  Bob declares his tips and tips out his fellow 
employees including a little extra to the hostess who he knows helped him out a few times with critical first orders. 

Item 	 Average 	 Team Average 	 Best Employee 

Average dining time	 57 minutes	 64 minutes	 Donna = 53 minutes 

Revenue per cover	 $46.40	 $39.40	 George = $51.46 

Appetizers/Dessert ratio	 $65.20	 49.40	 George = $84.1 

Seat to first order time	 2:31	 3:38	 Bob = 2:31

Soup promotion	 .2 soups/guest	 .4 soups/guest	 George = .53 

Average credit card tip	 17.3%	 15.5%	 George = 9.4%

It’s All in the Numbers
Now comes the fun part: performance reports.  His report gives him a graphical view into how his business broke down in key 
performance indicators:

■ By the Clock ■ Striving for the Top 10

$11,000,000 = 
Increase in revenue from a 20% reduction in  
lunch dining time = increase guest counts

As dinner ends, the guest requests their check.  The printed check includes each item 
ordered and the time it was ordered along with the calculated dining time.  Some 
artful selling by Bob solicits an add-on order for after dinner drinks—the dining timer 
starts running again.  Later, the customer requests an updated check.  The dining 
time is recalculated based on the new check print time. 

When the check is settled, the dining time is stamped in history as being the point 
when the last check print was presented to the customer: marking the end of the 
dining experience.

$+ Capturing ROI



■ Summing Up the Details

Bob evaluates his report, noticing he is way ahead of averages on wine sales, but low on appetizers.  He makes a mental note 
to hunt down George and see what he is doing on the soups.  He also notes that his beverages revenue stack is lower than 
the average. Maybe this is an area he needs to concentrate on if he wants to get back in the Top 10.

As Bob walks over to the manager, he hands in his reports and tickets.  The manager asks him about the delayed kitchen check, 
which Bob points out.  The dining time was 73 minutes on that check and the tip 13% (everybody lost on that one). Armed 
with information he makes a quick evaluation and remarks to Bob, “A- today Bob, good job!” 

This manager has adopted a culture of giving every server a grade every day.  He believes that human nature dictates that 
everybody has a personal range of performance defined by good days and not so good days.  His strategy is to make sure 
everyone is accountable to bring a good day to his customers and his unit. 

■ Reviewing the Reports

Later that night the manager reviews his unit reports which show him the same 
information the server Bob reviewed, but measuring his team against other com-
parable Houston’s locations.  His strategy seems to be panning out, as he sees 
himself at or near the top of the rankings in comparison to a select set of Houston’s 
stores, which have been deemed as comparable. 

He notes that Donna is doing very well in the “dining time average” and makes 
a mental note to check-in with her tomorrow.  He is at the top of the rankings 
for first time customers—he had 22 first time customer tables today and so far 
410 this month—a  good trend.  He wonders whether sponsoring a youth softball 
camp in the local area (along with a local sports celebrity) is driving the improv-
ing trend.  He notes that so far this quarter he is getting repeat visits by 41% of 
his first time customers from the previous customers—another top performance.  
Customers love the extra attention that his wine pour program is providing, and 
the bottom line likes it to: he is producing one of the “highest margin per guest 
numbers” in the company.

Bob evaluates his report,
noticing he is way ahead of wine sales averages.

		
		  $182,500
		  check payment blunder per year  
		  = 182,500 guests who experience blunders 

$+ Capturing ROI



Measuring the Guest Dining Experience
	 • Dining time calculation (seat to final check)

		  • How the guest is seated (handhelds = greeter 		
	   sets table and cover count)

		  • Server has pull check capability from the greeter

		  • Each item order is time stamped

		  • Each draft print is time stamped and overwrites 		
	   previous draft print time

	 • Server responsiveness is measured

	 	 • Seat to first order timings

		  • Item order timings –  
		    Dining time calculations / averages

		  • Tip averages

Measuring Salesmanship
	 • Appetizer / Dessert ratios

	 • Soups per cover

	 • Wine sales per cover

	 • Revenue per cover

	 • Expo printer = Alert station (alerts on seat to first order 	
	   timer trip, first time customer, large party, >”x” minutes 	
	   total dining time checks, etc)

Guest Intelligence
	  • Rendezvous = Guest information warehouse

		  • Name

		  • Contact information (light or heavy i.e.  
		    phone number or complete marketing record)

		  • Preferences / Special Requests / VIP

		  • Reservation notes

		  • Visit history

	  • Virtual Manager

		  • Guest analysis

			   • Active customers

			   • Favorite items

		  • Demographic analysis

■ The Solution of the Future


