FOOD GURU
THE RESTAURANT
PERFORMANCE SCORECARD 2.0
Restaurant _____________________________   Completed by _____________________________
Assessment date _________________________   Next review date __________________________
Most restaurant owners are working too hard, making too little money, and carrying too much stress. This scorecard helps you find where to start so you can build the restaurant and life you truly want.
DISCOVER YOUR MOST IMPORTANT THING. THEN GET TO WORK!
How to score yourself
Rate each statement from 1 to 5 based on what’s true today. Be brutally honest. You may use half-points. Where an item gives specific scoring criteria, choose the rating that best fits.
	1  Red
	Bad · Danger zone. You need help fast.

	1.5  Orange
	Amber alert · Act before the problem gets worse.

	2  Yellow
	Average · Learn It. Identify what’s missing.

	3  Green
	Good · Do It. Deliver consistently.

	4  Blue
	Great · Own It. Maintain your high standard.

	5  White
	Elite · Improve It. Keep raising the standard.


Add five ratings per fundamental for a score out of 25. Add the eight totals for your 40-item business score out of 200. Score the five Owner’s Life items separately, out of 25.
Score dashboard
	The Eight Basic Fundamentals
	Score

	1.  SET A NOBLE GOAL
	_____ / 25

	2.  OWNER MINDSET
	_____ / 25

	3.  BUILD A WINNING TEAM
	_____ / 25

	4.  CUSTOMER CENTERED BRAND
	_____ / 25

	5.  MARKETING & SALES
	_____ / 25

	6.  MANAGE THE MONEY
	_____ / 25

	7.  SYSTEMS DEPENDENT BUSINESS
	_____ / 25

	8.  IMPROVE • INNOVATE • ADAPT
	_____ / 25

	OVERALL RESTAURANT SCORE
	_____ / 200


 
	THE OWNER’S LIFE  /  SEPARATE BONUS SCORE
	_____ / 25




FUNDAMENTAL 01
SET A NOBLE GOAL
Do you know what you are building?
	Statement
	Rating 1–5

	01.  I have a clear, written long-term vision and mission for the restaurant posted on a wall.
	_____

	02.  I have set clear brand goals and financial goals, and shared them with the team.
	_____

	03.  Managers and employees are aligned on the values, purpose and goals of the mission.
	_____

	04.  The mission aligns with and supports the community we serve.
	_____

	05.  I am building something meaningful for the long term, not simply surviving.
	_____

	SECTION TOTAL
	_____ / 25


 
 
FUNDAMENTAL 02
OWNER MINDSET
Are you thinking like an owner?
	Statement
	Rating 1–5

	06.  I take full responsibility for everything that happens, I am self-reliant.
	_____

	07.  I work to solve problems, I do not blame other people or circumstances.
	_____

	08.  I have a “positive attitude” and remain calm/stable under pressure.
	_____

	09.  I make decisions based on the long term goals of the organization.
	_____

	10.  I am constantly improving my leadership skills.
	_____

	SECTION TOTAL
	_____ / 25


 
Notes and evidence
 
 


FUNDAMENTAL 03
BUILD A WINNING TEAM
Better people build better restaurants.
	Statement
	Rating 1–5

	11.  We consistently attract high-quality employees.
	_____

	12.  We have Full Staff with all the RIGHT PEOPLE in the right positions.
	_____

	13.  Employee turnover is under control – 80% of my employees stay for 2 years +
	_____

	14.  I hold the managers accountable for performance / Managers hold their people accountable.
	_____

	15.  Team members conform to the system and work together to achieve their goal
	_____

	SECTION TOTAL
	_____ / 25


 
 
FUNDAMENTAL 04
CUSTOMER CENTERED BRAND
Why should customers choose you?
	Statement
	Rating 1–5

	16.  My restaurant has a clear competitive advantage.
	_____

	17.  Our primary aim is to delight the customer.
	_____

	18.  We consistently deliver the customer promise = Great service, food and beverage – on time.
	_____

	19.  Online reviews reflect a positive customer experience and strong connection to the brand
	_____

	20.  We make decisions based on the needs of the customer – not just ourselves.
	_____

	SECTION TOTAL
	_____ / 25


 
Notes and evidence
 
 


FUNDAMENTAL 05
MARKETING & SALES
Revenue solves many problems.
	Statement
	Rating 1–5

	21.  Sales grow by 10% or more year over year.
	_____

	22.  We raise prices strategically and confidently.
	_____

	23.  We actively work to increase average check size.
	_____

	24.  We have systems to create customers advocates who return and bring their friends.
	_____

	25.  We have a marketing system that consistently attracts new customers.
	_____

	SECTION TOTAL
	_____ / 25


 
 
FUNDAMENTAL 06
MANAGE THE MONEY
Profit is the scorecard.
	Statement
	Rating 1–5

	26.  I review financial reports every week – I know the numbers.
	_____

	27.  Food and bar costs are measured each week and they meet the budget.
	_____

	28.  Labor costs are measured each week and they meet the budget.
	_____

	29.  Other costs are measured monthly and they meet the budget
	_____

	30.  We earn a 15% profit each month = 5 Elite
We earn a 10% profit each month = 4 Great
The owner gets paid on time each month = 3 Good
We break even each month – owner gets paid occasionally = 2 Average
We lose money every year = owner still putting money into the business = 1 Bad
	_____

	SECTION TOTAL
	_____ / 25


 
Notes and evidence
 
 


FUNDAMENTAL 07
SYSTEMS DEPENDENT BUSINESS
Can your restaurant run without you?
	Statement
	Rating 1–5

	31.  We have recipes cards with pictures for every menu item.
	_____

	32.  Every position has an up to date checklist with clear expectations.
	_____

	33.  Systems and procedures are clearly documented.
	_____

	34.  Managers accept responsibility and solve problems without my involvement.
	_____

	35.  I can take a month off right now – and the restaurant will still grow without me.
	_____

	SECTION TOTAL
	_____ / 25


 
 
FUNDAMENTAL 08
IMPROVE • INNOVATE • ADAPT
Are you getting better every month?
	Statement
	Rating 1–5

	36.  Managers constantly ask – How do we do this better and use that info to improve operations.
	_____

	37.  Managers actively study and research new ideas and trends – to keep moving forward.
	_____

	38.  Managers focus on SIGNAL (important matters) vs NOISE (drama and distractions).
	_____

	39.  Managers complete important projects on time – Keep building and moving forward.
	_____

	40.  We pivot and adapt to changing conditions without delay
	_____

	SECTION TOTAL
	_____ / 25


 
REITERATE. Constantly ask “HOW DO WE DO THIS BETTER?”
Notes and evidence
 
 


SEPARATE BONUS ASSESSMENT
THE OWNER’S LIFE
Is the business helping you build a better life?
	Statement
	Rating 1–5

	41.  I am physically healthy, I have energy and I enjoy my life.
	_____

	42.  My family and friend relationships are strong.
	_____

	43.  I am building the business and life I truly want.
	_____

	44.  I am grooming __________________ to take over the company after me.
You must be able to name the person or persons who will be your successors
If you can’t name this person or don’t have this person on the team – you get a 1.
	_____

	45.  I am saving $_____________ each month for my 75 year old self to retire comfortably.
	_____

	OWNER’S LIFE TOTAL
	_____ / 25


 
TURN THIS INFORMATION INTO GOLD
List your 10 lowest scores or greatest opportunities. Record the item, score and what could improve. Weigh the impact, how urgent it is and how much you can influence it.
	Item
	Score
	Opportunity for improvement

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 




THE VITAL FEW
Choose the three opportunities with the greatest potential impact on your restaurant or your life. Write down why each one matters.
	Priority
	Opportunity and why it matters

	1
	 

	2
	 

	3
	 


THE MOST IMPORTANT THING
Choose ONE of your Vital Few to work on first. Focus on it until the project is complete.
 
 
GET TO WORK!
	Success metric
	Current result
	Target result
	Review date

	 
	 
	 
	 


 
	Action
	Who owns it?
	Start date

	First action
	 
	 

	 
	 
	 

	 
	 
	 


ONE THING DONE WELL EQUALS MONEY. THREE THINGS HALF DONE = NO MONEY.
REITERATE
Constantly ask “HOW DO WE DO THIS BETTER?”
Ask this question as part of the daily work. On your review date, compare the result with your target and decide what to improve next. This puts Fundamental 8 into practice.
What changed? What will we do better next time?
 
 
1% BETTER EVERY DAY
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