o R

POWERFULPRESS

Successful Public Relations from RMD

RESTAURANTS LOOK HERE >>

REACH THE INDUSTRY IN OUR COMPREHENSIVE GU

Industry Reports Awards Subscribe

QSAMAGAZINE.COM : RESTAURANT ARTICLES : SECOND LOCATION : QSR MAGAZINE APRIL 2009

L]
&
]
%
[
Home Articles Resources
»Subscribe
»Renew
rUpdate
widvertise
»Reprints
»Contact Us
More Topics
0,
»Driva-Thru »Charitable Giving
»Entertainment sExpansion
siitchen sFranchising
sMenuboards sFinance
»POS nGreen
Fast Casual sHuman Resources
sLegal
Menu shMarketing
»Beverage »Packaging
wBreakfast Techen
»Desserts ;c "T;ﬂy )
#Entreas “O‘gl'[a O\:;drmgc
»Sides »Online Ordering
| Select a Chain: |—=-}
ll }
r 1 ]

More Tools

#The Language Barrier

»Reading the Fine Print
»Getting Connected
wBusiness of Blogging
»Click Before You Buy
#An Informed Decision
»improving the Experience
»Getting the Word Out
#The Data Dilemma
wTailor-Made POS

MORE

SECOND LOCATION

»Email
»Comments

Maximizing Store No. 1

Don't bother thinking about No. 2 until No. 1 is running as smoothly as possible, says Ed
Randall, vice president of operations at Charley's Grilled Subs.

Q: I've heard | need to maximize
profits at my first store before
moving forward with plans to
open another one. Any tips on
how | should go about that?
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some kind of performance incentive or potentially even a partnership in the location.

It’s a five-pronged piece.

The first step is to have the right people with

skin in the game in your first store: choosing

the right people, training them with your -
mindset, and making sure they have reason o

perform when vou're gone as well as when

you're there. The best way to do that is through

The second thing is when you're in a franchi

system and you're considering opening a

second location you have to utilize the business consultant who is available to you, who vou are
paying for by being part of the franchise family. Allow that counsel to guide you. not only to the
benefit of that first location, but also in preparing to open the second one.

Point No. 3 1s take the time, especially if
Share the Intelligence

you don’t have a lot of experience in the

Request FREE QSR subscriptions for

industry, to understand seasonality. Seasonality

your entire company »CLICK HERE

has a lot to do with many difterent things:
sales, the way people react in different climates at different times of the year, when you might
have turnover based on how your population of employees is built—whether it be students,
working mothers, or the elderly. It is important that you track and understand sales and how they
react seasonally.

By the second location, not only should you understand the seasonality of the first location, but
you should also understand what to look for in the second one. You'll ask the right questions.

The next piece ... We talk about it all the time here: If you can’t measure, you can’t manage. In
one location, you can work your way through it by spending a lot of time and effort on your own
part. But when you get to location No. 2, you have to have systems in place that allow you
numbers so that you can manage by exception versus looking at every single number every single
day.

Lastly, you need to experience the accounting process

at a year end and see what happens with
some of the items such as CAM [common area maintenance] and other variable expenses that you
might not have anticipated. They have a way of coming along and accumulating over time. I've
seen franchises be surprised at the end of the year when there is reconciliation on a mall foodcourt
or a sirip center of charges that have been accruing over the year with the landlord. Now all of the
sudden you get a large bill for those variable expenses.

More than anything an

individual operator should pay When yOU start Openlng store No. 2\

attention to detail. Pre-portioning store No. [ better be on autopilot."

items in the restaurant, for example, is one of the first things I would be thinking about if' 1 were
an operator. One of the places you experience the most loss in restaurants is portioning. [ would
take advantage of everything I could do to have my product pre-portioned. It gives the customer
more consistency in their product. It also gives you berer control of your inventory.
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O top of that: managing hourly labor on a half-hour basis; looking at your sales continually

smoothing labor in-and-ouis by bringing people in on 13-minute incremenis; ieaching your people

to perform multiple functions.

You need to be tuned in on trends. [f 1 look at labor on the hour. I mig
thinking,

aet fooled into
"his was a great hour I went through; my labor was right on,” when it ums out I did 70

percent of my business during the first half hour. If this is at the end of my revenue period, I've
just missed an opportunity to potentially cut a half hour of labor. Over the course of 52 weeks, that
will add up.

‘When vou start opening store No. 2, store No. | better be on autopilot or you're geing (o

experience a decling in the bus

)

got you to the point where you w:

d 1o open store No.

1t"s matural for people to feel that growth means numbers. And in the restaurant busi

ins are not always what you want them to be. If evel

concept had a 25 percent mz

you could make more individual money on one store.

At $300,000 average volume, if you made 10 percent off of that, certainly you've made a

reasonable amount of money. But if you're making a livi T that concey

D

. you might need

multiple locations to live as comfortable as vou™d like.

But the devil is in the details. It really is a matter of being willing to look at the detal

s and

have people working for you that care about the details as much as you do. Constantly talk about
your goals and share your goals with your people
It’s

nd second location is the first you run

There is not a lot of rocket science to this. simple if you'll follow the s that

The ditference between the

om that

point you n lead an organization unning a store.

Feople have

tendency to sometimes think short term. They ge 1 into that second

0us [0 g

location and dot

n't spend enough time learning the fundamentals in the first one. Sometimes it

takes a little longer but you get a better result when you do things right the first time.
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