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Take Back Your Budget:
THE KEY TO YOUR
PROFITABILITY IN 2020
Presented by Restaurant Systems Expert
David Scott Peters
Founder, DavidScottPeters.com

Workshop Session 2 - COGS



2AGENDA
What You’ll Learn

Why three simple systems put you on the 
path to ordering on budget, preventing theft 
and reducing waste

What are the key budget related systems 
that are critical to achieving your budget

Calculating your actual COGS, plus four 
calculations that put more money in you bank

How to calculate YOUR ideal food cost and 
why its important

Why you must know ALL three COGS 
numbers to run your restaurant profitably

Demo/walk-thru of three powerful solutions 
to help you reduce your food cost 2 – 3%!
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KEY BUDGET RELATED SYSTEMS
The following systems are critical to achieving your 
budget targets and executing your plan for success.

Purchase Allotment System

Key Item Report

Waste Sheet

Calculating Actual Food Cost

Calculating Ideal Cost

Labor Allotment System

01

02

03

04
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06

07 Dollars Per Labor Hour Worked

TAKE CONTROL OF YOUR BUDGET
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Session 3

Session 3
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What pays your 
bills, cash or 
profits?

?

What is inventory 
on your shelves?

?

Why is having too 
much inventory a 
bad thing?

Purchase Allotment System
Important Questions

RESTAURANT CHECKBOOK GUARDIAN
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Budget

It starts with a budget: cost of 
goods sold targets and

sales forecasts for each day

Daily Paperwork

Categorized
Invoice Logs
Paid Out Log

End-of-Day Reporting

Inventory

Work your inventory levels up 
and down to a target level

Benefits of the Purchase Allotment System
• Ordering on budget
• Keeping your cash in the bank or you back pocket
• Giving up control of ordering without giving up control of your checkbook
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RESTAURANT CHECKBOOK GUARDIAN



Purchase 
Allotment 
System
Demo
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RESTAURANT CHECKBOOK GUARDIAN
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KEY ITEM REPORT
PREVENTING THEFT

7

KEY ITEM TRACKER



KEY ITEM TRACKER
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Key Item Inventory System

Search the Resource Library…

Templates, instructions and Online Courses to teach 
you how to implement key item inventory systems.
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WASTE SHEET
PROACTIVELY CONTROLLING COSTS
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WASTE TRACKER



WASTE TRACKER
11



12

Waste Sheet Template

Search the Resource Library…

Templates, instructions and Online Courses to teach 
you how to implement systems.
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COST OF GOODS SOLD

CALCULATING COST 
OF GOODS SOLD
KNOWING YOUR ACTUAL FOOD & 
BEVERAGE COSTS
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Beginning Inventory

Sold

Waste/spoilage

Theft

Comps (not in the POS)

What is used?
+ Purchases

= Total Available

– Ending Inventory

= Product Used

÷ Sales

= Cost of Goods Sold %

COST OF GOODS SOLD
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FOUR 
CALCULATIONS 
YOU CAN TAKE 

TO THE BANK

[(beginning inventory + ending inventory) ÷ 2] 
Average inventory1

[use ÷ average inventory]
Inventory turns2

[ending inventory – beginning inventory]
Change in inventory3

[target use – actual use]
[target use % – actual use %] 

Budget variance4

COST OF GOODS SOLD
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Beginning Inv. $ 3,580.21
Purchases $ 22, 522.33
Sub-Total $ 26, 102.52
Ending Inv. $ 6,803.01
Used $ 19,299.53
Sales $ 63,045.48
F.C % 30.61%
Last F.C % 29.78%
+/-% 0.83%

Beginning Inventory
+ Purchases

= Total Available
– Ending Inventory

= Product Used
÷ Sales

= Cost of Goods Sold %

$   5,191.61  Average Inventory
3.72  Inventory Turns

$   3,222.80  Change in Inventory
$ 18,913.64  Budgeted
$ 19,299.53  Actual

$    (385.89)  Budget Variance

30.00%
30.61%

– 0.61%

= Beg. Inv. + End. Inv. / 2
= Used / Avg. Inv.
= End. Inv. – Beg. Inv.
= Sales x Budget %
= Actual Use

= Budget – Actual 

1 pt = $630.451

Net effect -$3,608.69 in the bank2

COST OF GOODS SOLD
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COST OF GOODS SOLD

CALCULATING IDEAL 
COST OF GOODS SOLD
KNOWING WHERE YOU SHOULD BE
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IDEAL
FOOD COST

24.50%
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Based on…
No Waste
No Theft
No Spoilage

A perfect restaurant, 
which does not exist!



19

Ideal Cost Resources

Search the Resource Library…

Templates, instructions and Online Courses to teach 
you how to implement ideal cost systems.



20BUDGETED VS. ACTUAL VS. IDEAL
THE THREE KEY FOOD COST NUMBERS



21AGENDA
What You Learned

Why three simple systems put you on the 
path to ordering on budget, preventing theft 
and reducing waste

What are the key budget related systems 
that are critical to achieving your budget

Calculating your actual COGS, plus four 
calculations that put more money in you bank

How to calculate YOUR ideal food cost and 
why its important

Why you must know ALL three COGS 
numbers to run your restaurant profitably

Demo/walk-thru of three powerful solutions 
to help you reduce your food cost 2 – 3%!
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Take Back Your Budget:
The Key to Your Profitability

ONLINE LIVE WORKSHOP SERIES JANUARY 2020

January 14 – WORKSHOP SESSION 1
• Seven steps to creating a budget

• Demo of Restaurant Sales 
Forecast Generator

• Demo of Budget Builder MVP
• The one number you must know
• The importance of a good COA
• The key budget related systems
• YOUR QUESTIONS ANSWERED

January 16 – LIVE GROUP Q&A
90 mins of your questions answered

January 21 – WORKSHOP SESSION 2
• Reducing food cost by 2–3%

• Demo of Restaurant 
Checkbook Guardian

• Demo of Key Item Tracker
• Demo of Waste Tracker

• Food cost calculation, plus four
• Calculating ideal food cost
• Why knowing ALL three food cost 

numbers is critical to your success!
• YOUR QUESTIONS ANSWERED

January 23 – LIVE GROUP Q&A
90 mins of your questions answered

January 28 – WORKSHOP SESSION 3
• Reducing labor cost by 1–3%

• Demo of Restaurant Payroll 
Guardian

• The key labor report for results
• Busting the labor costing myth
• How to discover your efficiency
• That which we measure improves
• YOUR QUESTIONS ANSWERED

January 30 – LIVE GROUP Q&A
90 mins of your questions answered

Time to answer your questions…
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