;

The
Business
Minded

Chet

\G\%jsl
12

A

e e

Mastering Finances in
the Kitchen

Chet's Office Academy

'. -‘I'Hi



Table Of Contents

Introduction — Why This Guide Exists

1.

2
3
4
S.
6
7
8
9

Why Most Chefs Struggle With the Numbers

. The Real Business Model of a Kitchen
. The Few Numbers That Truly Matter (And Their Formulas)

. Why Knowing the Numbers Isn’t Enough

The Management Rhythm

. Practical Tools: Turning Knowledge Into Control
. What This Looks Like in a Real Kitchen

. Why This Changes Your Career Trajectory

. What Most Chefs Do Next (And Why)

10. Quick Reference & Next Steps

Closing Reminder: A Short Case Study

A Final Note — And Thank You

Founder, Chef’'s Office Academy

Why | Do This Work

The Reality Most Chefs Don’t See

What | Believe Changes Everything

A Different Standard for the Industry

© o0 o A~ W N

13
15
17
18
19
21
25
25
25
26
26
27



Introduction — Why This Guide EXists

Most chefs don't struggle because they lack talent.
They struggle because they were never taught how kitchens actually work as
businesses.

Early in your career, you're trained to execute: cook well, work hard, move
fast, stay calm under pressure. Those skills matter. But as your career
progresses, something changes.

Decisions are no longer judged only on food quality.
They're judged on numbers.

Food cost. Labour. Margins. Stock. Profit.

Most chefs are introduced to these numbers late, informally, and often
defensively — when something has already gone wrong and explanations
are demanded rather than taught.

This guide exists to change that.

This is not a cookbook.
It's not an accounting manual.
And it's not about turning chefs into office workers.

It is about giving you a working business lens — so you understand what the
numbers mean, why they move, and how your decisions influence them.

If you apply even a small part of what's in this guide, it will pay for itself many
times over.



1. Why Most Chefs Struggle With the Numbers

Most chefs care deeply about their work. They want their kitchen to run well,
their team to succeed, and their service to be strong.

Yet many still feel blindsided when financial conversations arise.
This happens for three structural reasons.

1.1 The numbers are introduced too late

Usually when costs are already high, margins are under pressure, and
expectations were never clearly defined in the first place.

At this point, numbers feel like punishment — not guidance.

1.2 They are explained without context

Reports are handed over without explanation. Percentages are quoted
without showing what actually caused them to move.

Without context, numbers feel abstract and threatening.

1.3 They are treated as judgement, not information

When numbers are used only to evaluate performance, chefs naturally
become defensive.

But numbers are not moral scores.
They are signals.

Understanding them is not about pleasing management.
It's about removing guesswork from your role and replacing it with clarity.



2. The Real Business Model of a Kitchen

A kitchen is not a creative studio.
It is an operating system.

Money enters the business through sales, but profit is decided by structure,
not by how busy service feels.

Every decision feeds the system:

e How ingredients are purchased

How stock is stored, rotated, and portioned
How labour is scheduled and deployed

e How menus are designed and priced

¢ How waste and variance are controlled

Being busy does not guarantee profit.
Being popular does not guarantee sustainability.

At its simplest, the business model is:
Revenue - Costs = Profit
What makes kitchens complex is that:
e Costs are spread across dozens of small decisions

e Problems rarely appear where they are caused
e Feedback is delayed

Once you understand this, the kitchen stops feeling chaotic — and starts
feeling measurable.



3. The Few Numbers That Truly Matter (And Their
Formulas)

Many kitchens track dozens of metrics.
Very few actually use them.

The numbers that matter most to chefs are the ones that drive decisions, not
reports.

Below are the core KPIs every business-minded chef should understand —
including how they are calculated and interpreted.

3.1 Food Cost Percentage

Formula:
Food Cost % = (Cost of Food Used + Food Sales) x 100
Example:

If food used for the week is $18,000 (Delivery Invoices + Stock take) and food
sales are $60,000: ($18,000 + $60,000) x 100 = 30%

What it tells you:
How efficiently ingredients are converted into revenue.

What chefs often miss:
Food cost doesn't rise “randomly”. It moves because of:

e Portion control

¢ Waste

e Menu mix

e Purchasing discipline
e Stock variance

A stable food cost with rising sales is healthy.
A stable food cost with falling sales is dangerous.



3.2 Labour Cost Percentage

Formula:
Labour Cost % = (Total Labour Cost + Total Revenue) x 100

Example If total labour for the week is $17,500
and total venue revenue is $58,000:

$17,500 + $58,000 = 0.301
0.301 x 100 = 30.1% Labour Cost

What it tells you:
How effectively people’s time is being converted into output.

Key distinction:
High labour cost is not always bad.
Unproductive labour cost is.

Labour becomes a problem when:

e Rosters don't match demand
e Roles lack clarity
o Skill levels dont match volume

3.3 Gross Profit

Formula:
Gross Profit = Revenue — Cost of Food

Gross Profit % = (Gross Profit + Revenue) x 100

Example

If food sales are $60,000

and food cost is $18,000:

Gross Profit = $60,000 - $18,000 = $42,000
$42,000 + $60,000 = 0.70

0.70 x 100 = 70% Gross Profit

Why it matters:
Gross profit funds everything else — labour, rent, growth, and mistakes.



Many chefs fixate on food cost %, but gross profit is the real engine.

3.4 Stock Variance

Formula:
Stock Variance = Expected Stock — Actual Stock

Example

If stock on paper should be $25,000
but actual counted stock is $23,800:
$25,000 - $23,800 = $1,200 variance

Why it matters:
That $1,200 didn't disappear overnight.

Stock variance usually comes from:

Over-portioning

Poor rotation

Inaccurate ordering (standing orders)
Theft (less common than assumed)

Small weekly variances compound into large monthly losses.

3.5 Break-Even Point

Formula:
Break-Even Revenue = Fixed Costs + Gross Profit %

If your fixed weekly costs (labour, rent, overheads) are $32,000
and your gross profit is 70% (0.70):
$32,000 = 0.70 = $45,715

What it tells you:
The minimum revenue required for the business to survive.



4. Why Knowing the Numbers Isn’t Enough

Many chefs can quote their food cost. Far fewer can explain why it moved,
whether it matters, or what to do next.

Numbers without interpretation create noise, not leadership.
Leadership begins when you can answer:

* Why did this number move?

* |sthis movement normal or concerning?
e |sthis atrend or a one-off?

e \What action actually helps?

e What action makes things worse?

Most good decisions are not dramatic.
They are small, consistent adjustments made early.

This is the difference between reacting and leading.

Numbers vs Decisions

A number only becomes useful when it informs a decision.
For example:
Food cost went from 29% to 31%

e |sthat a problem?

e Or did sales mix change?

e Or did supplier pricing increase?

e Or did volume drop while labour stayed fixed?

Without context, the number invites blame. With context, it invites action.
This is why two kitchens can have the same food cost and completely
different levels of control.



5. The Management Rhythm

Strong kitchens don't run on panic.
They run on rhythm.

Business-minded chefs operate on three time horizons:

Daily — Awareness ( Stay Informed)

Spot issues early. Stay informed. No judgement.
Daily checks are not about fixing problems.
They are about seeing clearly.

Focus on:

e Covers vs expectation
Staffing alignment

e Prep pressure points

e Obvious waste or bottlenecks

Ask:

e |stoday normal?
e If not, why?

No judgement. No action required.
Just awareness.



Weekly — Decisions

Weekly is where leadership happens.

This is when you decide, not react.

Typical weekly decisions include:

e Adjusting order quantities

e Tweaking rostering

e Addressing prep inefficiencies

e Responding to sales mix changes

Example:

e |f food cost rises 2%:

Don't cut or drop food quality.

First:

¢ Did sales volume drop?

¢ Did high-margin items sell less?
e Did supplier pricing change?

e Did waste increase?

Most weekly issues are not solved by cutting — they're solved by alignment.
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Monthly — Direction (Fix Structure)

Monthly reviews are about patterns, not performance.
This is where you step back and ask:

e What keeps repeating?
¢ What drains time or money consistently?
e \What decisions are being delayed?

Monthly actions might include:

Menu adjustments
Supplier renegotiation
Roster structure changes
Process simplification

lgnore:

e One-off spikes
e Emotional weeks
e Perfectionism

Leadership requires distance as much as detail.

Why Rhythm Reduces Stress

Without rhythm:

e Everything feels urgent
e Every issue feels personal
e Every number feels threatening

With rhythm:
e Problems appear earlier

e Decisions feel calmer
e Conversations improve

Rhythm doesn’t remove pressure — it contains it.

How This Sets You Apart Most chefs live inside the service window.
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Business-minded chefs zoom out without disconnecting.

That ability — to stay grounded and strategic — is what builds trust,
autonomy, and progression.

Next Step

Understanding rhythm and interpretation is the foundation.
Tools only work after this mindset is in place.

That's why the next chapters focus on:

Practical visibility
Simple tools
Numbers you can actually use

e Practical visibility
e Simple tool
e Numbers you can actually use

Not systems.
Not dashboards.
Just clarity.
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6. Practical Tools: Turning Knowledge Into Control

This chapter is not about building complex systems.
It's about creating visibility.

6.1 The One Spreadsheet That Actually Matters

This spreadsheet exists to show trends, not perfection.
It should track weekly:

e Food cost %

e [abour cost %

e Gross profit %

e Revenue

¢ Notes on anomalies

If a number surprises you, it's doing its job.

6.2 The Weekly Financial Check (10—15 Minutes)
Ask:

e What moved?

e Why?

e |sit controllable?

e Does it require action now or monitoring?

The goal is not blame.
The goal is clarity.
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6.3 The Monthly Reset

Once a month:

e Step back
e |dentify recurring issues
e Decide what to fix structurally

lgnore:
e Daily noise

¢ One-off events
e Perfectionism

Leadership requires distance.

6.4 Why Most Tools Don’t Work for Chefs

Most tools fail because:

e They're too complex
e They demand perfect data
e They require daily admin

Chefs don't need more systems.
They need better thinking.

Systems come after understanding, not before it.
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7. What This Looks Like in a Real Kitchen

Understanding numbers does not turn a kitchen into an office.
It changes how decisions are made inside the kitchen.

In practice, business-minded kitchens tend to look calmer — even when they
are busy.

Not because less work is being done, but because fewer decisions are being
made under pressure.

Here is what typically changes first.

7.1 Conversations Change

Instead of vague explanations, chefs can say:

e “Food cost moved because portion sizes crept up on two dishes.”
e “Labour spiked because we over-rostered for volume that didn't arrive.”
e “This issue will be corrected next week if sales stabilise.”

These explanations build trust quickly.

Managers and owners are far more comfortable when problems are
understood, even if they are not yet fixed.

7.2 Planning Improves

When chefs understand the numbers:

e Rosters are built with intent, not habit
e Ordering becomes measured, not reactive
¢ Menu decisions consider margin, not just popularity

The kitchen stops relying on intuition alone and starts combining experience
with structure.
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7.3 Fewer Surprises

Most stress in kitchens comes from unexpected outcomes.
Understanding financial patterns reduces surprises because:

e Trends are seen earlier
e Small issues are corrected before they grow
¢ One bad week is recognised as noise, not failure

This alone changes how pressure is experienced during service.

7.4 Leadership Becomes Visible

Business-minded chefs are easier to trust because they:

e Explain outcomes clearly
e Take responsibility without defensiveness
e Separate emotion from analysis

This is what leadership looks like in practice — not authority, but reliability.
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8. Why This Changes Your Career Trajectory

As chefs move into senior roles, expectations shift quietly.

At early stages, effort is rewarded.
At higher levels, judgement is rewarded.

Understanding numbers accelerates this transition.

8.1 Trust Is Built Through Explanation

Chefs who can explain why something happened are trusted more than
those who simply acknowledge that it did.

For example:

e “Service was busy” explains effort
e “Service was busy, but margin dropped because menu mix shifted”
explains outcome

The second chef is perceived as ready for more responsibility.
8.2 Responsibility Expands Naturally
Chefs who understand numbers are:

e |ncluded earlier in planning
e Asked for input on menus and staffing
e Given latitude to make decisions

This is not because they ask for power —
it's because they reduce uncertainty.

8.3 Numbers Signal Readiness for Leadership

Owners and senior managers look for one thing above all else:
“Can this person protect the business when I'm not here?”

Understanding costs, margins, and trends signals that answer clearly.
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9. What Most Chefs Do Next (And Why)

After applying the principles in this guide, chefs tend to follow one of two
paths.

9.1 The Stabilisation Path

Some chefs use this knowledge to:

e Reduce stress
* |mprove consistency
e Regain control of their section or kitchen

This alone is a meaningful improvement.

Many professionals stop here and operate more confidently within their
current role.

9.2 The Expansion Path

Others realise something important:

Understanding numbers creates clarity —
but systems are required to sustain it.

These chefs want:

e Clear financial tracking templates

e Structured weekly and monthly routines

e Decision frameworks for labour, pricing, and menus
e |Leadership systems that scale beyond themselves

This is where deeper education becomes necessary.
Both paths are valid.

What matters is recognising which one you are choosing, rather than
drifting forward without structure.
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10. Quick Reference & Next Steps

This chapter exists to be used, not read once.

Return to it regularly.

10.1 Core KPI Formulas (At a Glance)

Food Cost %
(Cost of Food Used + Food Sales) x 100

Labour Cost %
(Total Labour Cost + Total Revenue) x 100

Gross Profit
Revenue - Cost of Food

Gross Profit %
(Gross Profit + Revenue) x 100

Stock Variance
Expected Stock — Actual Stock

Break-Even Revenue
Fixed Costs + Gross Profit %

19 - 27



10.2 Weekly Financial Check (10-15 Minutes)

Ask yourself:

Which numbers moved this week?

Was the movement expected or unexpected?

Is this a one-off or a pattern?

What decision would reduce this issue next week?
What should | monitor rather than act on?

If you cannot answer why a number moved, that is your starting point.

10.3 Monthly Reset Questions

Once per month, step back and ask:

Where am | still reacting instead of planning?

Which issues repeat despite my effort?

What decisions am | avoiding?

Where am | personally the bottleneck?

What would improve if responsibility was redistributed?

These questions reveal structural problems — not personal failures.

10.4 The Natural Next Step

This guide gives you clarity.

What it does not provide is:

Full financial systems
Templates
Implementation support
Leadership frameworks
Ongoing guidance

Those require structure, feedback, and application over time.

The full Chef's Office Academy program is designed to take this foundation
and turn it into:
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e Practical systems

* Repeatable routines

e Confident leadership behaviours

¢ Kitchens that function without constant intervention

This is where understanding becomes capability.

Closing Reminder: A Short Case Study

Consider a common situation.

A head chefis running a busy suburban venue doing solid weekly turnover.
Service is strong. Reviews are good. The kitchen feels constantly under
pressure.

From the outside, the operation looks healthy.
Behind the scenes, the numbers tell a different story.

e Food cost sits between 33-35%, drifting above target most weeks
Labour regularly creeps past 30%, despite full rosters

Stock adjustments appear at month-end with no clear explanation
¢ Financial conversations with ownership feel tense and reactive

When questioned, the explanations are familiar:
“We were busy."
“Staff availability was difficult.”

“Supplier prices went up.”

None of these statements are wrong.
They are simply incomplete.
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The Change

Instead of working longer hours or tightening standards blindly, the chef
makes a small, deliberate shift.

They begin tracking five numbers weekly:

e Revenue

e Food cost %

e Labour cost %

e Gross profit %

A short written note explaining anything unusual

No new software.
No daily admin.
No complex reporting.

After four weeks, patterns emerge.

e Food cost rises when two popular, low-margin dishes dominate sales
mix

e Labour spikes on quieter weeks due to fixed prep routines that don't
flex

e Stock variance increases after menu changes without portion
recalibration

For the first time, the chef is not guessing.
They are seeing cause and effect.
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The Result

The next financial conversation sounds different.

Instead of saying,

“Food cost was high,”

the chef says,

“Food cost rose because menu mix shifted toward two dishes with lower
gross profit. We've adjusted portions and rebalanced the menu.”

Instead of saying,

“Labour was difficult,”

they say,

“Labour exceeded target because prep hours didn't adjust to reduced
bookings. Rosters are being corrected this week.”

Nothing dramatic changes overnight.
But over the next eight weeks:

e Food cost stabilises within target range

e Labour becomes predictable

e Stock adjustments reduce

e Conversations shift from defence to planning

Most importantly, trust increases.

The chefis no longer managed through pressure.
They are consulted through clarity.
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Why This Matters

This is what business understanding looks like in practice.

Not spreadsheets for their own sake.
Not numbers used as judgement.

But visibility that allows:

e Earlier decisions
e Calmer conversations
e Better outcomes

This guide is not the full system.
It is the foundation that makes systems possible.

And when foundations are solid, everything built on top of them becomes
easier to manage — and harder to ignore.
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A Final Note — And Thank You

If you've reached this page, my most sincere Thank you.

Not for purchasing this guide — but
for taking your role seriously enough
to step back, reflect, and read with
intent.

Most chefs never pause long
enough to question whether the
way our industry operates actually
makes sense. You did.

That decision alone puts you on a Founder, Chef’s Office Academy
different trajectory.

Why | Do This Work

| believe something is fundamentally broken in hospitality.

Not the food.
Not the craft.
Not the people.

The expectations.

In almost every other industry, if someone is responsible for a $1-2 million per
year operation, certain things are assumed:

e Professional autonomy

e Career progression

e Financial stability

* Work-life balance

* Respect for their role

e Time to look after their health and family

In hospitality, that same level of responsibility is often met with the opposite
expectation:
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e Long hours as a badge of honour

e Burnout as “part of the job”

e Poor personal health as normal

e Substance abuse joked about, or ignored
e |Leadership confused with survival

That is not professionalism.
And it is not inevitable.

The Reality Most Chefs Don't See

Here's the truth most chefs are never told:

If you're running a kitchen, you are very likely responsible for a seven-figure
business — whether or not anyone has ever framed it that way for you.

You manage:

e Revenue
e Costs

e People

e Systems
e Risk

e Qutcomes

In any other profession, that level of responsibility comes with clarity,
structure, and compensation.

In hospitality, it often comes with chaos — not because chefs are incapable,
but because they were never given the business lens to see what they're
already managing.

What | Believe Changes Everything

| don't believe chefs need to work harder.
| don't believe chefs need more hustle.
| don't believe chefs need to become office workers.

| believe chefs need business clarity.
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Because clarity changes behaviour.
And behaviour changes outcomes.

When chefs understand:

e \What the numbers mean
e Why they move
e How decisions affect them

They gain:

e Confidence
e Credibility
e |everage
e Options

That's how careers change.
Quietly. Professionally. Sustainably.

A Different Standard for the Industry

My aim is simple:

To help chefs reach the same standard of professionalism, balance, and
recognition that is expected in other industries — without losing the identity
of who they are.

Not overnight.
Not through shortcuts.
But reader by reader, kitchen by kitchen.

If this guide helped you see your role more clearly, then it has done its job.

And if you decide to go further, you'll know where to find me.

Thank you for being part of the shift.

Ricardo Calderini
— Chef'’s Office Academy
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