
G R O U N D W O R K  H O S P I TA L I T Y  A D V I S O R Y
FOOD & BEVERAGE OPERATIONS   |    Strong foundations. Consistent execution.

F&B Operations Consulting
Senior operational leadership, on-site and remote

A monthly engagement where I step in as your interim Director of Operations
or F&B Director, typically 2 to 4 days a week on-site, and stay until your team
runs the systems on its own.

Service Guide  |  Led by Leander Mena Miami, FL  |  Serving operators nationwide



T H E  P R O B L E M

Operational drift is quiet until it is expensive
Labor creeps up, standards loosen, managers turn over, and the owner ends up running the floor again. Most
groups do not need another report. They need an experienced operator inside the building.

I have run two restaurants at the same time for V&E Hospitality, managed in-room dining for Miami hotels with
5,000+ rooms against a 30-minute delivery standard, and centralized purchasing at Pullman Miami Airport to save
more than $180,000 a year.

I do my best work on the floor with the team, and I stay until the new systems run without
me.

T H E  M E T H O D

How the work runs
Each engagement follows the same arc, with weekly check-ins and a clear handoff.

P H A S E  0 1

Assess
Two weeks on-site: P&L review,
labor model, service
walkthroughs, and manager
interviews.

P H A S E  0 2

Rebuild
Install SOPs, labor scheduling,
purchasing controls, and
training. Weekly P&L action
plans.

P H A S E  0 3

Hand Off
Develop your managers to own
the systems, then step back with
30-60-90 day reviews.

2 0  Y E A R S  O N  T H E  F L O O R

20
years in hospitality

1,800
guest hotel grand opening

5,000+
hotel rooms served in-room

dining

$180K+
saved per year in purchasing
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S E R V I C E S

What is included

01 On-Site Leadership
Two to four days a week in the operation, leading pre-shifts, service, and manager meetings.

02 Weekly P&L Review
Prime cost, labor, and sales reviewed every week with a written action plan.

03 SOP Development
Procedures and checklists drawn from a 25-SOP library, tailored to your operation.

04 Team Training and Development
Manager coaching and staff training programs built to keep people.

05 Vendor and Cost Optimization
Purchasing consolidation, vendor negotiation, and order guide resets.

06 Owner Reporting
Monthly reporting so ownership sees the numbers and the progress clearly.

W H AT  I  L O O K  F O R

Where I look first
Leadership stability
Manager turnover is usually the root cause. I look at who is leading each shift and why people leave.

Labor model
Scheduling against real covers, not habit.

Prime cost
Food, beverage, and labor together, by week, against the budget.

Service standards
Are the steps of service written down, trained, and checked?

Systems
POS, purchasing, and scheduling tools set up to support managers instead of slowing them down.

The findings set the priorities. Quick wins come first so the team feels progress early.
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W O R K I N G  T O G E T H E R

Engagement options
ENGAGEMENT SCOPE TIMELINE

Operations Assessment Two-week on-site review with written findings and priorities. 2 weeks

Monthly Retainer On-site leadership 2 to 4 days a week plus remote support. 3-month minimum

Multi-Unit Oversight Full operational oversight across several locations. Monthly, scoped

T H E  G R O U N D W O R K  B I N D E R

What you keep
At handoff you keep every system we built:

Custom operations manual
Labor model and scheduling templates
Cost reduction analysis
30-60-90 day progress reviews
Handover documentation for your managers

I D E A L  F O R

Who this fits
Independent restaurants hitting a plateau
Multi-concept groups with operational drift
Hotel companies in transition
Investors who acquired hospitality assets

Investment

Starting at $7,000/month
3-month minimum. $22,000/month for full multi-
unit oversight.

Next step
Book a discovery call. We will look at your
numbers together and decide if this is the right
fit.

info@leandermena.com
leandermena.com/contact

N O T  R E A D Y  F O R  A N  E N G A G E M E N T ?

The same documents I hand clients are available as self-serve playbooks at menaconsulting.gumroad.com: the 120-
Day Pre-Opening Playbook ($197), the SOP Core Collection ($97), and focused toolkits for labor, kitchen cost, food
safety, FOH and bar, and banquets.
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