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Operations Recovery
Diagnostic plus a 90-day turnaround plan

For restaurants and hotel F&B programs missing their targets. A structured on-
site diagnostic, then a clear 90-day plan with weekly accountability.
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T H E  P R O B L E M

Underperformance has a cause you can find
When sales are flat and costs are up, owners often try a new menu or a new marketing push. Usually the real issue is
operational: the labor model, the purchasing, the service standard, or the leadership team.

A good diagnostic separates symptoms from causes, then fixes the few things that move the numbers most.

Find the cause, fix the few things that matter most, and track them every week.

T H E  M E T H O D

How the work runs
Recovery runs in three tight phases.

P H A S E  0 1

Diagnose
Five to seven days on-site: P&L
variance, labor, purchasing,
service, and team.

P H A S E  0 2

Plan
A written 90-day turnaround
plan with owners, targets, and
weekly milestones.

P H A S E  0 3

Execute
Weekly accountability, retraining,
and course corrections until
results hold.

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 Operations Diagnostic
Five to seven days on-site across every shift and department.

02 P&L Deep Dive
Variance analysis on sales, prime cost, and controllables.

03 Labor Model Reset
Scheduling rebuilt around demand and productivity.

04 Service Standard Reset
Steps of service rewritten and retrained with the team.

05 Cost Structure Audit
Purchasing, waste, and vendor pricing reviewed with a reduction plan.

06 Revenue Opportunities
Menu mix, check average, and event or off-premise revenue reviewed.

W H AT  I  L O O K  F O R

What the diagnostic covers
Sales and guest experience
Covers, check average, reviews, and what guests actually experience.

Labor
Hours against covers, overtime, and scheduling habits.

Purchasing and waste
Vendor pricing, order guides, pars, and waste.

Leadership
Who runs each shift and how decisions get made.

Systems and controls
Cash, comps, voids, inventory counts, and reporting.

You get a clear, prioritized list. Some fixes take a week, some take the full 90 days.
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W O R K I N G  T O G E T H E R

Engagement options
ENGAGEMENT SCOPE TIMELINE

Diagnostic Only On-site diagnostic and written findings report. 1 to 2 weeks

Diagnostic + 90-Day Plan Diagnostic, written plan, and weekly accountability. 90 days

Multi-Unit Recovery Diagnostic and plan across several locations. Quoted separately

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

What you keep
At the end of the engagement you keep:

Diagnostic report with findings
90-day turnaround action plan
Weekly progress tracker
Restructured labor model
Sustainability playbook for your managers

I D E A L  F O R

Who this fits
Properties missing revenue targets
New acquisitions needing stabilization
Concepts with quality drift
Leadership transitions

Investment

From $12,000
Diagnostic plus 90-day plan. Multi-unit recovery
quoted separately.

Next step
Request a diagnostic conversation. Send your last
three months of P&Ls and we will start there.

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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