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Introduction

Building Restaurant Excellence is a systematic process you can use in your restaurant to make
operational changes in ways that produce long-term, sustainable results. You and your Above
Restaurant Leader (ARL) can use this process anytime you want to achieve Breakthrough
Results.

Purpose

Building Restaurant Excellence is a process that:

Provides a structured approach for putting processes in place that drive long-term results.
Promotes assessing restaurant operations before making changes.

Helps you explore and analyze restaurant operations, respond to root causes of
challenges in your restaurant and make your actions stick.

Works for both PHI equity and franchise restaurants.

Benefits

By using the Building Restaurant Excellence process, you should experience:

Improved restaurant performance results.

Increased self-confidence in doing the right things.

Consistency and alignment of priorities in restaurant operations.

Improved team problem-solving.

Improved organization.

Higher level of trust among restaurant Team Members.

Time savings by using a structured process that results in long-term success, not quick
fixes.

Who Should Use the Building Restaurant Excellence Process?

New Restaurant General Managers (RGMs) moving into their first RGM assignment
RGMs assigned to a different restaurant
RGMs in low-performing restaurants
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The Building Restaurant Excellence Process
Any RGM can benefit from using a systematic approach for making changes that have long-
lasting impact. That’s exactly what Building Restaurant Excellence is all about. This process
helps you by:

* Enabling you to assess a restaurant’s systems and processes, identify gaps and make

sustainable improvements.
¢ Giving you the foundation and framework proven to build an excellent restaurant.
» Helping you avoid sporadic changes, which create rework and inefficiencies in
operations.

The Building Restaurant Excellence structure is made up of three main components:

* Layers

¢ Time Frames

¢ Operational Systems and Processes
Layers
The Building Restaurant Excellence model was intentionally designed using a layered structure.
Each layer acts as a building block or foundation for the one that follows. This means you begin
at the bottom layer and work your way to the top. There are four main layers that make up the
structure:

e Transition Phase (=

o Shift-to-Shift

¢ Day-to-Day

e Culture
Weeks 19-22

Weeks 15-18

Weeks 11-14

Weeks 9-10 =@

Weeks 5-8

Weeks 3-4 —uuvvovo—g

Weeks 0-2

Transition I?hase
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— Transition Phase

The Transition Phase is when Building Restaurant Excellence begins. During this two-week
phase, you explore how the restaurant functions. You should observe the operation at various
hours of the day to get a holistic picture of what’s happening during all shifts.

The primary task in this phase is to explore and take notes on what you see. As much as you may
want to make changes, the purpose is nof to respond yet to operational issues.

NOTE: You should always address safety and security issues immediately and coach your
Team Members on the Brand Standards during the Transition Phase.

A~ ~ B
VVERKE D=

Weeks 3-4

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 3




Building Restaurant Excellence — RGM Workbook

Shift-to-Shift

The systems in these two layers affect how your restaurant operates on a shift-to-shift basis. They
include procedures like handling cash and reconciling your register, ensuring Team Members
have what they need to work and performing Manager Walks.

Weeks 9-10

Weeks 5-8

Weeks 3-4

Weeks 0-2

Shift-to-Shift .

Day-to-Day
These systems affect how the restaurant operates on a daily basis, including adequate staffin g,
equipping Team Members to meet expectations and conducting business reviews.

‘u"\;’:—_‘.@kg g 17597 G S——.

.y

(#g]

oo
|

W

Weeks 11-14

Weeks 2-10

Weeks 5-8

Weelks 3-4

Day-to-Day
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Culture

The top three layers contain systems that deal with the restaurant’s culture. This includes
communicating C.H.A.M.P.S. performance, establishing systems and processes to build

retention, and providing performance feedback to Team Members to encourage ongoing

development.

Weeks 19-22

Weeks 15-18

Weeks 3-4

W e 1.7
veeks U-£

Restaurant Culture

Building Layers
Notice that the layers build on each other:

e Shift-to-shift processes must be in place before you can accurately assess what happens
in the restaurant's day-to-day operations.

e Day-to-day operations need to be established according to standards before examining
your restaurant’s culture.

You may be tempted to assess some processes earlier than is recommended in the Building
Restaurant Excellence sequencing; however, doing so will cause inefficiencies in the restaurant’s
performance — the exact problem this process is designed to prevent.

The layers are strategically placed in the order shown. This ensures you will lay the appropriate
foundations in each area of the restaurant before continuing to build for Breakthrough Results.
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Time Frames

The time frames associated with each layer are meant to guide you through the order in which
you should address each layer.

These time frames are adaptable. You may use more or less time in each layer than what’s
designated, and that’s OK. Work with your ARL to determine the time you need to sufficiently
address each process.

Operational Systems and Processes

Building Restaurant Excellence helps you assess your restaurant’s operational systems and
processes. When appropriately put in place, these systems and processes make your restaurants
function as optimally as possible. Using the Building Restaurant Excellence workbook, you will
assess these systems and processes and develop action plans to fill in the gaps you identify.

EARS

You will assess these systems using the EARS problem-solving method — the same one you use
to resolve other issues in your restaurant.

NOTE: You may not complete all EARS steps during the time scheduled for a specific layer.
For example, you should complete all the Explore and Analyze phases and some steps in
Respond, but the Respond and Stick With It phases may take more time. You may go on to the
next layer before completing all your action plans.

Deseriptions

Brief descriptions of all of the operational systems and processes addressed in Building
Restaurant Excellence are included on the following pages. For me details, refer to the
worksheets contained in this workbook for each process.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 6




Building Restaurant Excellence — RGM Workbook

Cash Control

Cash Control processes ensure that cash is handled in ways that reduce losses and increase
profits. For example, these processes include reconciling the register and checking the drawer to
ensure the funds are equal to the permitted amount.

Centralized Cleaning

Your Centralized Cleaning program ensures your restaurant is able to achieve Acceptable or
World Class ratings on all HQSC Cleanliness and Maintenance items.

Basic People Needs

Meeting the basic needs of your Team Members means you are putting in place the minimum
workplace standards that directly impact staffing, training, and retention. For example, these
standards ensure employees are paid on time, receive the appropriate uniforms, and understand
performance expectations.

Shift Management

Shift Management refers to processes for opening the restaurant, conducting shift changes,
leading a shift, and closing the restaurant. Ultimately, these processes ensure your restaurant
teams deliver 100% C.H.A.M.P.S. on every shift.

Food Control

Food Control processes and systems exist to protect the quality of food and control the cost of
sales. They include using product projection plans, conducting daily and full inventory, serving
safe food, and following basic cost-of-sales procedures.

Manager Walks

Manager Walks help you maintain total restaurant awareness to deliver 100% C.H.A.M.P.S. to
all customers throughout a shift. During manager walks, management Team Members talk with
customers about their experience, recognize positive behaviors among Team Members, and
resolve safety and security issues immediately.

Management Meetings

Management Meetings include meetings with Team Members and one-on-one meetings with
Above Restaurant Leaders to help drive people, customers, sales and profit results, and build
team member capabilities.

Customer Mania Mindset

The Customer Mania Mindset helps your Team Members deliver 100% C.H.A.M.P.S. with a
YES! attitude with every customer. Managers should set an example for Team Members
recognize and follow by demonstrating Customer Mania behaviors.

Restaurant Staffing

Your Restaurant Staffing processes cover a range of staffing needs—from ensuring the
appropriate number of people are scheduled per shift, to sourcing employee candidates, to
screening applications and conducting interviews. These processes work together to ensure your
restaurant is adequately staffed to execute 100% C.H.A.M.P.S. on every shift.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 7
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Team Training

Team Training equips Team Members to do their job according to standard. Team Training
includes team member orientation, new-hire training, and on-going training for team members
and management.

“4 Walls” Sales

The purpose of “4 Walls” sales is to execute operations and capture all sales currently coming
into your restaurant. The standards established for “4 Walls™ Sales enable you to successfully
implement an approved sales marketing campaign and maintain 100% C.H.A.M.P.S.

Bench Planning

Bench Planning allows you to build people capability and establish Individual Development
Plans that ensure staffing readiness for open positions.

Labor Control

Labor control helps you drive C.H.A.M.P.S, and profits through forecasting sales and then
forecasting and executing labor to meet those projected sales.

Semi-Variable Cost Control

Semi-Variable Costs included a combination of fixed expenses and variable expenses that vary
based on your restaurant needs (like employee uniforms and restaurant equipment). When
evaluated and controlled successfully, semi-variable expenses drive profits.

Team Meetings

Team Meetings are vital for communicating with your employees and receiving their input on
how to improve restaurant performance. Team Meetings include manager pre-shift meetings,
one-on-one meetings with Team Members, and Team Meetings.

Team Recognition

Team Recognition includes Heart of the Hut recognition tools to build a culture that drives Team
Member retention.

HQSC Self-Audit

The purpose of HQSC Self-Audits is to evaluate restaurant excellence and Customer Mania.
HQSC Self-Audits are completed using the HQSC Self-Review assessment tool.

Speed of Service

Your Speed of Service (SOS) helps deliver C.H.A.M.P.S and drives higher sales by successfully
executing drive-thru, front counter, back of house and delivery tasks.

Period Business Review

Period Business Reviews include meeting with your management team and Above Restaurant
Leader to ensure your restaurant performs according to standards and projected outcomes.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 8
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C.H.A.M.P.S. Communication

C.H.A.M.P.S. Communication helps your team become aware of restaurant achievements and be
more involved in improving restaurant performance. C.H.A.M.P.S. Communication should be
included in all restaurant processes, like in meetings and training, and it should be personalized
in your restaurant.

Retention

Team member and management retention is maintained by establishing systems and processes
that promote teamwork, provide recognition and create an environment people want to be in.

Performance Management

Performance Management exists to provide formal performance feedback to members of the
restaurant team and encourage ongoing development that has a positive impact on staffing,
training and retention.

Trade Area Awareness

Trade Area Awareness procedures help you assess your restaurant’s performance within the local
market. These procedures include using traffic generators, identifying your competition, and
implementing local restaurant marketing/product tests, all to increase sales and profits.
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Roles
RGM
You are accountable for:
e Meeting with your ARL on Day 1 of the Transition Phase to kick off the process and
discuss timelines.
e Applying EARS while working through each process, including completing the
worksheets and action plans for each process.
e Meeting weekly with your ARL throughout the process to review progress.
e Recognizing Team Members for the collective successes your restaurant achieves.
Above Restaurant Leader
Although Building Restaurant Excellence is your direct responsibility, you won’t be alone! Your
ARL will meet with you along the way to:
e Review your progress and next steps.
e Set deadlines for completing tasks.
e Discuss observations you have made, action plans you are putting in place and results
you are achieving.
Prioritize issues to be resolved.
Identify additional resources needed.
e Follow up to ensure processes stay in place and tasks are continually performed to T
standard.
Recognize your efforts and results.
Provide recognition throughout the process.
Restaurant Management Team
It is important for you to involve your restaurant’s management team in the process and delegate
appropriate tasks by getting them to:
» Participate in exploring the various systems and processes that make up Building
Restaurant Excellence. This will help drive consistent standards across shifts.
e Provide input on analysis of any gaps you find. Let them help you get to the root cause of
problems.
e Assist with developing and implementing action plans. This will help you gain
commitment.
* Maintain and reinforce performance improvements you make. This will help you make
these improvements stick over the long haul.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 10




Building Restaurant Excellence — RGM Workbook

Using the Workbook

Processes

The workbook sections are divided by your restaurant’s operational process, the same ones
identified in the model. The workbook also states the goal to help you fully understand why
you’re assessing it and what you’re working toward. As you begin each process, remember to
reference the tools your organization has available.

EARS Process

Each step you will work on includes worksheets to guide you through the EARS process. These
worksheets indicate what you should look for and what you should do at each step.

Findings

The workbook provides you with space to document your findings while you work through
EARS. What you document depends on which step of EARS you are using. For example, in the
Explore stage, you document what you observe. In the Respond stage, you document the action
plans you develop.

The following pages provide you with instructions for completing the worksheets.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 11
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Explore

During the Explore phase, examine each Building Restaurant Excellence process according to a
set of standards provided in this workbook to identify gaps.

Below is a sample completed Explore page followed by an explanation of how to use it.

—

o
Goal: Achieve Acceptable or World Class ratings on all HQSC - Cleanliness and Maintenance ilems. 5
Explore the situation and gather information about what is going on o ideniify gaps: .
= Ask open-ended questions. + Consider cluesto T Members' capabilites for the
»  Avoid jumping to conclusions. @ issueftask. o A
»  Listen to various opinions to get information. » Review written data to understand the issue. i
*  Make observations to get information. » Clearly define the problem in a way others understand. ‘.
@ Resources: ;
= HQSC Standard of Operatons M i
Standard ProcessesiRoutines I
0 | 3. Dining Room O Uses :
0 oo ey Ty e 3R | Elpors, cavpets, mats @
mm‘?;m i 55 i “/“;,”'“ﬁm"'m“‘_ ronesatare | | fitered and dirty ow
5|5 gy gt e B | s ttaessmestoies. | 7 couple of nights |
mlnngasdesngned L o i
e — s 8 before peak periods. !.
mew-bmmiﬁm-ﬂmas Baseboaros havew's |
Q| d. Decorations, curtains, entertainment systems, interior beew cleaned
windows and blinds are clean, free of , in good
condition, and working as designed.
O | 4. Restrooms O Uses processesiroutines that are = i —_
& 2 Restoom i dean, free of buidup and litter, and free of any working. Restrooms not
Mo i A1 o Uses processestoutines tatare | oleainesl aecovoling o
=1 b. Restroom equipment is in good condilion and working as not working.
designed. Q Doss nothave processesioutines. | Schiedlule a couple D'[C
a ¢. Restroom is stocked with paper towels/hand dryer, ant- s 5 |
bacterial soap and toilet paper. nigiits during peak
1. Restaurant process name and goal.
2. Tasks you need to complete to explore the process in your restaurant.
Resources that provide additional details about the process you are exploring. Your ARL
may also suggest other resources you can use.
4. Recommended timing for exploring this process.
5. Standards — A list of standards associated with the process you are exploring. Check the box
next to any standards that are not being met.
6. Processes/Routines — Indicate with a check mark whether your restaurant is using consistent
processes and routines to achieve a group of standards. This helps you determine if you need
to implement or fix processes and routines as part of your action plan.
7. Notes — Record notes that provide more details regarding your observation. You may attach
an additional page of supporting documentation if needed.
TIP: As you’re exploring, avoid jumping to conclusions. Observe what’s really going on by
asking your Team Members open-ended questions.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 12
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= Analyze

Once you identify gaps in a process, analyze why those gaps exist. When analyzing, leverage the
tools your organization has available.

Below is a sample completed Analyze page followed by an explanation of how to use it.

Centralized Cleaning

Goal: Achieve Acceptable or World Class ratings on all HQSC - Cleaniiness and Maintenance ftems.

W Analyzo roct causes end pattemns 10 SEterMING why hene & & gap: L
» Usethe 5 Whys tohelp icently the root cause. «  Consier sovers possibic Causes.
= Help Team Members identdy and understand tne root »  Consider Team Member's capabilily as a cause.
causes. » Hedp Team Members deal with roo! causes 1o fix
+ Help Team Members icentify recuming problems protiems permanently.
{patierns|,

30 | Pattern | Mawnagement team does not cowsistewtl,a review cleaning
3¢ | Isolated assignments during JumpStart meetings.

4a | Pottern Management team oloes not verify and follow up with Team
Members on cleaning tasiks

1. Tasks you need to complete to analyze gaps that exist.
2. Standard # — Write in the standard numbers for this process that you identified as gaps during
the Explore phase.

3. Pattern or Isolated? — Indicate whether the gap in this standard represents a pattern of
deficiency or whether it is more of an isolated incident.

4. Root Causes/Notes — Identify the root cause that contributed to the gap.

TIPS: By asking the 5 Whys, you ensure the root cause is #ruly the cause of the gap, not an
assumption. This helps you create action plans in the next step that produce lasting results.

Distinguishing between gaps that are isolated incidents and those that are regular patterns of
deficiency can make a difference in how you try to close the gap.

©March 2015 Confidential and Proprietary Property of Pizza Hut, Inc. 13
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Respond

Respond to the root cause by developing action plans to close gaps. These plans should create
long-term impact rather than short-term solutions. The goal is to produce sustainable results.

Below is a sample completed Respond page followed by an explanation of how to use it.

Centralized Cleaning
Goal: Achieve Acceptabie or World Class ratings on all HQSC - Cleanliness and Maintenance items.

4§ Respond by developing scfions pians needed to close the gap: _

* Involve Team Members n identifying possibie actions. «  Anticipaie the impact of the planned action on ciher areas i
= Probe 1o be sure action is needed and understood. of the business, f
» Select appropnate approach for Team Member's @ - Takeactons that have 2 lasting impact rather han being &

capability on this issue or lask, snhoct-tam solution.
* Express confidence that the Team Member will be = Support Team Members 35 ey work 10 resoive probiems.
sucoessiy, * Make surs tnat Team Members are personally comminied
o actions.
e G [4) (5

Whast Action Ia Nesded Who Wikl Take Action When Actlen
WU Ba Taken

| Comvmumlente expectations for clennling ot the
i <

|
[ wext mangoement meeting. EI
|

|

3c |

40 | starting 10/3, management keam reviews ¢
B el Haneie - Sdainie AlL mgt. team 1076
| assignments during JumpStart meetings and members [

| follows up with all employees every shift. Sign [
| o e 1

| off upon completion.

H -

;. Starttng 1077, conduct undnnounced

‘ inspections on each shift to ensure all HRSC
!

Me | 10210

| Ccleanlingss and Matwntenanee standards are

|
|
VAEE. i

1. Tasks you need to complete to respond to the gaps that exist.

2. Standard # — Write in the standard numbers for this process that you identified as gaps during
the Explore phase.

3. What Action Is Needed — Write in the actions that need to be taken to respond to the root
causes you identified in the Analyze step to close the gaps. You may attach an additional
page of supporting documentation if needed.

4. Who Will Take Action — List those directly responsible for implementing the action plan.
5. When Action Will Be Taken — Write in the deadline for implementing the action plan.

TIPS: Create SMART goals as part of your action plan. This helps you focus your efforts on
actionable items.

As you develop action plans to close a specific gap, think about how these actions may impact
other areas as well. Avoid developing a solution for one process that creates a problem in another

process.
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Stick With It

During the Stick With It phase, follow up on your action plans to ensure gaps stay closed and the
action plans generate consistent, long-term results.

Below is a sample completed Stick With It page followed by an explanation of how to use it.

Goal: Achieve Acceptabie or World Class ratings on all HQSC ~ Cleanliness and Maintenance items. Weeks
[\

-Stick With It by following Lp to ensure the gap stays closed and that meeling a# standards nas become & nadit:

= Give frequent feegbatk on progress. »  Rewisit actions 10 ensure they ane sustained.

+ Follow up on acton plans. [ 1] * ‘Work 10 continualty improve performance towand
* Recognize small suocesses. Restaurani Excelence,

« Provide recogrition that reinforces desired behaviors. = Caicbrate resulls.

identily wayn to encourage Taam Mambers to Stick Wit it List folow up actions you wil taka hore

Check daily to verify management team Ls reviewing assignments during

2] . y
JumpStart meetings and cleaning tasks are completed.
Valldation: Each week over e nexl 3-4 weeks, revew performance (repesat the Explore slep) 1o ensure Gaps reman cosed and all standarts ar mel
All Standards Standard #s Additional Action Required
Mat? Hot Mat?
9 |Revewi _: of'ves Ane i | clarify diaing room cleaning standards at next mannoEment SEam netting,
Review2 | & Yes JNo
Review 3 ;if'ﬂu aNe
e Final Sign-off

RGM Date Area Coacn Date

———=¥

1. Tasks you need to complete to stick with it.

2. Identify ways you can encourage your Team Members to stick with it and ensure long-term
success in their performance.

3. Validation — Schedule reviews of your restaurant’s performance in the process you are
addressing. For each of your reviews, check whether all standards for the process continue to
be met. If they aren’t, indicate the standard numbers from the Explore worksheet that you
observed not being met. Indicate any additional actions that are required to ensure the gap is
closed — and remains closed over time.

4. Final Sign Off — When you and your ARL determine your restaurant has achieved
sustainable performance in this process, you should both sign and date this worksheet.

TIPS:

Assign a process owner for your restaurant — someone who is accountable for ensuring that
performance continues to meet standards.

Building Restaurant Excellence is a team effort, so it is critical that you recognize your Team
Members for the progress they make and the success they achieve.
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Balancing Other Priorities

As you work through Building Restaurant Excellence, it requires a great deal of focus on specific
systems and processes in your restaurant; however, you must balance this with the need to
continue performing basic operating procedures for all areas of the restaurant. Additionally, other
high-priority issues may arise that you need to deal with right away. If you have to address other
responsibilities, make sure you return to where you left off in this process.

For example, your restaurant may have some turnover following your transition. You should
staff the restaurant to meet your operating needs as soon as possible, even though you will not
reach the Restaurant Staffing process until weeks 5-8.

How Can | Get Everything Done?

Here are some daily planning tips to help you prioritize ongoing tasks while completing the
Building Restaurant Excellence process:

e At the start of each day, set aside 15 minutes to plan.
Write your list of things to do on a personal planner page.
Prioritize each item:
— A Vital: Tasks that are absolutely necessary for you to do that day.
— B Important: Tasks that are important but, if needed, could be rescheduled.
— € Optional: Tasks you could or could not do and still be fine.
e Keep this process on your “A” list of priorities. Schedule the time you need to work on
action plans to improve processes.
e Review your Building Restaurant Excellence responsibilities for the upcoming days to
see what needs to be done in the future and what you can do today.
* As you complete each process, identify routine tasks that need to be added to your
schedule:
— Schedule them on a month-at-a-glance calendar.
— Schedule tasks on the same day and time each week or month.
— Refer to the calendar each day.
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— Other Tips

Below are several tips to help you work through the challenges you will face during the Building
Restaurant Excellence process:

e Have faith in the process.
Start at the bottom layer and work up.

e Keep an open mind as you explore and analyze. Look at issues from the point of view of
others — customers, Team Members and your ARL.

e Address root causes and not just symptoms of a problem.

e Building Restaurant Excellence requires patience:
— It will take time to address all the critical issues.
— Results may not improve in the first two weeks after the transition phase.
— Understand that some decisions may not impact results in the short-term.,

e Maintain the improvements you make early on as you continue later in the process. Don’t
let your early gains slip.

e Use all resources and people available to you:
— Delegate tasks appropriately and get all the input you can from your Team Members.
— Lean on your team’s capabilities as well as your own.
—  Keep your team informed of your progress and the improvements and results they are

helping your restaurant achieve.
— Recognize and celebrate with your team all of your successes along the way — both
the big and small ones!
e Pay attention to feedback from your ARL. Ask questions and draw on your coach’s
7 knowledge and experience.

Mistakes to Avoid

There are several common mistakes you must avoid. These errors will derail your efforts to build
an excellent restaurant:

e Making assumptions and changing processes simply to accommodate what you’re
familiar with or how you’ve always done things

e Arriving at hard and fast conclusions about Team Members and your management team,
based on one or two observations or conversations

e Setting goals that are unrealistic and unattainable, based on the current performance of
the restaurant

e Giving your management team and Team Members tasks they may not be trained to do

e Assuming everyone is trained without validating

e Criticizing and not giving recognition

Summary

Remember that Building Restaurant Excellence takes time — it’s a marathon, not a sprint. By
following this proven process, you can establish long-term improvements that build not just any
restaurant, but an excellent restaurant, The purpose is to see long-term results, not one-time
solutions. So take advantage of the time you spend with your ARL to be sure your actions really
do stick. And don’t forget to celebrate the little wins. Consistent progress takes time, and it’s
worth celebrating!
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