
[image: Cover: The New Restaurant Manager's First 90 Days by Rob Bruni]


The New Restaurant Manager's First 90 Days

How to Take Over a Restaurant, Bar, or Club, Win the Team, and Own the P&L


OpsEdge Operator Playbooks · Book 1


Rob Bruni


OpsEdge Hospitality LLC



Copyright 2026 Rob Bruni. All rights reserved.

Published by OpsEdge Hospitality LLC.

ISBN 979-8-9976913-0-1 (paperback)
ISBN 979-8-9976913-1-8 (hardcover)
ISBN 979-8-9976913-2-5 (ebook)

No part of this book may be reproduced in any form without written permission, except brief quotations in reviews. For permission requests, write to the publisher at opsedgehospitality.com.

This book reflects the author's experience and judgment. It is not legal, accounting, or financial advice.

OpsEdge Operator Playbooks · Book 1.

First edition.


Contents

Start Here

Chapter 1: The Ninety Day Trap

Chapter 2: Read the Room Before You Take It

Chapter 3: Four Situations, Four Plans

Chapter 4: The First Week: Observe and Audit

Chapter 5: The Listening Tour

Chapter 6: Read the Numbers Like an Owner

Chapter 7: Variance and Break-Even

Chapter 8: Quick Wins That Build Trust

Chapter 9: Communicating Change

Chapter 10: Systems That Run Without You

Chapter 11: Vendors, Receiving, and Cost Control

Chapter 12: Managing Up

Chapter 13: Build the Team

Chapter 14: Own the P&L

Chapter 15: The Day 90 Review, and Day 91

Chapter 16: Independent Restaurant

Chapter 17: Private Club

Chapter 18: Hotel and Resort Outlet

Chapter 19: High Volume Bar

Chapter 20: Multi-Outlet and Pre-Opening

Appendix A: The Complete Reference

Appendix B: All Scripts

Appendix C: Blank Forms

Appendix D: The Full 90 Day Checklist

Appendix E: Glossary

List of Figures

List of Tables

Free Resources

About the Author

Other Books in the OpsEdge Operator Playbooks Series

A Note on the Numbers

A Note on Reviews


Start Here

Ninety days from now you will present a scoreboard. This page tells you what is on it and how to use this book to move it. The book is built to be worked, not just read: every chapter ends with a Do This Today list you can run on your next shift, and every number you will be judged on is taught, calculated, and benchmarked along the way.

The numbers you will move

You do not need to fix everything. You need to move a short list of numbers and be able to prove it. These are the bands healthy full service operations settle into, from the operations I have run. Part Six re-cuts them for clubs, hotels, high volume bars, and multi-outlet operations.


Healthy bands for the numbers you will move

	Category	Healthy band	Measured against



	Food cost	28% to 35%	Food sales

	Liquor pour cost	18% to 24%	Liquor sales

	Beer pour cost	22% to 26%	Beer sales

	Wine pour cost	28% to 34%	Wine sales

	Total labor, fully burdened	25% to 35%	Net sales

	Prime cost	Under 62%	Net sales





The one formula you will use weekly

Prime cost: food cost plus beverage cost plus all labor, payroll taxes and benefits included, divided by net sales. Keep the answer under 62 percent. It is the biggest number in the building you can actually change, it moves every day on decisions your team makes, and it decides whether you keep this job. Chapter 6 teaches you to read it, Chapter 7 teaches you to audit it, and you will run it weekly, on paper, in about 20 minutes, for the rest of your career.

How to work the book


	Read the whole book once, this week, so you know where the plan is going before you are living inside it. It runs in the order you will work it.

	Diagnose your situation before day 1 if you can. Chapter 3 sorts every takeover into one of four situations with two questions, and the answer sets the pace of everything that follows.

	Capture your baseline in week 1, in writing, dated: prime cost, food cost, pour cost, and labor percent with the payroll taxes and benefits in it. Day 90 pays you exactly the credit your day 1 baseline can prove, and only if both ends are counted the same way.

	Work the phases in order: observe on days 1 to 7, win early on days 8 to 30, install systems on days 31 to 60, own it on days 61 to 90. Run the three Do This Today actions at the end of each chapter as you reach it.

	Build your day 90 review from Chapter 15, straight off the baseline you wrote in week 1: where we started, where we are, what I changed, what I need next.




That is the whole method. Turn the page and start the clock.


Part One
Before the Clock Starts



Chapter 1: The Ninety Day Trap

Most new managers stay busy and change nothing.


The window to prove you were the right hire closes at day 90 whether you used it or not. Reacting feels exactly like working, and it produces a day 90 that looks like day 1 with a more tired manager standing in it. This chapter is the map out of that trap.



The number this chapter moves: the day 90 scoreboard itself. By day 7, a written baseline for prime cost, food cost, pour cost, and labor. By day 90, all 4 inside their bands or visibly moving toward them, with movement you can defend.



Busy Is Not the Same as Better

Here is how the trap closes. It is 4:10 on day 9. A server just called out for the Friday close, the ice machine is making a sound you do not like, a produce rep is standing at the host stand hoping to meet you, and the expo printer has started double-firing tickets. You handle all four, because you are good at handling things, and the shift goes fine. Nobody notices that the schedule that produced the call-out, the maintenance plan that ignored the ice machine, and the ordering habit that invited the rep all survived the day untouched. So does the next shift, and the 80 after that.

The trap catches good operators precisely because they are good. You got this job by being the person who handles things: the strongest shift lead, the assistant who never dropped a Friday. Handling things is a real skill, and it is not this job. The building already knows how to consume 60 hours a week from a capable person and give back nothing structural. It has done it to someone before you.

Then the GM or owner asks what is different now, 90 days in. The honest answer is that you are tired. Sales are flat, prime cost has not moved, the same two people still carry every rush, and the schedule is still built by copying last week. You never stopped moving, and nothing structural changed. That is the ninety day trap, and it catches competent managers, because competence at handling things is exactly what baits it.

Walk into the office of an operation like that and look at the whiteboard. The par numbers on it are from two menus ago. Nobody erased them because nobody looks at them, and that board is the operation in miniature: information nobody owns, decisions nobody revisits, a room running on muscle memory. Ninety reactive days add exactly nothing to that whiteboard. You are meant to be the one who finally erases it.

The trap has a second jaw. The team decides who you are inside your first few shifts, and what they saw was a fixer: useful, fast, and absorbable. When you finally announce a real change in month 4, it lands on a room that has already filed you under more of the same. You are not just late. You are late with less authority than you had on day 1.

There is a shift-level version of this you can watch for. A call-out hits at 3:40 on a Friday, and the new manager grabs the section themselves. It feels like leadership, and the crew does appreciate it. But it reads as free labor, and by week 6 the schedule is quietly built assuming it. Cover when the building needs it, never as your default.

The Two Currencies

You walk in holding exactly two things, and both are limited. The first is trust. The team extends a small line of credit on day 1: they will give the new manager a chance, briefly. Every promise kept adds to the line. Every promise broken, every announced change that fizzles, every invitation for input that goes nowhere draws it down, and it refills slowly if at all.

Trust moves in small, concrete transactions, and it helps to know what a deposit looks like. Fixing the expo printer the crew reported three times is a deposit, and a bigger one than its price tag suggests, because it proves reporting things to you works. Asking a question and acting on the answer is a deposit. Announcing a change that quietly dies is a withdrawal. So is collecting opinions you never act on, because that teaches the room that talking to you is decorative. The cheapest deposit in the building is a small promise kept fast, and week 1 should contain several on purpose.

Know too that the credit line is not issued evenly. The kitchen extends one amount, the bar another, and the shift lead who wanted your job may extend nothing at all. You do not need everyone's trust by day 30. You need enough of the room's, and the rest follows results.

The second currency is time. Ninety days sounds long on day 1 and is gone by day 40. Not the calendar days, the usable ones: the days where you can still call yourself new, ask basic questions without it being strange, and change things without owning every prior decision. That version of time only shrinks.

The whole plan in this book is a sequence for spending the two currencies on purpose. You observe before acting because acting early spends trust you have not earned on decisions you do not have the information to make well. You chase quick wins because a visible result converts a little trust into a lot. You install systems because systems stop the spend: they hold results in place without consuming your hours to do it. Skip a step and the next one gets more expensive, not faster.

The Four Phases and the Two Gates

The 90 days runs in four phases. Each one exists to fund the next.


The four phases and their pass conditions (part 1 of 2)
	Phase	Days	The job


	Observe and audit	1 to 7	Watch, listen, count, read. Change almost nothing.

	Quick wins	8 to 30	Fix 2 or 3 problems that are painful, obvious, and fast

	Install systems	31 to 60	Logbook, inventory cadence, posted targets, operating rhythm

	Own it	61 to 90	Develop people, run the weekly P&L, present results





The four phases and their pass conditions (part 2 of 2)
	Phase	You have passed it when


	Observe and audit	A written baseline exists for the 4 core numbers

	Quick wins	The team has seen 1 visible win land and hold

	Install systems	The systems run through your days off, the busy ones included

	Own it	You present a day 90 scoreboard you can defend





The order is not a preference, it is a dependency chain. Observation gives you the map you pick wins from, so wins chosen without it misfire on the wrong problems. Wins buy the credibility that systems spend, so systems installed without wins arrive as paperwork from a stranger. And systems free the hours you invest in people and the P&L, so skipping them means month 3 runs on your personal stamina, which is exactly the resource the trap eats first. Every shortcut through the sequence bills you later, with interest.

Two gates sit inside that arc, and they are pass or fail, two of the thresholds Card 3 gathers from every chapter onto one sheet. The day 30 gate: has a visible win landed? Not planned, landed, something the crew can name without prompting: the expo printer that finally got replaced, the Saturday close that finally got its missing body, the prep par that finally emptied the 86 list. If the answer is no, do not start installing systems on a foundation of zero credibility. Go back to the diagnosis in Chapter 3, because you either picked the wrong win or the wrong plan.

The day 60 gate: do the systems run without you? The test is brutally simple. Take 2 consecutive days off, and make at least 1 of them a day the building actually needs you. Two days off in your slowest stretch proves nothing except that Tuesday runs itself. Read the logbook when you come back. If the inventory count happened, the pre-shifts ran, and the log tells you what you missed, you have systems. If the building held its breath until you returned, you have been holding it up personally, and Chapter 10 is where you go back to.

[image: Four phases across 90 days (Observe, Quick wins, Systems, Own it) with gates at day 30, visible win landed, and day 60, runs without you.]Figure 1.1. The four phase arc. Each phase funds the next, and the two gates tell you whether to advance or go back.

Decision rule: at day 30, if no visible win has landed, stop and re-diagnose before installing anything. At day 60, if the operation cannot run 2 consecutive days without you, at least 1 of them a high volume day, stop adding and fix the systems you already installed.



Passing either gate on Figure 1.1 is worth marking out loud. When the day 30 win lands, say the number at your weekly check-in with the GM or owner: labor down 2 points, or the 86 list empty for 3 straight Fridays. Banked wins compound upstairs exactly the way trust compounds on the floor, and Chapter 12 is built on that habit.

What Ninety Wasted Days Cost

Put a number on the trap, because the trap runs on the feeling that staying busy is free.

Take a mid-size operation, $232,000 a period in net sales, with prime cost running 68 percent against the 62 percent target. The gap is 68 minus 62, which is 6 points. In dollars: 0.06 x $232,000 = $13,920 a period. Call the 90 days 3 periods. $13,920 x 3 = $41,760 that left the building while the new manager stayed busy.

Now annualize it, because drift does not stop at day 90 on its own. $13,920 x 13 periods = $180,960 a year. The interpretation is uncomfortable and useful: a manager who reacts for 90 days does not cost the operation nothing. At this size, they cost it roughly $497 a day in profit that the sequence in this book is built to recover. Put differently, $41,760 in a quarter is a full-time line cook's annual wages walking out the door while everyone stays busy.

Scale it to your own building, because the trap prices itself to volume. The shorthand: every $100,000 of period sales carries about $1,000 a period per point of prime cost gap. A $150,000 a period room with the same 6 point gap is losing $9,000 a period. Run your number once and the word drift stops sounding harmless.


The price of ninety wasted days, sized to volume

	Step	Arithmetic	Result



	Net sales, one period		$232,000

	Prime cost gap	68 percent against a 62 target	6 points

	Cost of the gap, one period	0.06 x $232,000	$13,920

	Ninety days, about 3 periods	$13,920 x 3	$41,760

	A year, 13 periods	$13,920 x 13	$180,960

	A day	$180,960 / 364 days	roughly $497

	Your building, the shorthand	each $100,000 of period sales, per point of gap	about $1,000 a period





Figure 1.2 runs that arithmetic top to bottom, from one period's sales to one day's cost.

[image: Cascade: $232,000 a period, prime cost 68% against 62%, $13,920 a period, $41,760 in your first 3 periods, $180,960 a year, $497 a day.]Figure 1.2. The cost of the gap, as a cascade. At $232,000 a period, a 6 point prime cost gap is $13,920 a period, $41,760 in your first 3 periods, $180,960 a year, and roughly $497 a day.
Six blocks step down the page from top left to bottom right, each joined to the next by a short arrow, and each carrying its arithmetic above its result. The first reads net sales, one period, $232,000. The second reads prime cost 68 percent, target 62 percent, 6 points. The third reads 0.06 x $232,000, $13,920 a period. The fourth reads $13,920 x 3 periods over $41,760, your first 3 periods. The fifth reads $13,920 x 13 periods, $180,960 a year. The last block, wider than the rest and filled gold, reads $180,960 / 364 days over $497 a day, with $497 set in the largest type on the page.



And the second cost is worse: the credibility to fix it later. The same fix proposed in month 4, by a manager the team has watched change nothing, meets a colder room.

The decision that arithmetic points to is not work harder. The reacting manager already works hard. The decision is to spend week 1 building the baseline, weeks 2 to 4 landing wins, and the middle month installing the systems, in that order, on purpose, starting day 1. Keep the number anyway. In month 6, when you ask for money for the systems you want next, the drift you stopped is the budget you are asking from.

How the Ninety Days Will Feel

The plan is simple. Living inside it is not, and you should know the two moments it will strain.

The first is week 2, when the observation discipline fights your instincts. You will have seen 15 things worth fixing by Wednesday of your first week, and the plan asks you to keep watching, taking notes, and asking questions while all of them keep happening. Hold. The week you spend watching is what makes the next 12 effective, and the team can tell the difference between a manager who studied the operation and one who started rearranging it on arrival.

The second is around day 45. The quick wins have landed, the applause is over, and you are now doing the least glamorous work in the book: logbooks, count cadences, order guides. Nothing visible is improving yet, and it is exactly where managers drift back to firefighting, because firefighting feels productive and systems work feels like paperwork. Hold there too. The systems are what turn your wins from a good month into a new normal.

Four things will tempt you in week 1 specifically, and all four are expensive. Do not badmouth the last manager, because the team may have liked them and it makes you look small. Do not announce big changes before you understand why things are the way they are. Do not make a promise this week that you cannot keep this week, because one broken promise costs you 10 kept ones. And do not eat lunch alone at your desk, because the information you need is on the floor, attached to people.

From the Floor
I once took over food and beverage at a property that was being rebuilt around me. Ownership was putting real money into it and the expectations were enormous. I had relocated for the job, and the move itself raised the stakes. I told myself this was the one that had to work, so I gave it everything. Close to 7 days a week for the first 6 months.
The build got done. Menus, hiring, the beverage program, all of it. What I lost sat on the other side of the ledger. Relationships outside work got thin. My own health, physical and mental, went to the back of the line. Nobody warned me, because from the outside the operation looked like it was going well. It was.
Here is the part I want you to sit with. I knew while it was happening. I was not blind to it. I decided the size of the opportunity justified the cost, and then I kept deciding that for 6 months.
Looking back, I do not think the extra hours bought the result. I think I could have paced it across a longer stretch, protected the rest of my life, and landed in the same place. Possibly better, because I would have had something left when the hard part arrived.


The hours in that story went to management work, and the building still spent the manager down. The more common version spends them on the floor. The failure mode of this chapter is the working manager trap: covering the operation instead of managing it. The fix is a threshold, like every fix in this book. Cover no more than 3 shifts a week as floor labor, and no more than 1 of them a close, because every close costs you the next morning, and mornings are where the deliveries land and the numbers get read. Week 1's shadowing is not coverage and does not count against this; you are there to learn the building, not to fill a slot the schedule needed. Put your observation blocks and numbers blocks on the schedule with your name on them, where the whole team can see that reading the building is your job.

The rest of the book runs in the order you will live it. Part One diagnoses the takeover before your first shift. Parts Two and Three cover the first 30 days: seeing clearly, then winning early. Part Four installs the systems, Part Five hands you the P&L and the team, and Part Six re-cuts the numbers for independents, clubs, hotels, bars, and multi-outlet operations. Read it through once, then work it phase by phase.

If your clock is already running, cut the line. Starting a job this week, go straight to Chapter 3 and diagnose your situation tonight. Still interviewing or negotiating, read Chapter 2 before your next conversation, because the cheapest leverage you will ever hold is the leverage you have before you say yes.

Chapter Recap


	You are spending two limited currencies, trust and time, and 90 days of usable newness is gone by day 40. Spend both on purpose.

	Two gates guard the arc: a visible win landed by day 30, and systems that survive 2 consecutive days off by day 60, one of them a day the building is busy.

	Drift is not free. At a mid-size operation, a 6 point prime cost gap costs $13,920 a period, $41,760 in a wasted 90 days.




Do This Today


	Write down the one result your GM or owner most wants to see by day 90, in their words, in one sentence.

	Count your scheduled floor shifts for next week, and count how many of them are closes. More than 3, or more than 1 close, and you flag it and start fixing the schedule hole it is hiding.

	Start the baseline: pull the last full period P&L and write down prime cost, food cost, pour cost, and labor percent, with the date.




Chapter 2: Read the Room Before You Take It

The clock starts before your first shift.


Every manager gets graded against a scoreboard, and the ones who fail hardest are graded against one they never saw. The cheapest leverage of your whole tenure exists in the week before you say yes. Most managers spend it saying thank you.



The number this chapter moves: the day 90 scoreboard. Target: 3 numbers with targets and a date, agreed in writing before you accept.



The Clock Starts Before Day 1

The interview is not just them evaluating you. It is your only chance to learn the job while you can still decline it, and the only negotiation you will ever run from strength. The day you accept, your leverage converts to obligation. The week before, every question is reasonable, every request is due diligence, and every answer is a preview of your next two years.

Most new managers waste that week being agreeable, because they want the job and agreeable feels safe. Then they spend month 2 discovering what they agreed to. The operation that was described as running well is a coasting operation with a hole in the middle. The mandate that sounded like authority turns out to be decorative. The number they are quietly being graded on was never said out loud.

A mandate is real when it comes with a number, a date, and the authority to touch the things that move the number. A mandate is decorative when it is made of words like elevate, energize, and take us to the next level. Decorative mandates are not lies, exactly. They are what a GM or owner says when they have not decided what they want, and if you accept one, the deciding happens later, without you in the room.

Arrive holding your own numbers, too. Know the benchmark bands from the front of this book cold, because one question, what is your pour cost running, marks you as an operator before your resume finishes making the case. The interview changes shape the moment the person across the table realizes you can read their building.

You will usually be sitting across from one of three people during that week. The seller shows you the dining room at 7 pm on a Saturday and keeps the conversation on potential; assume the numbers are worse than the tour. The confessor tells you everything that is broken in the first 20 minutes, which is honest, and also means the building has been running on apology for a while. The delegator says you are the expert and waves the questions off, which sounds like freedom and is actually the decorative mandate wearing its friendliest face.

None of the three is disqualifying. Each one tells you how the scoreboard conversation needs to run.

So this chapter is one job: turning a job offer into a defined position. What you must learn, the questions that surface it, and how to leave the conversation with the scoreboard you will present against on day 90 already agreed.

What to Learn Before You Say Yes

Four things, each with a source. Miss one and you are guessing about a quarter of the job.

The numbers. Ask to see the last 3 periods of P&L before you answer. A healthy operation shows you without flinching. A struggling operation that shows you anyway is being honest about the job, which is a good sign attached to a hard job. And a refusal is not a dead end, it is data: you have just learned the numbers are either embarrassing or unknown, and either one prices the job as a turnaround with a hidden scoreboard.

If the pages land in front of you in the room, you need 10 minutes and three reads. The top line across the 3 periods, for direction. Prime cost, the way Chapter 6 teaches it, for the size of the job. And the repairs and maintenance line, because a repairs line drifting upward is deferred maintenance surfacing, and it prices the first year's capital conversation before anyone has mentioned the dish machine.

The mandate. Ask what success looks like at day 90, and listen for whether the answer contains a number. Fix the bar is not a mandate. Pour cost from 28 to 24 by Labor Day is. If they cannot name the number, propose one in the room, because whoever names the number owns the definition of success.

The authority. What may you change without asking: the schedule, the vendors, the pars, the pricing, the people? Every operator has a story about a mandate to cut costs that came with no authority to touch the schedule that drove them. Get the boundaries out loud now, because discovering them by crossing them is how quick wins die in week 3.

The landscape. Who wanted your job? Who has the owner's ear off the books? Which manager has been there 11 years and answers to nobody?

You will not get the landscape from direct questions. You get it from the tour, from watching, and from one sideways ask: who should I win over first?


Four things to learn before you say yes

	Learn	Source	Red flag



	The numbers	The last 3 periods of P&L, requested directly	Refusal, or nobody can produce them

	The mandate	The GM or owner's own words, with a number in them	Elevate, energize, next level

	The authority	Negotiated out loud: schedule, vendors, pars, pricing, people	Cut costs, but touch nothing

	The landscape	The tour, the building, one sideways question	An answer that names nobody





While you are in the building, read it like an operator instead of a guest. Ask to stand in the kitchen for 10 minutes during service: the way the expo talks to the window tells you more than the owner will. Glance at the schedule posted by the office: if it is a copy of last week's with the date changed, you already know what kind of exit you are stepping into. And notice the back door. A produce truck backing in at 2 pm on a Friday means the ordering is chaos, and nobody had to tell you.

Watch the crew around the owner, too. A room that keeps working and keeps talking when the owner walks the line is a room with nothing to hide. A room that goes quiet has learned something, and you are about to inherit whatever it learned. None of this goes in your questions. All of it goes in your notes.

Ask While You Can Still Walk Away

The questions below are not aggressive. Asked plainly, they read as competence, and the reaction they get is itself an answer. A GM or owner who bristles at being asked what success looks like is telling you how the next two years of check-ins will go.

Script: before you accept

"What does success look like at day 90, in numbers?"

"May I see the last 3 periods of P&L before I give you an answer?"

"What am I free to change without asking: schedule, vendors, pars, pricing, people?"

"What is the one thing you do not want touched?"

"What happened with the last manager, and what should I learn from it?"

"How do you want bad news delivered, and how fast?"

"Who should I win over first?"




Two of these earn a note. The one thing you do not want touched is the question that surfaces the sacred cows early, while learning about them is free. And the last manager question is not gossip. Whatever they say about the last manager is what they will someday say about you, and how they say it tells you whether this room honors its people or consumes them.

The bad news question does double duty. The answer tells you the format, and the format tells you the person. A call it the minute it happens owner needs the Chapter 6 flash weekly and a text when a Friday goes sideways. A do not bring me problems, bring me solutions owner needs your check-ins pre-packaged as decisions.

Neither is wrong. Managing up, which Chapter 12 covers in full, starts by learning which one you work for while the learning is free.

One more thing belongs in this conversation, and it is not the salary. You will negotiate pay once, and you will live with the scoreboard every week for two years. Managers reliably spend their leverage on the number that moves once and accept the one that moves every single week on a handshake. Get the pay you are worth, and then spend at least equal effort on the definition of success.

The conversation runs both directions, so have your answer ready for the question every serious owner asks: what would your first 90 days look like? The wrong answer lists changes, because you have not seen the building yet and they know it. The right answer is a sequence.

Week 1, watch everything and write down a baseline. Weeks 2 to 4, land a visible fix or two the team feels. The middle month, install the systems that hold it. The last month, the people and the P&L, and a day 90 review against the baseline from week 1. An owner who hears a sequence instead of a slogan starts trusting you before you start, and you now recognize that answer: it is this book's table of contents, said out loud.

Decision rule: if the GM or owner cannot say what success looks like in numbers, or will not show you the last 3 periods of P&L, price the job as a turnaround with a hidden scoreboard and negotiate twice as hard. No scoreboard, no yes.



Negotiate the Scoreboard

Here is the whole sequence, run at the operation you will follow through this book. Boone Street Tavern, an independent high volume bar and grill, owner in the building most nights, and an opening on the manager's office door.

You ask for the numbers, and the owner, full credit, hands over all 3 periods. The trend is down and the most recent page tells the story. Net sales $312,400. Prime cost $248,800, cost of goods plus fully burdened labor. One division: $248,800 / $312,400 = 79.6 percent, against a full service target of under 62. That is a 17.6 point gap.

You ask one follow-up, what is left in the bank, and get the honest answer: about $71,000 of working capital against a period loss of about $16,200. Divide again: $71,000 / $16,200 = 4.4 periods of runway. Call it 17 weeks. Chapter 6 will teach you to take that P&L apart line by line. Tonight, two divisions are enough to name the job: this is a turnaround, offered by an owner who knows it.

Now the scoreboard conversation, and notice it is you proposing, because whoever names the number owns the definition of success. Prime cost from 79.6 to 70.8 by day 90, and under 62 by day 180. The day 90 leg alone is 8.8 points, and at $3,124 a point, that is 8.8 x $3,124 = $27,491 a period recovered. Sales flat or better while costs come down. In exchange: authority over the schedule, the vendors, and the pars without asking, people moves discussed first, and a 20 minute check-in every Monday.

The owner agrees, shakes your hand, and here is the step most managers skip. That night you send the email. Nobody signs anything. But a scoreboard that lives in a conversation gets rewritten by day 45, innocently, by memory and by mood. A scoreboard that lives in an email does not.

Script: the confirming email, five lines

"Thank you for today. Confirming what we agreed before I start:"

"Prime cost from 79.6 to 70.8 by day 90, under 62 by day 180, with sales held flat or better."

"I run the schedule, the vendors, and the pars without asking. People moves we discuss first."

"Twenty minutes every Monday, and bad news the day I find it."

"Correct anything I have wrong. Otherwise, see you on day 1."




The decision this arithmetic buys you is bigger than the negotiation. You now start day 1 knowing the situation (Chapter 3 makes that diagnosis formal), knowing the number that defines success, and knowing the owner has 17 weeks of patience by arithmetic rather than by temperament. You have not worked a shift yet, and you are already ahead of the manager who said thank you.

Figure 2.1 is the four-row table from earlier in this chapter, filled in with what the week before day 1 at Boone Street produced.

[image: Boone Street scorecard: numbers, mandate and authority filled, no red flag fired; prime cost 79.6% against under 62; landscape row open.]
Figure 2.1 as a table (part 1 of 2)
	Learn	At Boone Street	Source


	The numbers	All 3 periods, trend down. Net sales $312,400, prime cost $248,800. One division: 79.6% against a target under 62, a 17.6 point gap. Loss about $16,200; about $71,000 in the bank: 4.4 periods, 17 weeks	The owner, asked directly: all 3 periods, plus one follow-up

	The mandate	Prime cost from 79.6 to 70.8 by day 90, under 62 by day 180. Sales flat or better. The day 90 leg: 8.8 x $3,124 = $27,491 a period	You proposed it; the owner agreed; emailed that night

	The authority	Schedule, vendors, and pars without asking. People moves discussed first; a 20 minute check-in every Monday	Negotiated out loud for the scoreboard; confirmed by email

	The landscape	Not in the Boone Street account: the form's own prompts stand. Who wanted your job? Who has the owner's ear off the books? Which manager has been there 11 years and answers to nobody?	The tour, the building, one sideways question





Figure 2.1 as a table (part 2 of 2)
	Learn	Red flag


	The numbers	Refusal, or nobody can produce them. Clear, full credit

	The mandate	Elevate, energize, next level. Clear: you named it

	The authority	Cut costs, but touch nothing. Clear: yours, in writing

	The landscape	An answer that names nobody



Figure 2.1. The offer stage scorecard, filled for Boone Street. Three rows were answered across the table and none of their red flags fired; the landscape row keeps the form's own prompts, because that one is learned on the tour.

A healthy building changes the numbers, not the method. Walk into a coasting operation or a realignment and the scoreboard is hold and grow instead of stop the bleed: prime cost held under 62 through the transition, the senior people still in the building at day 90, and one growth number you pick together. Smaller stakes, same discipline. The scoreboard conversation is not a turnaround tool. It is how professionals take jobs.

And

What Goes Wrong: The Decorative Mandate






Chapter Recap


	Learn four things before you accept: the numbers, the mandate, the authority, the landscape. Start by asking for the last 3 periods of P&L, and read a refusal as data.

	Whoever names the number owns the definition of success. At Boone Street that meant proposing prime cost from 79.6 to 70.8 by day 90, worth $27,491 a period.

	Confirm the scoreboard in writing the same day. A scoreboard that lives in conversation gets rewritten by day 45. One that lives in an email does not.




Do This Today


	Write the mandate as you currently understand it, in one sentence, with a number in it. If you cannot, you have found the gap this chapter closes.

	Draft the 3 scoreboard numbers you would propose, each with a target and a date attached.

	Send the confirming email to your GM or owner: here is what I am steering by, correct me if I have it wrong. Before day 1 if you are not inside yet, today if you are.
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