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			Additional Acclaim for Damian Mogavero and The Underground Culinary Tour

	
				“Many years ago, when I worked in a brewery restaurant, it seemed to me that only a few people in the business had what I call “The Sight”—the ability to see, feel, smell, and hear every single thing happening in the dining room at once. The Sight was like a superpower, and the proper use of it could help make a restaurant a success. Not only does Damian have The Sight, but his book can give you this power too.”

				—Garrett Oliver, brewmaster at The Brooklyn Brewery

				“Damian has created one of the most useful software programs there is for the hospitality industry. His passion for wine, food, learning, and supporting the restaurant community has helped our businesses run more profitably.”

				—Laura Maniec, master sommelier and owner of Corkbuzz Wine Studio

				“The majority of tech tends to be more of a distraction than an asset. Well, then there’s Avero, a true one-stop shop in restaurant reporting technology that allows operators like myself to dive into data and make educated decisions that affect long- and short-term decision making. Avero is best in class, and Damian, the founder and CEO, lives and breathes the business, both tech and hospitality. If you’re looking to stay ahead of the curve in our business, read this informative and compelling book.”

				—Michael Chernow, restaurateur and TV personality

				“On the surface, Damian Mogavero’s book is about how data and restaurant trends will change the way we all eat and drink. On a deeper level, it shows us all how innovation, passion, and technology can inject logic and common sense into any business and become a game changer.”

				—Geoffrey Zakarian, Iron Chef

				“I can’t imagine running our restaurants without the technology that Damian and his team have created—the access to the data and information allows us to better understand what our guests are looking for, and to better serve them.”

				—Michael Mina, chef and founder of Mina Group

				“Damian’s incredible vision and ability to combine his passion for food and analytical intelligence have helped bring an extraordinary tool into existence. The insights and information Avero offers have allowed Lettuce Entertain You and the entire hospitality industry to see a different side of the business.”

				—Kevin Brown, CEO and president of Lettuce Entertain You Enterprises, Inc.

				“Our economy is being reshaped by entrepreneurs who connect content with technology to develop applications and platforms to advance efficiency, productivity, and profit. In the restaurant industry the pioneer leading the charge is Damian Mogavero. And where does Damian learn the trends? As we discover in this remarkable book, from the Underground Culinary Tour!”

				—Michael D. Johnson, provost of Babson College; dean emeritus of Cornell School of Hotel Administration

				“These days, there are a dizzying number of tech companies sprouting up within the hospitality world—all with the intent of making our lives easier, the guest experience better, and our bottom lines more intact. But Damian has been doing just that for nearly two decades. The vision he showed (and continues to show!) is inspiring. There is a lot to love about Damian, and even more to learn from his book.”

				—Will Guidara, restauranteur at Eleven Madison Park and The NoMad

				“Damian Mogavero has blazed new territory in how to utilize data to improve our restaurants. His passion for food is unparalleled. It shows how loving what you do can be both inspiring and creative.”

				—G. J. Hart, CEO of California Pizza Kitchen

				“In The Underground Culinary Tour, Damian Mogavero takes us behind the scenes to see how pioneering restaurants are using data and creativity to serve up a triple win: delighted customers, fulfilled staff, and profitable owners.”

				—Jan W. Rivkin, professor, Harvard Business School

				“Damian has successfully married the art and the science of being a restaurateur. The art comes from his deep passion for food, and the science comes from his natural curiosity of how to genuinely improve the guest and teammate experience. The Underground Culinary Tour brilliantly blends both in an informative and entertaining fashion.”

				—Rick Federico, chairman of P. F. Chang’s

				“Part history, part map of where to eat, part demystification of what makes a restaurant great—and a great restaurant profitable—Damian’s stories are just as appealing as the food and drink he’s describing, and just as satiating.”

				—Katie Carguilo, 2012 National Barista Champion and quality analyst at Counter Culture Coffee 

				“Damian and Avero have positioned themselves at the convergence of the art and the science that creates a great restaurant experience….Through The Underground Culinary Tour, Damian allows you to join him on the exhilarating (and exhausting) tours that he has hosted to highlight great work going on across our industry. Enjoy the ride!”

				—David A. Pace, CEO of Jamba Inc.
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			If you’re holding this book, chances are good that you love dining out and are passionate about food. What you may not know is that the restaurant industry has been undergoing a revolutionary shift in thinking that is largely invisible to guests. The Underground Culinary Tour reveals the big secret: more than ever, a new generation of restaurant operators are relying upon data and technology to deliver a superb guest experience.

			Most of us would agree that anytime we decide to spend our hard-earned money on a meal out, we are entitled to get our money’s worth for that experience. But a growing number of restaurateurs want to go well beyond the time-honored transaction of payment in exchange for a fine meal (i.e., “you give us money; we give you food”). Today’s restaurant professionals want your experience to be transcendent. Over and beyond what we put in the glass and on the plate, we want to provide you with a level of hospitality so genuine, welcoming, and seamless that you feel as comfortable in our restaurants as you do in your own home. As more and more independent restaurateurs expand to create multiunit restaurant groups, it is going to be increasingly challenging to be able to do that without the benefit of data and technology. If that statement sounds antithetical to genuine hospitality, let me remind you that most of us these days carry a little computer in our pockets that allows us to customize our lives any way we want. Our smartphones connect us with the ones we love, snap our photos, navigate our way, research obscure facts, share our images and music, and find us tables at a restaurant that suits our mood right this very second. And our smartphones allow us to collect and connect dots—all the better for enriching human relationships.

			
			By contrast, when I opened Union Square Café in 1985, my first New York City restaurant, our most advanced operational tool was a clunky, button-laden point-of-sale machine that lurked behind the bar. When we were nimble enough to line up the sprockets correctly and persuade that device to print out reports, we could actually figure out how well we were doing. That information was critical to helping us to improve our efficiency at purchasing ingredients, to optimizing our menu mix, and ultimately to preparing better meals for our guests. We’ve come a long way since then!

			No one likes to plan a romantic night out only to discover that their loved one’s favorite dishes or wines are not available. And you can’t impress a client if the restaurant you picked for your business luncheon is short-staffed and poorly managed, or if your server doesn’t understand every part of the menu.

			
			That all changed in late 1999, when Damian Mogavero appeared on the scene, presciently pleading with the people and the industry he adores to get with the program. To early pioneers who adopted his software, he seemed like a soothsayer or prophet crying out in the wilderness and making a case for innovation and logic. Chief among his promises was the assertion that a great chef or restaurateur didn’t have to sacrifice the joy—nor the feel, nor the smell, nor the taste, nor the love—of his or her restaurants in order to become better at operating them.

			Damian has since become a good friend. Our offices are only a couple of blocks away from each other, and we’ll often see each other as we traverse the neighborhood around Union Square. We are basically in the same business: shaping and delivering the best possible experience in restaurants through people. He is helping to change the way we eat, one white tablecloth bistro, one meatball shop, one restaurant chain at a time. And some of the most recognizable names in the culinary and hospitality world heed his advice.

			Today the work of Damian and his entire team infuses all of our restaurants in New York. His technology helps chefs, managers, sommeliers, and our corporate offices to run our businesses more efficiently. Insights from his software empower my colleagues, which ultimately impacts you, when you walk into one of our restaurants to enjoy a meal.

			True to Damian’s prediction, we have found that data and creativity are not mutually exclusive. Both enhance our ability to make you feel welcome when you dine with us. The human connection will always be critically necessary, because data and technology cannot do it all. We will always need to employ the emotional hospitality skills that can only be found in human beings, but even those skills can be augmented with the benefit of good data.

			
			In restaurants, as in all businesses, it pays occasionally to look beyond the confines of our own silos—or dining rooms—to see how others are innovating. That’s the avowed purpose of the real-life Underground Culinary Tour, the “secret” annual tour for senior restaurant executives that Damian pioneered some years ago with the restaurant industry guru Alice Elliot. I’m privileged to have hosted these forward-thinking colleagues at my own restaurants each and every year.

			One year I was intrepid enough to attend the tour as a guest. Escorted by Damian and Alice, our group visited fifteen restaurants in twenty-four hours. We came, we saw, we ate and drank. I met fascinating restaurateurs and beverage professionals I’d never known and was exposed to an innovative collection of new culinary discoveries right in my own backyard.

			Yet the real Underground Culinary Tour is not for the faint of heart. By the end of day one, I returned home zonked, my mind and body beyond full. When my compatriots and I assembled for day two, we were all somewhat green around the gills. Luckily, Damian had arranged for a great cup of coffee to rouse us.

			You are far more fortunate. You have in your hands an excellent guide to our adventure. There are no buses to board, no credentials to proffer, and you don’t have to worry about pacing yourself. All the tour’s secrets—the cutting-edge trends, the wisdom of employing data and technology, the hidden dining revolution—are yours and may be gleaned with the turn of a page.

			
				
				Danny Meyer

				Union Square Hospitality Group

				New York City

				August 2016
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			Thirteen years ago, Jeffrey Frederick, a former chef, took a new job as vice president in charge of every food and beverage outlet in a resort owned by Harrah’s Entertainment, one of the big gaming companies in Las Vegas. Jeffrey was young, bright, eager to please, and willing to try anything that would help him succeed at his new job. Unlike the suits who ran the casino, he didn’t have a degree from a fancy business or hospitality school; in fact, he had no college degree at all. He had started his career as a teenage dishwasher and had risen through the ranks of the hospitality business, from the “back of the house”—the kitchen—to the echelons of upper management.

			I met him shortly after his promotion, hoping to convince him to adopt a software program my team and I had created to bring data and analytics to the restaurant industry. Jeffrey knew that his bosses had teams of analysts and accountants crunching numbers to tease out the most minuscule insights from the casino operations. But the casino’s restaurants were run the way eateries the world over have always been and too often still are run—by gut.

			
			Between the staff he had to manage and the daily purchasing decisions he needed to make, the new job, Jeffrey admitted to me, was often overwhelming. Mostly, he was starved for information about how the casino’s restaurants were doing. So he took a chance on me and my software. He decided to emulate what the suits upstairs were doing; he would collect data about the casino’s restaurants to see what he could learn from it. He used an early version of the software that collected every check punched into the point-of-sale device at his eateries; the number of drinks poured per shift; the number of lunches served; the number of Cokes bought; the tips his servers were earning. And so on. Whenever he had a chance, he proactively studied the software looking for insights.

			My team and I created an easy-to-read profile that assembled every statistic on the restaurants’ servers, which we called the Server Scorecard. Imagine, if you will, a baseball card complete with performance statistics of every single server who worked in each restaurant. While scanning them one day, Jeffrey discovered a surprising finding about one of his servers, a staff favorite. I’ll call her Alana. She arrived punctually each day and worked diligently throughout her shift. But Jeffrey saw something curious when he looked at Alana’s numbers: while she took orders for numerous glasses of wine on every shift, she rarely sold a full bottle of wine to any of her tables.

			
			Jeffrey was puzzled. It didn’t make sense. Servers who served fewer tables than Alana managed to sell several bottles of wine on each of their shifts. It was practically a no-brainer. What was going on? The data didn’t lie.

			So he pulled Alana aside one day. After praising her work ethic, her diligence, her success with guests, he asked her: “So…this might be a weird question, but your guests hardly ever order wine by the bottle. Do you have any idea why?”

			A look of terror washed over the young woman’s face. Jeffrey struggled to reassure her: “I just want to understand what’s going on with regard to the wine. We love your work. I just want to know if I can help.”

			As she began to speak, Alana revealed a deep-seated phobia about opening wine bottles. What if she couldn’t get the cork out? What if she broke a cork while opening it and pieces of the cork fell inside an expensive bottle of wine? What if the bottle slipped out of her hands as she was extracting the cork? The thought of attempting to open a bottle of wine and looking foolish in front of guests terrified her. Better that the bartenders poured her guests endless glasses of wine than that she should have to open a bottle tableside.

			As he listened, it was clear to Jeffrey that Alana was so terrified of this part of her job that she spent her shifts subconsciously steering guests to order only wine by the glass. He marveled at how much mental energy it must have cost her.

			And then there was the cost to guests, and to the restaurant. Wines by the bottle are a key part of the overall guest experience. Wine lists are one way restaurants enhance their reputation. There is a far greater selection of wines available by the bottle than by the glass, so Alana’s guests weren’t availing themselves of the restaurant’s vast wine cellar.

			
			Restaurants like selling full bottles because they bring in much-needed additional revenue. But certain bottles actually save guests money over buying by the glass. By eliminating an entire category from the menu, Alana was doing the restaurant, her guests, and herself a disservice.

			Jeffrey’s heart went out to her. If anything, Alana’s fear grew out of her intense desire to do a good job. So much of the restaurant business is about performance, about putting on a flawless show before a touchy, critical public. Comparing work in restaurants to acting in the theater is no exaggeration. The moment servers tie on their aprons and begin their shifts, they are onstage, and the tiniest thing can throw them off their marks. The better the restaurant, the higher the expectations of flawless hospitality.

			“Has anyone ever showed you how to open wine bottles?” Jeffrey asked Alana.

			She shook her head.

			“Come in tomorrow early,” he told her. “I’ll get someone to show you.”

			Deep down, he was thinking: Alana is a valuable server. I can fix this.

			The next day, he instructed the restaurant’s general manager to do what his predecessor should have done: help train Alana on the protocol of good wine service. Before the evening dinner service began, the sommelier showed Alana how to cut the foils, pull the corks, and pour glasses for guests at the bar. It was the sort of training every restaurant ought to do but often doesn’t, assuming that its hires already know how to do all the tasks expected of them.

			
			When Jeffrey reviewed the numbers from Alana’s shifts over the next week, he was astonished at her improvement. As a result of this personalized training, Alana’s wine sales by the bottle went up dramatically to match the sales of the other servers. And her guests had a chance to enjoy the full range of the restaurant’s wine cellar.

			Moreover, Alana’s confidence improved—all because Jeffrey analyzed the numbers and saw something was wrong. He then did what few restaurateurs at the time ever did: analyzed the data at his fingertips, trusted it, and acted on it.

			[image: ]

			This book is about how data and technology are shaping the way restaurants, big and small, high-end and more budget-minded, serve you when you dine out. Jeffrey—a restaurant leader that I’ll introduce to you more fully later on—and an ever-growing cohort of restaurateurs like him are using data to deconstruct the guest experience with an eye toward ensuring exceptional cuisine and guest service and improving their restaurants’ financial health. And they’re doing it without compromising on ingredients, culinary artistry, or the expectation that guests have of a spectacular day or evening out. In fact, they’re often delivering an experience above and beyond their guests’ expectations.

			These restaurateurs are part of what I call the New Guard. At the heart of the New Guard philosophy is making decisions based on insights gained by the systematic collection and analysis of every restaurant’s daily homegrown data. It is a philosophy that my team and I helped to invent seventeen years ago. I’m not a chef or a bartender, nor have I ever been the owner of a restaurant. I’m a former restaurant executive with a Harvard MBA. My team and I created the means of collecting the data and transforming it into insights that make it easy to see restaurant metrics. I also happen to be in love with the industry.

			
			I’ve worked with some of the top restaurants in the world for nearly twenty years. And I can tell you that restaurants cannot succeed on data alone. Rather, data combined with an understanding of the new foodie generation and an insatiable desire to innovate are what create restaurant magic. None of these things is mutually exclusive.

			The novel approach to hospitality that my team and I pioneered has been adopted by more than 34,000 restaurant operators in 68 countries. Today our ideas are taught in hospitality schools, and I regularly speak to classes at the Cornell School of Hotel Administration, the top hospitality program in the United States. We count among our clients some of the world’s top chefs and their organizations: Tom Colicchio (craft), Wolfgang Puck (Spago), Daniel Boulud (Daniel), Mario Batali (Babbo), Jean-Georges Vongerichten (Jean-Georges), and David Chang (Momofuku). And because the restaurant world is becoming increasingly diverse, you are just as likely to find the New Guard ideas we crafted put to use in fast casual places, the great independent restaurant in the middle of your Main Street suburb, or in eateries on cruise ships, in casinos, and at nightclubs and hotels, airports, and baseball stadiums. The New Guard is everywhere.

			
			Even before data was easy to harvest and analyze, major industries such as the oil business, banking, pharmaceutical companies, shipping companies, and major retail chains employed armies of analysts and accountants to monitor their transactions and records. When they needed to make key decisions, they didn’t go with their gut, or use rules of thumb or off-the-cuff hunches. They used hard data to inform their decisions. The ubiquitous presence of computers, and the rise of great software and the Internet, has meant that these handy tools have been stitched into the fabric of our homes and businesses in unprecedented ways. Today businesses are exploiting a powerful new model of delivery—Software as a Service (SaaS)—where the software is hosted by a central server, and businesses pay a subscription to access that computing power. It was only inevitable that such tools would find their way into the restaurant industry.

			Today, the restaurant industry in the United States accounts for 4 percent of the nation’s gross domestic product and employs about 14 million people in a full- or part-time capacity. Most of us don’t realize the scope of the industry. It’s vast. We eat out everywhere: In fine dining establishments. Casual restaurants. Fast-food places. Food trucks. We have dinner while seated in the stands at a ball game and stop for lunch between rides at an amusement park. Beyond these obvious locales, we eat at museums and at concerts. We eat at coffee shops, hotels, bookstores, cafeterias in office workplaces, the snack areas of university libraries, and elementary through high schools, not to mention every cruise ship all over the world. We patronize homey mom-and-pop diners, theme chains in far-flung locations, and tiny, romantic hole-in-the-wall favorites that we’ll never tell a soul about for fear of ruining them forever. We eat for love, for business, and for the simple reason that we’re on the run and are hungry.

			
			And yet, for some reason, the same industry that does more than $783 billion in sales a year has been among the last major industries in the world to adopt data analysis as a critical part of doing business. That’s striking when you consider how close to the bone restaurants live. Most guests have no idea that a restaurant is lucky if it sees 7 percent profit after all the trouble it goes to to make and serve food. Most restaurants are solidly in the 4 to 5 percent profit margin.

			With such slim margins, you’d think restaurateurs would leap at any tool to help them manage their business, to understand their product, but that’s not the case. I’ve found that turning restaurateurs on to a new thing is about as easy as convincing a meat lover to go vegan. In an industry where survival past the first year is difficult, if you’ve been around for a long time while your competition is dropping like flies, you naturally assume you have little to learn. So Old Guard chef-owners have typically learned to use their gut, their hard-won experience, and their subjective impressions to determine what dishes guests will like, how many of them they will likely need to serve, and which servers are doing a good job. Dishes on the menu reflect longtime standards, what the chef is able to source from suppliers at a good price, or what the owner thinks are the popular dishes.

			
			I have also found that an owner’s assessment of a server’s performance more often emphasizes and rewards physical appearance and charisma than the server’s ability to please guests and help the business meet its bottom line. Moreover, owners and managers base their perceptions of servers on limited interactions with those servers. When I ask chefs, owners, or managers to identify their best- and worst-selling servers, they hardly know how to answer the question. Instead they deflect, saying things like:

			“Julie is one of our best servers. She’s got a great smile, beautiful personality.”

			“Don’t forget Dave. Customers love Dave! He’s so funny.”

			“Kristi is always on time. Very well put together. Such a great role model for the other servers.”

			Would it surprise you to know that when we actually look at the sales performance of the servers, we find that most managers have incorrectly assessed who their top and bottom performers are?

			I can hear your protests already: But dining out isn’t about salesmanship! It’s about delicious food and drink. It’s about having a memorable or reliable experience that you can return to again and again. Who wants to be upsold when they’re out for a night on the town?

			I hear you. And I wholeheartedly agree. At their best, restaurants are places where artistry, service, and hospitality come together beautifully at the end of your fork. But you can be both profitable and magical.

			
			Corporations that rely on salespeople to generate revenue would never make a similar miscalculation about their employees. They know exactly who their top earners are, because they have never forgotten that they are in the business of selling a product. The principals of real estate agencies routinely sing the praises of their top five or top ten sellers. They broadcast this information because they want potential sellers to believe that if these folks know how to sell other people’s houses, they’ll excel at selling yours.

			But for some reason, when I suggest that restaurants are businesses first, some people object. But if you want your favorite restaurants to be around the next time you plan an evening out, they need to be profitable. And that means restaurateurs must know everything about their restaurants, down to the smallest detail. Well-run restaurants are good for guests as well. Every restaurant has culinary gems on the menu that guests may not realize are a “must-have” by the brief menu descriptions alone. The job of a well-trained, experienced server is to amass a deep knowledge of the menu and the daily specials and serve as your guide, pointing out these tasting opportunities as you move from predinner beverages to appetizers, entrées, and desserts. And if that server demonstrates a knack for assisting guests with their meals, wine, and other beverages, and also racks up outsize tips, he or she has clearly done triple duty for the restaurant’s guests: educating guests about the menu and delivering great table service that makes guests feel valued and appreciated while making the house more successful at what it does.

			Such servers are hard to come by. But every day they are being hired and groomed by New Guard restaurateurs, whose way of thinking about their staff is generous enough to even the playing field for workers who may not be as handsome, beautiful, extroverted, or theatrical as some of their colleagues—but who excel at creating a great dining experience for the restaurant’s guests. Every year, too many exceptional people are overlooked and passed over for promotions and better shifts because their employers lack the time and tools to see what these employees have accomplished. Others get a high-five and new opportunities simply because they look attractive or talk a good game. A great many other promising employees lose out on easy ways to bring up their game.

			
			I think it’s fair to say that in all professions, new employees often crave feedback, but rarely get what they need. Who doesn’t want to learn more and improve their career? All the bottle-shy Alana needed was one coaching session to improve dramatically when it came to presenting the wine list to her guests. She was in luck: working for Jeffrey meant she was on the receiving end of objective feedback, tailored specifically to her performance. What she experienced was actually a beautiful example of how someone’s personal and professional growth can be enhanced through the use of data. Her employer noticed a problem that she was displaying. He discreetly called it to her attention. He got her training. And she improved in short order, thus enhancing the experience of the guests she served. Tell me: Isn’t that the sort of career trajectory good employers wish for all their employees? 

			Besides meticulously training their staff, in the kitchen and on the dining room floor, New Guard restaurateurs tend to emphasize high-quality, local ingredients that they can purchase and manage meticulously. They understand what the “foodie generation” flocking to their restaurants wants. Their profits improve, because they know how to more closely peg inventory to need. As a result, they lose less to waste or theft. Their trust in their staff increases, and thus they delegate more. And behind all of these decisions? An overarching reliance on data and technology.

			
			Old Guard restaurateurs, on the other hand, tend to go with their gut instead of analyzing the facts and figures that impact their bottom line. They do things the way they’ve always done them, because they have been successful over the years. Rather than carefully curating a wine list or beverage program that fits their clientele and cuisine, they tell their beverage distributor to simply deliver whatever wines, beer, and spirits are de rigueur in their category of hospitality. They rarely change the menu, preferring to stick with their “house specialties” long after those dishes have ceased to impress. Their point-of-sale device functions merely as a device for computation and running credit cards, rather than a critical collection point for day-to-day data.

			They don’t take the time or expense to rigorously train their waitstaff and bus people on the fine points of good service and hospitality, assuming that such training is a waste of money, and that employees will pick up pointers over time. They train their staff as if all servers are created equal, but they’re not. And when the Old Guard runs out of ingredients, or a particular bottle of wine, their attitude is, if it doesn’t occur too often, “Oh well, it happens.”

			
			The best of the Old Guard, the ones who’ve been in business for decades, are savants; it would be impossible to find or train others to be like them. Most of the Old Guard are well-meaning veterans of the restaurant industry in a rapidly shifting culinary landscape, where tastes and expectations change like the seasons. It frustrates me to meet and hear an Old Guarder talk about the challenges they are facing. I know I can help them take their businesses to the next level. 

			As a guest, how many times have you experienced one or more of the following at a restaurant?

			
				 • You ask the hostess for a table, only to be told there’s a waiting list. But looking past her shoulder you see that the restaurant has six vacant tables and the back patio is completely empty on a beautiful day.

				 • You order what sounds like the perfect dish for the evening only to learn that the house is out and you need to make another selection.

				 • You ask your server for advice on a particular wine or entrée only to discover that he or she hasn’t the slightest idea how to respond or offer guidance. Or worse, the server tells you that “everything here is great.”

				 • At every turn, you feel rushed by the staff, from busboys clearing away plates before you are ready to servers dropping off the bill without inquiring about dessert or coffee, or without thanking you for your patronage.

				 • You have trouble ordering another drink, or getting the check, because your server has mysteriously disappeared for the last ten minutes.

				
				 • One time you go to a restaurant, you get great service. The next time, the service is terrible.

			

			Many guests have grown accustomed to these annoyances, so they don’t always expect more. But they’re the sorts of things that drive many people crazy about eating out. Which means that when you experience any of the things I’ve listed above, there is a manager or owner in that restaurant who has not embraced the data that could help provide a better guest experience. I believe that every server should know the menu cold. And I believe that no restaurant should ever run out of a dish or ingredient. No table should sit empty while you and a friend are waiting. My job is to help restaurateurs get back to what they love to do—cook great food, provide great service, build a magical experience, and do it all profitably. I want to liberate them from the back office, safe in the knowledge that technology is helping them make better decisions.

			With a good grasp of their data, New Guard restaurateurs can be extremely precise. They order supplies appropriately and intelligently, provide personalized training to their staff, enhance their employees’ careers, and look for ways to close the gap between an average experience and a transcendent one. Above all, they are forever looking for ways to use the data from their business on a more granular level, to elevate the guest’s experience. Like most people, I don’t like to pay good money for a sub-par dining experience. I have been known to give new restaurants the benefit of the doubt, returning to them after a period of time to see if they’ve improved. And if I do give up on a place, I still like to analyze just what’s going on beneath the surface. If a restaurant annoys me past a certain point, I won’t return. That said, I do make allowances for new restaurants, as I know how hard it is to get everything right when a restaurant first opens, and I will almost always give them a second chance if my first experience isn’t stellar. But restaurateurs should know that regular customers may not be so forgiving. It may surprise you to learn that in every case I mentioned above, poor training is not the only issue. Too many restaurateurs have a poor grasp of the numbers underlying their entire operation. They don’t understand what service failures cost them in each shift, each week, and each month. As long as they don’t have a handle on even these small inefficiencies, they are forever chasing a goal that they cannot possibly attain, like a man bailing a leaky lifeboat with a Dixie cup. Sooner or later, the boat’s going to go down.

			
			In The Underground Culinary Tour, you’ll see efficient, magical restaurants that are living up to my vision of the Brave New World of New Guard restaurateurship. You will meet big and small operators from around the country who are taking on the known challenges of the industry gracefully.

			And let’s admit this up front: it is a crazy business. Statistically, one out of every four restaurants closes or changes hands in the first year of operation. Overall, 60 percent of new restaurants never see year five—even if they do everything right. It’s increasingly costly and more competitive than ever to launch a new restaurant. Guests today are spending record amounts of money eating out, but they’re more demanding. Because our dollars don’t go as far as they used to, today’s guests are increasingly impatient with eateries that don’t deliver great experiences. At no time in history have guests worldwide been so sophisticated. Not so long ago, what happened in foodie capitals such as New York, San Francisco, Chicago, Paris, Rome, San Sebastián, and Tokyo took forever to reach Omaha. Today, food trends are beamed into every home via apps like Instagram or countless food and cooking shows aired on Food Network and Bravo every day of the week. Food blogs such as Eater and Serious Eats broadcast up-to-the-minute information on trends, while a legion of apps—from OpenTable to Yelp to countless others—have put powerful mobile tools in every guest’s pocket.

			
			Even your twelve-year-old niece can rattle off the names of favorite food shows or celebrity chefs such as Giada De Laurentiis, Wolfgang Puck, Gordon Ramsay, Lidia Bastianich, Guy Fieri—and probably has several of their cookbooks to boot. As a result, this new foodie generation has far higher expectations than generations past. When servers like Jeffrey’s bottle-shy server tie on their aprons, they are no longer facing an eager but dining-ignorant audience. Today’s guests have heard of all the hot new eateries, dishes, and ingredients, even if they haven’t yet tried them. These guests have the ability to make or break a restaurant. If they’re unhappy with a meal or a restaurant, they can tweet their displeasure or Yelp their rage before the table has been cleared—rightly or wrongly.

			
			A New Guard restaurateur not only knows what the hot trends are but is also constantly improving, constantly tinkering with his or her brand to anticipate the next big thing. In general, we’ll see restaurants innovating in four areas—Ingredients, Beverage, Space, and something I call X-Factor. We’ll look at each of these areas in turn, and I’ll argue that a New Guard restaurateur is one who not only embraces data and technology but also has a keen appreciation for moving the industry forward—because to rest on one’s laurels, or anyone else’s, is to stagnate and die.

			We’ll meet the chefs and owners, hear their stories, and see how the use of restaurant metrics can help consistently ensure a great experience—for restaurants and their guests. Welcome to The Underground Culinary Tour, a world where restaurant trends are discovered, the kitchen never runs out, the bar and wine cellar are always stocked, and guests are assured of a special time they will want to relive, again and again.
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			It’s another sun-soaked summer weekend in the Hamptons, and it’s clear I’m going to need another glass of rosé. My good fortune is that I’ve got a beachfront table at Navy Beach, Montauk’s fashionable watering hole of the in-crowd, where refills of the colorful, lovely wine are rarely a problem.

			As I savor the remains of my salmon tartare, I watch servers gingerly march through the sand carrying seemingly endless bottles of wine and other drinks to guests perched atop crisp blue-and-white daybeds or banquettes, shaded by matching blue umbrellas. The wines hail from France and Long Island, and the bottles range in size from the typical 750 milliliters to magnums, double magnums, jeroboams, and methuselahs, which are typically six-liter bottles of wine that look large enough to sink one of the sailboats bobbing unsuspectingly in the blue waters of Fort Pond Bay ahead of me.

			
			I’ve come to meet with two of the owners—my clients Martin Cabrera and Franklin Ferguson—to talk about food, wine,…and data. Waiting for them to finish up with smiling guests gives me a chance to do what I love to do here: watch the Technicolor sunset, an eruption of reds and pinks and oranges dancing among the waves and nuzzling the sand of the restaurant’s private beach.

			When the sun’s just right, Navy Beach feels like the most beautiful spot in the world. When guests post photos of their adventures on Instagram or Facebook, every shot looks like something out of an ad campaign: gorgeous beach images artfully overexposed by a luminous sun shining over the bay.

			The town of Montauk sits at the very tip of Long Island’s South Fork, about 120 miles from New York City. Getting here takes about three hours by car or train. When you finally disembark at the final stop of the LIRR’s Montauk line, you feel as if you’ve ridden to the end of the world. And, in a sense, you have. The train stops not far from Navy Beach; any farther and you’d hit the wooded tip of the island, home to a pair of state parks and a two-hundred-year-old lighthouse commissioned by George Washington. The parks themselves are studded with massive concrete bunkers erected to protect the island against Nazi invasion during World War II. At one time the US Navy tested torpedoes in the waters just offshore from where I sit today, which is how Franklin and Martin’s little slice of heaven got its name.

			Despite its history as a working-class fishing village, Montauk and the rest of the Hamptons, the collection of tony towns at this end of the island, today serve as the summer playground for New Yorkers. But come Labor Day, when the sun sinks below the horizon, the summer people flee and Montauk returns to its fishing roots once again. The winter surf pounds the shore and erases those summer memories for good. Suddenly you are reminded that you are at the mercy of nature, weather, and time. As beautiful as the view is, few out-of-towners care to see Montauk in January.

			
			It’s a harsh environment, in more ways than one; to understand the setting is to understand why businesses here have always had difficulty surviving from year to year. A few years back, when Franklin, Martin, and their partners signed their lease, they committed to forking over rent for all twelve months of the year, even though the Montauk “season” reliably brings guests in for only three of those months. Montauk’s businesses are not alone in this predicament, of course. Visit any seasonal business in the United States, or anywhere in the world, and you’ll meet people who cater to the desires of the summer trade. Whether they hawk T-shirts and other souvenirs, frozen custard, fried fish or shrimp baskets, or kayak or boating excursions, nearly all of these entrepreneurs scrape by to survive. And yet Navy Beach has survived profitably for five years and is heading confidently into their sixth season as I write this.

			How do Franklin and Martin do it? How do they manage to maximize every single hour of the short, fleeting summer season? How do they exploit nature, weather, and time?

			They use math and data.

			[image: ]

			When Franklin first saw the place, it was a surfer bar called the Sunset Saloon that jumped day and night to reggae music. His wife, Leyla Marchetto, who grew up watching her father run his legendary New York City Italian restaurant, Da Silvano, had been itching to open a place of their own, one that they could run while staying at their getaway spot on the edge of Long Island. A cool, family-friendly restaurant on the beach. A friend of theirs, Frank Davis, called one day to ask Leyla if she was interested in a place Frank had heard about from a friend. The Sunset Saloon’s lease was up. So Franklin parked himself at the bar. He watched the bartenders pour shots, watched the servers strut by in their bikinis, carrying trays of Pacifico beer. The interior was a black hole—constructed out of brick and great beams of wood so dark, so unvarnished, and so rough, that they seemed to suck up all the sunlight glancing off the bay outside.

			Franklin thought about how they could transform the place. If they could bring in a clientele beyond surfers and other locals, if they could make it a place that attracted young people and families—the summer people—they’d have something.

			Franklin has worked in the restaurant business since he was in his teens. He once thought he’d become a doctor, and during those premed years in school he worked his way through a string of unglamorous restaurant jobs—dishwasher, bartender, bouncer—before landing a gig as a general manager of a restaurant and thinking, This is where I belong.

			
			His long apprenticeship in restaurants had given him an
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