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1. Introduction
Over the years, this book has been rewritten several times, but its purpose has

remained the same: to help restaurant and cafe owners improve their chances of

success. I �rst wrote this book in 2001.

Now, at the culmination of a 50-year career in the hospitality industry, including

35 years owing hospitality based businesses, I am updating it once again,

drawing on decades of experience, lessons learned, and the many changes that

have shaped this business over time.

The food industry is a challenging combination of manufacturing and retail. It requires careful

management, control of food and perishables, production, people, hygiene and customers.
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Very few businesses include all of these variables as signi�cant elements of success or failure. You

must understand that your restaurant or café is also a business. The skills needed to run a

successful business are very different from those required to manage a successful restaurant.

Your restaurant or café cannot hope to succeed without your developing business skills in these

three key areas: operational; �nancial and marketing.

From the very beginning it is important to remember that in business you always have two sets of

customers. The �rst set is the customer that buys your products on a daily basis, and the second

set is the customer who will eventually buy your business. Everything you do in your business

should ultimately be geared to both sets of customers.

Success in restaurants and cafes usually comes down to doing
a few things very well, consistently.
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1. know exactly who you are for. The businesses that do best are not trying to please

everyone. A clear concept matters: fast coffee and grab-and-go, family-friendly brunch,

premium dining, healthy lunch spot, dessert bar, or neighborhood local. When people

instantly understand what you do and why they should come back, you are already ahead.

2. location and convenience matter more than most people want to admit. Even a great

venue struggles if it is hard to �nd, hard to park near, or in the wrong area for its pricing

and offer. A cafe near o�ces needs speed and reliability. A destination restaurant needs

an experience people will travel for.

3. control your numbers tightly. Many food businesses look busy but still lose money. You

need to know your food cost, labor cost, rent pressure, average spend per customer, and

gross pro�t on every major menu item. The best operators do not just sell popular items.

They push pro�table items. A full venue means little if margins are weak.

4. keep the menu focused. Too many restaurants and cafes fail because the menu is too big,

too hard to execute, and creates waste. A tighter menu usually means better speed, better

consistency, easier training, and stronger margins. Every item should earn its place.

5. consistency beats creativity. Customers come back because the coffee tastes the same,

the eggs are cooked right, the service feels welcoming, and the place runs smoothly every

time. One amazing visit and three average ones will not build a strong business.

�. hire and train well. Staff can make or break the venue. Good people need clear systems,

simple training, and standards that are actually enforced. Owners who rely on luck instead

of systems usually end up constantly �xing problems.

7. create a reason to return. Loyalty does not happen by accident. That can come from great

service, a signature item, strong coffee, seasonal specials, email offers, local community

connection, or a memorable atmosphere. People need a reason to choose you instead of

the ten other options nearby.
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�. market constantly, not only when things are slow. Good restaurants and cafes stay visible

with Google Business Pro�le, reviews, social media, local partnerships, email lists, and

quality photos. Word of mouth is powerful, but it works much better when supported by

active marketing.

9. protect cash �ow. Hospitality businesses often get into trouble not because sales disappear

overnight, but because cash gets squeezed by wages, suppliers, tax, equipment breakdowns,

and quiet weeks. Watch cash weekly, not just monthly.

10. adapt fast. Customer tastes change, cost pressures change, and competition changes. The

operators who survive are the ones who notice what is working, cut what is not, and improve

quickly.

A simple formula is this: 

Clear concept + good location + strong margins + consistent service + tight systems = the best

chance of success. 

The biggest mistakes are usually:
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trying to do too much

underpricing

poor cost control

inconsistent service

weak staff training

no marketing

ignoring cash �ow



Restaurant & Cafe Success - a comprehensive guide

8

2. Your Business Plan
Your business plan is the future of your business. So many small business owners simply go to

work each day with no real idea of where they want to be or how they intend to get there. Little

wonder that the failure rate of small business is so high.

Write down your business plan, then keep it open, so you can change it to re�ect your ever-

changing business environment. It is simply a written statement of your business goals and how

you expect to achieve them. Keeping it open will allow your plan to continue to re�ect your current

thinking. 

Your business plan should be written with a particular audience in mind. This is especially true if

you plan to use your business plan to impress your bank or �nance company and get a loan or

lease. To be effective in a �nancial, marketing and operational sense, your plan needs to address

all aspects of your business, now and in the future. 
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When completed, your business plan should cover at least these 5

points and be structured like this: 

1. Cover Sheet

2. Statement of Purpose  

3. Table of Contents

4. The Business:

Description of the business

Your product or service : what you intend to market

Market analysis : how you see your business competing in the

current market

Location

Competition - what are they doing? 

Operating procedures 

Personnel requirements 

Business insurance 

5. Financial data:

Loan applications

Capital equipment and supply list

Balance sheet

Breakeven analysis

Income projections (pro�t & loss statements)

Remember, you are putting forward a business proposal that should

show a win-win situation for both you and the �nance company or

investor.
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Forward your business proposals and plan well ahead of any scheduled meeting time so that if your

banker/investor requires additional information you can provide it without creating delays. If you are well

prepared and well presented, then you are entitled to expect a decision on your meeting day. There is

nothing worse than being sent away because you haven’t supplied all the necessary details.

Have con�dence

You must be con�dent that your business not only has every chance of getting started, but that it will be a

tremendous success. In any meeting you need to be upbeat, positive and have a clear understanding of all

aspects of your business. If your idea doesn’t look like it will work on paper, then chances are it won’t work

in real life.

Every small business that has ever been to a bank for �nance has had to prepare the same information

and put forward its individual case. The more thorough you are, the more professional you will look. It

might seem like a lot of paperwork, but look on the process as training for the future of your business. If

you can’t be bothered then that should be a clear indication that you are not really suited to owning your

own small business. 

1. Three-year summary

2. Detail by month, �rst year

3. Detail by quarters, second and third years

4. Assumptions upon which projections were based
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Supporting documents

Personal �nancial statement

Current balance sheet

Most recent income tax statement

Your cash �ow, balance sheet and pro�t and loss statements and your projections

Your debtors and creditors list

Your business name registration or company details.

Your company memorandum of articles and company seals

Any documents relating to a licence agreement, franchise agreement, market analysis or

consultants reports

Copies of your trade or professional quali�cations or experience

Details of security offered, such as real estate mortgage papers or a bill of sale over speci�c

assets that you are prepared to use as collateral

Copies of letters of intent from suppliers, etc

Your trading history, assets and liabilities, current performance and how you intend to �nance

your business - if you have one
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Do it yourself

This is your business plan, so you should write it so that you can fully understand it. You may be

writing it to impress someone like the bank manager or �nance company, and you need to be able

to explain everything in it to them, or they won’t be impressed. If you are approaching a bank, then

the plan should spell out the reasons why your business is a good investment and how you plan to

repay the loans.

Remember, you are putting forward a business proposal that should show a win-win situation for

both of you. 

These days, you can write down all the salient points for your business plan, then use an AI tool

such as ChatGPT, Perplexity, Gemini or Claude to help turn them into a more polished and

professional �nished version.

Forward your business proposals and plan well ahead of any scheduled meeting time so that if

your banker requires additional information you can provide it without creating delays. If you are

well prepared and well presented, then you are entitled to expect a decision by your banker on your

meeting day. There is nothing worse than being sent away because you haven’t supplied all the

necessary details.
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3. Location
In business the real estate catch cry is Position, Position and Position. So how does this relate to

your small business.

Much of the future success of your business will depend on the location of your business. It is quite

di�cult to generalise about the factors that make for a good location because so much depends on

the type of operation for which the location is used. What is needed in a location is one that will

ensure a su�cient number of customers to spend a su�cient amount of money to provide a pro�t.

That is easier said than done! 

Often the best location for your new cafe/restaurant is where other cafe/ restaurants are. This is

because your prospective patrons are already used to dining at this location. However this should not

be your only consideration. 
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The rent you pay must be sustainable in relation to the size, capacity, and earning potential of the

business. Every chair at every table needs to contribute its share of the weekly rent, every single day. If

rent is too high and there are too few seats, or too little turnover to spread that cost, the business comes

under immediate and ongoing pressure. Before committing to any site, make sure you have a clear

understanding of the rental levels for comparable locations in your chosen area, along with any additional

outgoings or lease costs that may apply.

Rent

Easy access is a key factor in customer convenience. Convenient parking, nearby bus or train services,

safe pedestrian access, and proximity to high-density accommodation such as apartment buildings,

hotels, and residential developments can all in�uence how often people choose to visit. For cafes,

takeaway outlets, and casual dining venues in particular, easy access can help create a strong and

consistent customer base.

Accessibility and Convenience

In-house toilet facilities, including disabled access where required, are an important part of customer

comfort and compliance. At the very least, customers should have access to clean, well-maintained public

toilets with safe, bright lighting, especially for evening trade. Poor toilet facilities can leave a lasting

negative impression, while clean and accessible amenities help reinforce the overall quality of your

business.

Wheelchair access

The ambience of your business plays a major role in how customers feel while they are there and whether

they choose to return. Heating and air-conditioning are essential to creating a comfortable environment in

all seasons. Temperature, lighting, noise levels, layout, and overall atmosphere all contribute to the

customer experience. A venue that feels comfortable, welcoming, and well cared for will always have a

greater appeal than one that feels hot, cold, cramped, or uncomfortable.

Ambience and Comfort



Restaurant & Cafe Success - a comprehensive guide

15

Is the location easy to �nd? Visibility has a great in�uence on sales. Studies indicate that 75 - 85% of

customers state that the reason they �rst stopped at a particular outlet was because they saw it on

Google or saw the sign.

Visibility

Foot tra�c is a critical factor in choosing the right location, because the people passing your business

each day are your potential customers. The volume, timing, and type of pedestrian �ow can have a major

impact on sales. It is equally important to assess the level of nearby competition, especially direct

competitors. This is particularly true in shopping centers, where there may only be enough demand to

support one or two cafes or food outlets successfully. 

Pedestrian Tra�c, Competition, and Destination Appeal

You should also consider whether the area is already known as a food destination, where people naturally

go to eat, drink, and meet. Locations with an established dining reputation can attract customers more

easily, as people are already in the habit of visiting the area for hospitality experiences. When evaluating a

site, consider not only how many people pass by, but also whether the area can realistically support your

business alongside existing operators.

Council levies on things such as outside dining areas, signage and advertising hoardings are additional to

your rent, but are regular expenses.

Council requirements

Main Street or Side Street Whether your business is located on a main street or a side street can make a

signi�cant difference to customer perception and trade. Main street locations often bene�t from stronger

visibility, higher foot tra�c, and easier recognition, while side street locations may rely more heavily on

destination tra�c, reputation, and deliberate customer choice. 

Main street versus side street
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In either case, customers must feel comfortable and safe when visiting your business. Factors such as

lighting, street activity, ease of access, and the overall feel of the area can all have a major impact on

whether people choose to stop, stay, and return.

Consider how much effort and cost will be required to attract customers to the location. Some sites

bene�t from strong passing trade and natural exposure, while others rely far more heavily on

advertising and promotion to build awareness. In today’s market, visibility is not only physical but also

digital. Your business needs to be easy to �nd on Google, especially when potential customers search

terms such as “restaurants near me” or “cafes near me.” A location that is easy to see, easy to

remember, and easy to �nd online will always give you a stronger advantage.

Visibility and Local Marketing 

Does the building conform to current council health and building ordinances?

Health requirements

The attitude of the landlord can have a signi�cant impact on your business, particularly when issues

arise that require cooperation, �exibility, or timely action. A supportive landlord can make the tenancy

much easier to manage, while a di�cult one can create unnecessary stress and disruption. 

Lease Terms and Landlord Support

The lease period must also suit your business needs, with clear options for renewal, extension, or early

termination if circumstances change. 

In addition, you need to understand all building outgoings and ongoing property-related expenses, and

most importantly, who is responsible for paying them. 
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You should also con�rm the bond required at the beginning of the lease, as this can affect your cash

�ow and startup costs.

If you are taking over an existing site, assess whether the current kitchen equipment, layout, and �t-out

suit your style of operation. If not, calculate the likely cost of upgrading or replacing equipment before

committing. 

Buying an existing business

Consider how deliveries will be received. Ideally, goods should be able to enter through a side or rear

access point rather than through the customer seating area. If not, delivery times may need to be

carefully managed to avoid disrupting service. 

Deliveries and access

Assess the overall condition of the premises, including walls, �oors, ceilings, plumbing, and general

repair. A building in poor condition can create unexpected costs and delays.

Building condition

Con�rm that all essential services are connected and suitable for your operation, including gas,

electricity, water, telephone, and internet. 

Utilities

Check whether the premises offer adequate security for your business, staff, customers, stock, and

equipment, especially after hours. 

Building security
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Consider whether the noise, cooking smells, or general activity from

your business could affect neighboring tenants or residents. Also

consider whether outside noise, odors, or surrounding activity could

negatively affect your customers’ experience. 

Noise and Odours

If the premises are in a high-rise building or strata complex, check

whether there are any restrictions on trading hours, deliveries, noise,

signage, grease traps, waste removal, or the type of food service

permitted. These restrictions can have a major impact on how you

operate. Exhaust and ventilation requirements 

Building and strata restrictions

Make sure it is practical to install an exhaust canopy, ducting, and

motor if your style of operation requires it. 

Exhaust and ventilation requirements

In some buildings, especially high-rise or strata properties, this can

be di�cult, expensive, or even impossible due to building design,

council rules, body corporate approvals, or limitations on where

ducting can be run and/or operating hours.

An average location may not automatically lead to failure, but the

right location can make a remarkable difference to day-to-day trade,

customer convenience, and long-term pro�tability. 

The overall impact of location
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Almost every successful restaurant or cafe reaches a point where

expansion starts to look attractive. If you are regularly turning

customers away because of limited seating or space, moving to a

larger premises or expanding your existing one may seem like the

obvious next step. 

Expanding your current location

However, expansion brings more than just the opportunity for extra

sales. It also brings higher ongoing costs, including rent or

mortgage payments, utilities, insurance, sta�ng, and other

operating expenses. There are also upfront costs involved in �tting

out the larger space and making it ready for use. 

Just as important are the hidden costs. During the expansion

period, your attention will be divided, productivity may fall, and

normal customer activity may be disrupted. These factors can

reduce pro�tability in the short term, even while you are investing

heavily for future growth. 

Before deciding to expand, carefully project your likely income and

expenses once the larger operation is in place. Budget for the setup

costs, allow for temporary disruption, and weigh the risks against

the potential rewards. More business does not always mean more

pro�t, so expansion should only proceed when the numbers clearly

support it.
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4. Customer Service
Many business owners begin with the belief that they will offer better food, better service, and better

value than their competitors. In reality, that is far more di�cult than it sounds. Good customer service

does not happen by accident. It requires clear standards, continual improvement, and proper staff

training. 

Your goal should be to keep improving the quality of your food presentation, taste, and service. Set

standards for your business and make sure your staff understand them. More importantly, train them

so they have the skills, con�dence, and attitude to deliver the level of service you want. If they do not

already have those skills, it is your responsibility to teach them. After all, no one has more at stake in

the success of the business than you do. 

Customers today are more informed, more selective, and less tolerant of poor service than ever

before. They expect to be treated well, served e�ciently, and made to feel that their custom is valued.

One of the greatest challenges in hospitality is to create a warm welcome without being overbearing. 
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Here is a sobering thought: market research has often shown that customers may forgive a meal they

did not particularly enjoy. They might say to themselves, “I should have ordered something else,” or

“the chef must have had a bad day.” But if they receive poor customer service, there is a strong

chance they will never return. That is why service standards matter so much. Bad service can undo all

the effort that has gone into the food, the �t-out, and the marketing. 

Customers also appreciate knowledgeable staff. Your front-of-house team should understand the

menu, the style of cooking, and the products on offer well enough to answer questions with

con�dence and make helpful recommendations. Customers like to be greeted warmly, recognised

when possible, and sincerely thanked when they leave. 

A satis�ed customer is one of the most powerful forms of advertising your business can have. A

dissatis�ed customer can do just as much damage. People judge your business by the total

experience you provide — the ambience, the attitude of your staff, the presentation and quality of the

food, and the timing of service. They quickly decide whether your restaurant or cafe offers an

experience worth repeating. 

For that reason, it is essential to listen carefully to your customers. Find out what they value most and

look for ways to give them more of it. 

Handling Complaints

No matter how well you run your business, things will occasionally go wrong. When they do, the way

you or your staff respond can determine whether a disappointed customer is lost forever or turned

into a loyal one. A complaint should be seen as an opportunity to recover the situation, show

professionalism, and rebuild trust.
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It is also important to ask customers for feedback in a thoughtful

way. The questions you ask can greatly in�uence the answers you

receive. If you always ask the same predictable questions, you may

only hear what people think you want to hear. By varying your

questions and encouraging honest responses, you are more likely to

gain useful insights into how your business is really performing.
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5. Improving your E�ciency
One of the simplest ways to increase revenue in a restaurant or cafe is to improve the way you

manage time, space, and table allocation. Better e�ciency can increase table turnover and

revenue without rushing customers or making them feel unwelcome. 

 is about understanding the many small operational improvements that can

help you serve more people more effectively. The goal is not to hurry customers out the door, but

to reduce wasted time and make better use of the space you already have. 

Capacity management

 is a major part of this. It has often been estimated that a large portion of a

customer’s time in a restaurant is spent not eating or drinking, but waiting — waiting to be seated,

waiting to order, waiting for food, waiting for plates to be cleared, or waiting to pay. Every

unnecessary delay reduces e�ciency and limits your ability to serve the next customer. 

Time management
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 is equally important. A common mistake is

poor table allocation, such as seating two people at a table

designed for four when smaller tables may be available. Over time,

these small decisions can signi�cantly reduce the number of

customers you are able to serve. It is worth reviewing your table

mix and experimenting to see whether it matches the average

group size your business actually attracts. 

Space management

 also has a direct impact on e�ciency. Understa�ng may

seem like a way to save money, but it can reduce service speed,

increase delays, and lower the number of table turns you can

achieve. In some cases, adding a food runner or support staff

member to clear tables, deliver meals, or assist during peak periods

can improve re-seating times and increase overall revenue. 

Sta�ng

By making a number of simple operational improvements, you may

be able to signi�cantly increase the maximum revenue your

business can generate.
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Assessing your E�ciency

— count the total number of seats in your

restaurant or cafe

Possible seating 

— count how many tables you haveNumber of tables 

— divide the number of seats by the number

of tables

Average table size 

 — measure this over a number of shifts by

dividing customer numbers by the number of tables served

Average party size

 — multiply the number of tables by the average

party size; this �gure is often lower than expected

Actual capacity

 — compare actual capacity to possible seating

to calculate how e�ciently your space is being used

Seating e�ciency

 — measure how long customers remain

during several shifts and identify where unnecessary delays occur

Average customer stay

 — your total opening hours for the service periodLength of shift

 — divide the length of the shift by the

average customer stay

Maximum table turns

 — multiply the number of table turns by your

actual capacity

Maximum seating

 — divide total sales by the number of customers

served; this �gure can reveal underpricing, weak selling, or service

issues

Per head spend

When you measure these factors honestly, you gain a much clearer picture

of how e�ciently your business is operating. Even modest improvements

in seating, timing, service �ow, and average spend can make a meaningful

difference to sales and pro�tability.
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6. Menu Planning
When developing your menu, key factors to consider include: 

 — understand what your target market wants and

expects

Customer needs and preferences

— the area and customer base should in�uence the style, pricing, and mix of

items you offer

Location 

 — every item should contribute appropriately to the �nancial

performance of the business

Cost and pro�tability

 — availability, quality, and seasonal variation can affect

menu planning

Food supply and seasonality

 — your menu must suit the equipment and production

capacity available

Kitchen equipment limitations

 — the menu should offer enough choice to attract interest without

becoming too large or complicated

Variety and appeal
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 — dishes should be practical to produce within the demands of servicePreparation time

— dishes should have visual appeal and re�ect the image of the businessPresentation 

— every meal should be presented and prepared to the same standard every

time

Consistency 

— what is served should match what is described on the menuAccuracy 

 — modern customers often value healthier, balanced, or dietary-

speci�c options

Nutritional considerations

 — some locations require quick service, while others allow for longer

dining experiences

Customer time factors

— the menu should work e�ciently in a real operating environment, not just

look good on paper

Functionality 

A strong menu balances customer appeal, operational practicality, and pro�tability. When done well,

it becomes one of the most valuable tools in building a successful restaurant or cafe.

Creating the right menu is one of the biggest challenges in running a restaurant or cafe. A good

menu is more than just a list of dishes. It is the foundation of your business and one of your most

powerful marketing and communication tools. 

Your menu in�uences almost every part of the operation. It affects the type of kitchen equipment

you need, the staff skills required, your purchasing methods, storage needs, food preparation

systems, and even the design and atmosphere of the business. In many ways, the long-term

success of your restaurant or cafe will depend on how well your menu suits both your concept and

your customers. 

If you are buying an existing business, the equipment already in place may in�uence the style of

food you are able to offer, at least in the beginning. Over time, you can always refurbish or upgrade

the kitchen to better suit your preferred style of service. 
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7. Menu Pricing

Good service, quality food, a clean environment - these are all goals every owner strives to

achieve. They are also the means to maintain a viable pro�t margin. Today when growing costs

and heavy overheads are eroding that margin, you should constantly look for new ways to build

pro�ts. Pricing must be right to meet the competition, satisfy the patrons and afford a reasonable

pro�t. That, after all, is the main reason for remaining in business.

Pricing the menu

Mark up is the percentage you add to your raw food cost to determine the selling price. At a

minimum you should allow for at least a 200 percent to 300 percent mark-up to maintain

pro�tability. This means at 200 percent that if your food cost is $2.00, your mark-up is $4.00 and

your sale price is $6.00. At 300 percent if your food cost is $2.00, your mark-up is $6.00 and your

sale price is $8.00. Some items, such as coffee allow for much higher mark-ups.

Mark up
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Controlling costs is equally important. Reducing waste, improving portion control, buying more

effectively, and monitoring labor e�ciency can all strengthen pro�tability without affecting the

customer experience. At the same time, price increases should not be feared if they are supported by

the value you provide. Customers are often willing to pay more when they feel the quality, service,

presentation, and overall experience justify it. 

The key to increasing prices above competitors is to give customers a better overall experience for

their money. Better service, stronger presentation, more generous perception of value, and a more

memorable experience can all justify a higher selling price. 

In the end, pro�tability is rarely improved by one big change alone. It usually comes from a

combination of tighter cost control, better pricing, stronger selling, and delivering an experience that

customers believe is worth paying for.

The key to charging higher prices is to give customers a better overall experience for their money.

People are generally willing to spend more when they believe the extra cost is justi�ed by better value.

That value may come from better service, stronger presentation, higher quality, greater comfort, or a

more memorable experience. 

How can I increase my prices above my competitors?
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Sometimes the difference can be created through small touches.

It may be as simple as serving coffee in a mug rather than a cup,

improving presentation, or creating something more personal for

regular customers. What matters is that the customer feels the

experience is worth paying extra for. 

Price, from the customer’s point of view, is always a combination

of cost and perceived value. The amount a customer is prepared

to pay depends not only on the product itself, but on the value

they believe they are receiving in return. 

In highly competitive locations, pro�t margins are often narrow

and can easily be eroded by high food costs, rising wages,

expensive rent, excessive waste, or insu�cient sales volume. For

that reason, pricing must be balanced carefully. It has to be

acceptable to the customer while still leaving a satisfactory pro�t

for the owner. 

This means controlling costs wherever it genuinely matters. Food

and labor costs should be kept as low as possible without

compromising quality or service. Waste should be minimized, and

sales volume should be improved through better merchandising,

stronger service, and consistent value-adding. In the end, the

businesses that can justify their prices while controlling their

costs are the ones most likely to remain pro�table.
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Controlling food costs begins with portion control. To manage costs accurately, food portions must

be consistent and uniform. Standard portions make it possible to calculate unit costs properly, set

selling prices with con�dence, and maintain reliable pro�t margins. 

Food Costing

Consistency in portion size also ensures that every customer is treated fairly and receives the same

value. If portions vary from plate to plate, food cost percentages can quickly increase without the

business realizing it. Careless portioning may seem minor in the moment, but over time it can have

a signi�cant negative effect on pro�tability.
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8. Food Safety & Preparation

Food safety is one of the most important responsibilities in any restaurant or cafe.

Customers rightly expect the food they are served to be safe, and the industry depends on

strong food standards to protect both public health and business reputation. A commitment

to safe food handling is not only essential for compliance, but also for the long-term

credibility and success of the business. 

Food Preparation and Safe Cooking

Before food can be cooked, it must �rst be prepared properly. Good food preparation relies

on sound systems, careful handling, and attention to detail. In most kitchens, successful

cooking is based not on shortcuts, but on common sense, discipline, and consistent

practices. 

To achieve the best results, several basic principles should always be followed:
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 — the �nished product will never be better than the ingredients you

start with

Use good quality ingredients

 — the less delay, the better the quality and

freshness

Minimize the time between preparation and service

 — correct technique is essential for both food quality and food safetyUse proper cooking methods

Good preparation and careful cooking are fundamental to delivering food that is safe, consistent, and

enjoyable for your customers.

HACCP stands for . It is a systematic approach to food

safety that focuses on preventing problems before they occur, rather than discovering them after the

fact. 

HACCP
Hazard Analysis and Critical Control Points

Customer expectations around food safety continue to rise, so HACCP should not be seen as a one-off

exercise. It is an ongoing system that should evolve as your business, equipment, processes, and

standards change. 
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The HACCP system was originally developed for the space program, where food safety

had to be guaranteed without relying on end-product testing alone. Since then, HACCP

has been adopted around the world as a practical and effective method of controlling

food safety risks and is now widely used as part of broader quality assurance programs.

In simple terms, HACCP is about identifying where serious food safety risks can occur in

your operation, monitoring those critical points closely, and taking immediate action if

something goes wrong. The seven key steps in a HACCP system are:

1.  Identify the potential hazards in your

food handling and preparation processes. These may include

microbiological, chemical, or physical risks.

Conduct a hazard analysis

2. Determine the stages in the

process where control is essential to prevent or eliminate a food

safety hazard. Common examples include sanitation, refrigeration,

cooking, and storage temperatures.

Identify the critical control points 

3. Establish the acceptable limits for each critical

control point, such as minimum cooking temperatures or maximum

refrigeration temperatures.

Set critical limits 

4. Put procedures in place to

regularly check whether these limits are being met so that

problems can be detected quickly.

Monitor the critical control points 

5.  Decide in advance what action must

be taken when monitoring shows that a critical limit has not been

met.

Establish corrective actions

�.  Regularly review and test the system

to make sure it is doing what it is intended to do.

Verify the system is working

7.  Maintain clear records so staff know what is required, results can

be tracked over time, and compliance can be demonstrated if audited.

Keep records
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9. Hygiene
Food service businesses must comply with the hygiene regulations of local councils and state

health authorities. While these requirements are generally similar from one council to another,

there may also be speci�c local rules that apply to your area. It is well worth obtaining the

relevant guidelines from your local authority and making sure you understand exactly what is

required. 

In practice, hygiene should never be treated as something you do only for inspections. It needs

to be part of the culture of the business every day. In maintaining hygiene standards, it is

always better to err on the side of cleanliness. Good sanitary practices depend on both

management and staff, and they require constant vigilance. The main points of hygiene

include:
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 should support good sanitary

practices and allow for easy cleaning 

Equipment and layout

 must be

managed to prevent spoilage and contamination

Food handling, storage, and refrigeration

 should protect food from

contamination at every stage

Food distribution and service

 should never be accepted

if they arrive at an unsafe temperature

Frozen and refrigerated goods

 must always

be cleaned to a very high standard

Dishes, glasses, utensils, and equipment

should be cleaned regularly and thoroughly

Floors, walls, ceilings, counters, tables, and chairs

 such as bands, nets, or caps are

recommended for kitchen staff

Hair coverings

 must be kept clean at all timesHands and �ngernails

 must be properly washed

between handling different foods, especially raw meats,

to prevent cross-contamination. Use colour coded

chopping boards

Knives and cutting boards

 should be cleaned regularlyExhaust hoods and �lters

While hygiene rules can be enforced through supervision and

inspections, the task becomes much easier when staff

genuinely understand the dangers of food contamination and

the importance of maintaining high standards at all times.
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10. Cash Flow and Pro�t
No matter how good your location, ambience, or menu may be, your business will not survive

unless it makes a pro�t. The purpose of being in business is to make money. Pro�t is what

ultimately rewards your effort, and cash �ow is what protects that pro�t and keeps the business

operating day to day. 

From the very beginning, you need systems in place to protect both. Small unnecessary expenses

should be kept to a minimum. Ordering needs to be well managed so that running out of items

does not lead to wasteful or unplanned spending. Major purchases should always be thought

through carefully, with a clear understanding of how they will affect the future performance of the

business. 

Pro�t is not just a �nancial result on paper. It is what keeps the business alive. Without pro�t,

there is nothing left to reinvest, nothing to protect you from setbacks, and nothing to reward the

risk you have taken as an owner. 
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Cash �ow and pro�t go hand in hand. They are two of the most

important measures in any small business. If either one is missing,

the business can quickly move into a downward spiral. A pro�table

business can still fail if cash �ow is poor, and good cash �ow means

little if the business is not making a real pro�t over time. 

That is why cash �ow, pro�t, and margins should be part of your

everyday thinking. They are not unpleasant topics to be avoided. They

are essential parts of running a successful business. Talking openly

about margins, spending, and pro�tability helps reinforce the

importance of controlling costs and keeping more money than you

spend. 

It is also worth making your staff aware of these realities from the

beginning. They may not need to know every number, but they should

understand that careless ordering, unnecessary waste, and poor cost

control all affect the pro�tability of the business. When everyone

understands that protecting pro�t is part of protecting the business,

better habits usually follow.
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11. Keeping Records
As with all matters relating to bookkeeping and record keeping, it is wise to check with your

professional accountant about the system they prefer you to use. Good records are

essential from day one. 

There are two main reasons for this. First, accurate records are the clearest way to

understand whether your business is succeeding or failing. Second, you are legally required

to keep proper records so that your business can meet its tax and GST obligations correctly

and on time. 

The best time to do the books is while the information is still fresh in your mind. If

bookkeeping is delayed until “when you have time,” it will usually end up costing you money.

Important details may be forgotten, and legitimate deductions that could have reduced your

taxable income may be missed. 
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The more self-reliant you are with your

bookkeeping, the better you will understand the

true performance of your business. While many

business owners still rely on a professional

accountant for �nal reporting and tax

lodgements, maintaining your own records

during the year gives you much greater control

and awareness. 

Today there are many software packages and

apps available to help manage bookkeeping,

expenses, payroll, invoicing, and reporting,

making it much easier than it once was for small

business owners to stay organised and up to

date.
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12. Point of Sale Systems
When I �rst wrote this book in 2001, I called this chapter Cash Registers. Back then, the cash

register was mainly there to record sales, total the bill, and tell you how much money should be in

the till at the end of the day. 

In 2026, that old-style cash register has largely been replaced by what we now call a Point of Sale

system, or POS. In many restaurants and cafes, the POS system has become the central operating

tool of the whole business. Modern systems can take orders, process payments, send orders

straight to the kitchen, manage �oor plans and table numbers, split bills, report on sales, and

connect with accounting software. Some also support handheld ordering, online ordering, and

kitchen display screens.

Used properly, a good POS system can be one of the most valuable tools in your business. The

basic systems will still do the simple things, but the more capable systems give you something

every owner needs: timely, useful information. 
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They can show you what is selling well, what is not, your busiest

trading periods, your average spend per customer, and where

mistakes or losses may be occurring. That kind of information allows

you to make better decisions about pricing, sta�ng, menu design,

and service �ow.

From a customer’s point of view, modern POS systems can also make

the dining experience smoother. Orders can be taken at the counter,

at the table, or on a handheld device and sent instantly to the kitchen.

Bills can be split by item, by seat, or evenly across the table, and

customers can pay by cash, card, contactless payment, or mobile

wallet. All of that improves convenience and reduces the chance of

confusion at the end of the meal. 

From the operator’s point of view, a detailed POS system is also a

valuable control tool. If your system shows that �fty portions were

sold, yet your stock usage suggests enough product disappeared for

seventy, then you know you have something to investigate. It may be

waste, over-portioning, incorrect keying, unrecorded staff meals, or

something more serious. The point is not to jump to conclusions, but

to use the information to ask the right questions early. Some systems

also help with inventory tracking and can even update menus when

items sell out. 

Another major advantage today is integration. Many modern

hospitality POS systems can connect directly to accounting platforms

such as MYOB and Xero. That reduces double handling, improves

reporting, and can make tasks such as reconciliation, tax recording,

and bookkeeping much more e�cient. For busy owners, this can save

both time and money. 
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Cloud-based systems have changed the game again. You no longer need 

be standing in the restaurant to know what is happening.

Many systems now allow you to monitor sales, reports, and activity

remotely, which is especially helpful if you own more than one site

or if you are not always on the �oor yourself.

That does not mean every business needs the biggest or most

expensive system. A small cafe may only need something simple,

reliable, and easy for staff to use. A larger or more complex

operation may bene�t from handheld ordering, kitchen display

systems, advanced reporting, and deeper integration with stock and

accounting tools. The important thing is to choose a system that

suits your style of business and helps you run it better.

I am still strongly in favour of detailed POS systems, just as I was in

favour of detailed cash registers all those years ago. I like getting

my good news and bad news quickly, and I like being able to

analyse a business from more than one angle. In hospitality, where

margins can be tight and small mistakes add up quickly, that kind of

information is not just useful. it is essential.
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13. Marketing
That is why visibility matters so much. It starts with your premises. Good signage, an

attractive frontage, and a business that looks welcoming from the outside will always help

attract customers. But today, visibility also means being found online. When people search for

“cafes near me,” “restaurants near me,” or for a particular type of food in your area, your

business needs to appear clearly and accurately. Your Google listing, your website, your menu,

your opening hours, your reviews, and your photos all now form part of your marketing whether

you pay attention to them or not. 

This now goes one step further. People are increasingly using AI-powered search tools as well

as Google and Maps to decide where to eat. That means your business needs to be easy to

understand online. Your website should clearly state who you are, what type of food you offer,

where you are located, your trading hours, and how people can book or order. The easier it is

for search engines, map services, and AI tools to understand your business, the easier it is for

customers to �nd you. 
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Social media has also become an important part

of hospitality marketing. Good food photography,

short videos, updates, specials, and behind-the-

scenes content can all help build awareness and

keep your business top of mind. Used properly,

social media allows you to show not only what

you sell, but also the style, personality, and

atmosphere of your business. 

A good website is equally important. It does

not need to be complicated, but it should be

easy to use, easy to read, and easy to view on

a mobile phone.

A good website is equally important. It does not need to be complicated, but it should be easy to use,

easy to read, and easy to view on a mobile phone. Customers should be able to �nd your menu, your

location, your contact details, your opening hours, and any ordering or booking options without

di�culty.

There are many ways to market your business. In fact, in 2026 there are more ways than ever before.

With so many choices of where people can eat, drink, order, and meet, how you market your restaurant

or cafe will have a direct impact on your success.



Restaurant & Cafe Success - a comprehensive guide

46

Signs and street presence

Sidewalk blackboards

Business cards and �yers

Local advertising

Your own website

Food guides and local directories

In our own restaurant, we printed lea�ets of our weekly menu and hand delivered them to local

business houses. By doing that, I became so well known in the area that many of those businesses

allowed me to pin the menu to their notice boards. At the time there were 51 other restaurants in

Crows Nest, all chasing the same business lunch market, so every little bit extra helped. The cost was

low and the results were almost immediate.

The method may have changed, but the principle has not. Today that same local marketing may be

done through local Facebook groups, email offers, nearby o�ce promotions, partnerships with

surrounding businesses, community sponsorships, or online posts targeted to people in your suburb.

The goal is still the same — to become known in your local area and to give people a reason to choose

you.

I also learned another lesson about marketing from a simple customer request.

One night at about 9.30 pm a customer approached us hoping we would still serve dinner. Many of the

other restaurants had already closed their kitchens for meals and were only serving desserts. As we

were the owners, we had no problem with the request, and before long it became part of our

marketing strategy.
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Crows Nest had a large number of �lm production companies nearby.

Before long we were regularly feeding between 20 and 40 people after

9.30 pm, many of them from the �lm industry. They appreciated the fact

that we were still serving proper meals when others were not. It was a

simple example of �nding a need in the market and responding to it.

That, in many ways, is what good marketing really is. It is not always about

spending more money. Often it is about noticing opportunities,

understanding your customers better, and giving them something they

value.

Whatever strategies you use, you must monitor the results. If a particular

strategy is working, do more of it. If it is not working, stop doing it and �nd

something else that will work better for your business.

Marketing is not a one-off activity. It is an ongoing part of running a

successful restaurant or cafe. It is the process of making sure the right

people know who you are, what you offer, why they should visit, and why

they should come back.

In the end, your best marketing will always be a combination of visibility,

consistency, reputation, and customer satisfaction. A happy customer is

still your best advertisement. The difference today is that they can

recommend you not only to their friends, but to hundreds or even

thousands of people online.
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14. Sta�
Staff can be your greatest asset or your biggest nightmare. In a small business, the quality,

attitude, and reliability of your staff will have a direct effect on the success of your restaurant or

cafe. In many ways, the strength of your staff comes back to the strength of your management.

As owner or manager, one of your most important jobs is to attract, select, train, and keep the

right people.

Finding good staff has never been easy, and in recent years it has become even more challenging.

That makes it more important than ever to be organised and deliberate in the way you recruit. A

well-written job advertisement, placed in the right location, will always attract better applicants

than a rushed or unclear one. 
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Years ago that may have meant the local paper. Today it is more likely to mean online job

platforms, social media, local networks, and industry contacts. Whatever method you use, the

principle remains the same: the better your ad, the better your chance of attracting professional

and suitable staff.

When applicants respond, it is important to have a simple and consistent process. Application

forms, resumes, references, and notes from phone conversations and interviews all help you

compare people more fairly and make better decisions. It also pays to think carefully in

advance about the role itself, the hours required, the pay structure, and the type of person most

likely to succeed in the position.

Interviewing is an important skill in itself. Try to ask questions that go beyond simple yes or no

answers. You are not just looking for experience. You are looking for attitude, reliability,

communication skills, and whether the person is likely to �t the style and culture of your

business. In hospitality, skill can often be taught more easily than attitude.

Once you have chosen the right person, make the offer clearly and professionally. Con�rm the

role, pay, hours, conditions, and starting date, and make sure all required paperwork is

completed properly from the outset. It is much easier to start well than to �x confusion later.

Training is one of the best investments you can make in your business. Never assume that new

staff know exactly what to do, even if they have worked elsewhere before. Every business has

its own systems, standards, pace, and expectations. New staff should be shown how your

business operates, introduced properly to the team, and trained in the standards you expect. In

my experience, it is always better to have staff over-trained than under-trained.
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This is particularly important in hospitality because customers notice everything. They notice whether

staff are friendly, e�cient, well presented, and con�dent. They notice whether orders are taken

properly, whether questions can be answered, and whether problems are handled calmly. Poor staff

habits can undo a great deal of the hard work you have put into your food, service, and presentation.

Grooming and personal hygiene are also essential. Clear standards should be set for appearance,

cleanliness, uniforms, and personal presentation. Nothing turns customers away more quickly than

poor grooming or careless hygiene in a food business.

As your business grows, it becomes even more important to put staff systems in writing. Larger

venues have long understood the value of staff manuals, written procedures, and clearly documented

policies. These may cover matters such as appearance, punctuality, breaks, communication, conduct,

workplace behavior, food and drink policies, use of phones and technology, leave, safety, complaints,

and disciplinary procedures. In a modern business, they may also include social media use, privacy,

con�dentiality, and digital systems.

The reason this matters is simple: staff perform better when they know exactly what is expected of

them. Clear systems reduce confusion, improve consistency, and make management easier. They also

help protect the business when problems arise.

Good staff do not happen by accident. They come from good hiring, good training, clear expectations,

and consistent management. If you want your staff to represent your business well, then you must

give them the guidance, support, and structure to do so.
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In the end, the staff you build will often re�ect the business you build. If you lead well, train

well, and set the right standards, your staff can become one of the strongest advantages your

business has.

Consistency is one of the most important qualities of good management. As an owner or

manager, your decisions need to be fair, steady, and consistent. Consistency creates

con�dence in the workplace and helps build a more settled and positive team culture. Where

possible, systems should be put in place so that this consistency happens automatically, even

when you are not there.

This is another reason why a clear staff manual and written procedures can be of great value

to your business. They help ensure that standards are maintained, expectations are

understood, and decisions are not made differently from one day to the next.
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15. Management
How you manage will have a great in�uence on the success of your business.

Good management is not just about giving instructions or making sure the work gets done. It is about

leadership, consistency, judgement, and creating an environment where people know what is expected

and are able to perform at their best. In a restaurant or cafe, where the pace can be fast and the pressure

constant, good management can make the difference between a business that runs smoothly and one

that always feels di�cult.

Leadership involves being successful in two main areas: knowing where you are going and knowing how

to work with people.

Leadership

There are many similarities between effective leadership and good coaching. A good coach looks for the

strengths of the people in their care, then works to build on those strengths while also improving

weaknesses. 
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Just as importantly, leaders lead by example.

If you want your staff to be punctual, calm, polite, hardworking, and well presented, then you must

show those qualities yourself. Staff notice more than owners often realise. They notice how you speak

to customers, how you handle pressure, how you deal with mistakes, and how you treat people when

things go wrong. In time, much of that behavior will be copied.

To be truly effective as a leader, you need to earn the respect and loyalty of your staff. Some of the

best ways to do that are simple:

Provide training and encouragement

Put on extra staff when the workload demands it

Provide the best equipment you reasonably can

Look for ways to support your staff yourself

Create the best working environment possible

Maintain a positive attitude

Recognise the skills your staff have and encourage them to improve further

Teach whenever you have the opportunity to teach. Give genuine praise when you see something done

well. Never criticise staff in public, and if correction is needed in private, handle it with respect. People

respond better when they know that you see both what they are doing right and what needs improving.

A good manager should do the same. You need to understand the abilities of your staff, help them

grow, and put them in the best position to succeed.
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Consistency is also one of the most important qualities of good management. Your decisions need to

be fair, steady, and consistent. Consistency builds trust and creates a happier workplace. If staff know

that standards are clear and that situations will be handled in a predictable and reasonable way, they

are far more likely to perform well and work together effectively.

The way you handle staff disputes, customer complaints, daily pressure, and ordinary business

decisions will all help set the tone of the workplace. Pride in what you do always shows, and a calm,

con�dent, positive manner is often re�ected by the rest of the team. Customers notice this as well.

They feel more comfortable in a business that is well run, well led, and settled in its atmosphere.

One of the great strengths of successful hospitality businesses is that they do not leave everything to

memory, instinct, or chance. They rely on systems.

Operating Systems

This is one of the reasons franchise businesses have often performed more consistently than

independent operators. From the beginning, they work from a proven system. They train people in that

system, document it clearly, and repeat it over and over again. That consistency gives them a major

advantage.

Independent businesses can learn a lot from that approach.

Too many small business owners run their restaurant or cafe with everything in their own head. They

know how things should be done, but nothing is written down, nothing is structured, and too much

depends on the owner being there all the time. That may work for a while, but it limits growth, creates

inconsistency, and makes the business harder to manage and harder to sell.
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An operating system does not have to be complicated, but it does need to be clear. It should set

out how the important parts of the business are meant to run so that staff can follow them and

standards can be maintained, even in your absence.

A restaurant or cafe operating system may include:

Staff costing and staff management systems

Cost control and �nancial management systems

Cleaning and hygiene systems

Ordering, receiving, and stock control procedures

Training systems and checklists

Function and event procedures

Bar systems, where relevant

Front-of-house management and administration

Customer service standards

POS and payment systems

Marketing systems

Opening and closing procedures

The reason systems matter is simple. They make good performance repeatable. They reduce

confusion, improve consistency, save time, and make training easier. They also allow the

business to become less dependent on one person.

Many business owners know they should create better systems, but when faced with the

choice between spending the time to build them or just getting through another busy week, they

put it off. That is understandable, but it is also one of the reasons so many businesses remain

harder to run than they need to be. Investing time in developing operating systems for your

business is not a luxury. It is one of the smartest things you can do. In fact, the long-term

success of your business may depend on it.
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16. Franchising
For many �rst-time business owners, franchising can seem like an attractive way into the restaurant and

cafe industry.

This is often because they may have people skills, some hospitality knowledge, or a strong desire to work

for themselves, but they do not yet know how to run a business properly. Others may arrive at franchising

after losing a job or deciding they no longer want to work for someone else. Instead of seeking another

position, they use their payout or savings to buy into a franchise, believing that the support of an

established brand will improve their chances of success.

That thinking is understandable.

A good franchise can provide a recognised name, a proven business model, training, operating systems,

and marketing support. For someone with limited business experience, that structure can be very

appealing. It can remove some of the guesswork and provide a clearer path than starting completely from

scratch.
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It is also true that franchise businesses have often performed strongly during di�cult economic

times. When people feel uncertain, many are drawn to models that appear safer, more structured, and

better supported.

However, do not make the mistake of believing that a franchise is easy.

Running a franchise is still hard work. In many cases it is far more demanding than an ordinary job. It

requires long hours, discipline, attention to detail, and a very strong work ethic. Some people are

attracted to franchising because they think it offers a shortcut to success — that if they simply follow

the system, success will automatically follow. That is not always the case.

A strong brand name and a proven business model can improve your chances, but they cannot make

up for poor management, weak decision-making, lack of effort, or unsuitable ownership. The franchise

may provide the map, but you still have to drive the business well.

There are many reasons why people choose a franchise.

The Advantages

Like independent operators, many franchise owners are not trying to become millionaires overnight.

Often they simply want to become their own boss, build an income, and create something stable

within their local community.

Some of the main advantages of a franchise include:
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An established business system

Brand recognition and customer familiarity

Product acceptance in the market Initial training and support

Ongoing marketing assistance

More structured operating procedures

A model that has already been tested

For someone who lacks strong business experience, these bene�ts can be very valuable. A

franchise can provide a level of con�dence and direction that many new operators would

otherwise struggle to create on their own.

Of course, those bene�ts come at a price.

The Disadvantages

Franchisees usually pay an upfront fee for the right to operate under the brand, along with

ongoing fees for marketing, advertising, systems, and support. In addition, there may be

continuing royalty payments or other required costs built into the agreement.

You also give up a degree of freedom.

Some franchises are more �exible than others, but in general you are expected to follow the

franchisor’s way of doing things. That may include menu, pricing, suppliers, �t-out, systems,

promotions, and day-to-day procedures. For some people that structure is reassuring. For others

it can feel restrictive.
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If you are highly creative, strongly entrepreneurial, or someone who wants the freedom to adapt

quickly to your own ideas and local market, a franchise may not suit you. One of the great

attractions of an independent business is that it can evolve over time based on your own judgement

and your customers’ needs. A franchise will usually limit that freedom.

Anyone considering a franchise should do their homework very carefully before committing.

Do Your Homework

At a minimum, you should:

Have the franchise agreement reviewed by a solicitor who understands franchising

Make sure you fully understand all of the costs, obligations, restrictions, and risks involved

Speak to current franchise operators and ask for honest opinions

Try to �nd former operators as well, especially those who have sold or left the system

Research the market carefully to test whether the business suits the area and customer base

Ask questions about rent, outgoings, territory protection, supply arrangements, and ongoing

fees

Consider whether the franchisor’s systems, culture, and expectations genuinely suit you
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Shopping centers and landlords often like recognised brands, so

there may at times be advantages in negotiating rent or lease

terms with a known franchise concept. Even so, never let the

brand name alone make the decision for you.

A franchise may improve your chances of success, but it does

not remove the need for good judgement, hard work, and careful

research. In the end, the best franchise for one person may be

completely wrong for another. Franchising can be an excellent

pathway into business for the right person, but only if entered

into with open eyes, realistic expectations, and a full

understanding of both the opportunities and the limitations.
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17. Selling your Business
 Starting a small business is one of the hardest things you will ever do. However, in many ways,

selling that business can be even harder. If you expect to one day sell your restaurant or cafe, then

you should begin building it for sale from the very start. Too many owners only think about selling

when they are tired, under pressure, or ready to move on. By then, it is often too late to �x the

things that would have made the business more attractive to a buyer.

So who would want to buy your restaurant or cafe?

There are many reasons people buy businesses, but making an income would have to be high on

the list. A pro�table business will always attract more interest and usually command a better price

than one that is struggling. Buyers may also be attracted by growth potential, a good location,

quality equipment, an established customer base, or the reputation of the business. But as a

general rule, the more pro�table and better organised your business is, the more valuable it

becomes.
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Another very important issue is this: how well does the business operate without you?

Potential buyers will quickly recognise whether they are buying a genuine business or simply buying

themselves a job. If the whole operation depends on the current owner being there every day to solve

problems, manage staff, deal with customers, and keep the place running, then the business is far

less attractive. What the buyer is really taking on in that situation is a job with overheads, risks, and

capital tied up in equipment and stock.

That is why systems are so important.

A business that can run smoothly whether you are there or not is always more appealing. Staff

systems, operating procedures, kitchen systems, training manuals, checklists, and written processes

all add real value. They show that the business is organised, repeatable, and less dependent on one

person. They also give a buyer con�dence that they can take over and continue operating

successfully.

Many restaurants and cafes fail to sell for the price the owner believes they are worth because the

business is too dependent on the owner, too poorly documented, or too di�cult for someone else to

step into. On the other hand, a well-run business with clear systems in place has a much better

chance of selling well and selling faster.

If you want the best possible sale result, build a business that is attractive from a buyer’s point of

view. That means:
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a history of pro�t

reliable records

clear systems and procedures

trained staff

good equipment and presentation

a solid reputation

and a business model that does not rely entirely on you

When we sold our own restaurant, we �rst approached a business

broker who gave us a valuation based on his experience. In the end,

we placed an advertisement in the paper ourselves, sold it to the �rst

caller, achieved more than double the broker’s valuation, and the

buyers even took over the existing equipment leases.

The lesson I took from that experience was a simple one: choose

your advisors carefully.

There is nothing wrong with using brokers, accountants, or other

advisors, but never forget that it is your business, your years of work,

and your future at stake. Listen carefully, ask questions, and make

sure the advice you receive genuinely serves your interests.

In the end, the best way to sell your business well is to build it well in

the �rst place.
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18. Business Pitfalls
There is probably no business on earth that is taken more for granted, or looks easier from the

outside, than the restaurant or cafe business. To many people it appears simple: serve good food,

smile at customers, and the money should follow. The reality is very different.

Hospitality can be one of the most rewarding businesses you will ever be involved in, but it can also

be one of the most demanding.

It calls for long hours, close attention to detail, sound management, �nancial discipline, people

skills, and the ability to perform consistently under pressure. That is why so many businesses in

this industry struggle, and why so many owners underestimate what is really involved.

Approached properly, the food service industry can provide a very good living and a great deal of

personal satisfaction. 
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Over the years I have met people from all

sorts of backgrounds who have gone on to run

successful food businesses — accountants

running pubs, technicians operating

delicatessens, quali�ed chefs building strong

restaurants, and people with no obvious

hospitality background at all who learned the

business and did very well.

I have also seen the opposite.

I have seen people with industry experience,

technical skill, and good intentions fail

because they underestimated the

management side of the business, ran out of

money, chose the wrong location, or simply

did not understand what was really required to

succeed.

Failure in this industry can usually be traced back to a number of common causes.

One of the most frequent causes of failure is poor management. You may have enough money to get

started, but if you do not know how to manage staff, control costs, monitor performance, and make

good business decisions, that money can disappear very quickly.

Lack of management know-how
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Some people enter the industry with little or no real food experience. They rely heavily on staff

and allow themselves to be guided by others without fully understanding what is happening in the

kitchen or on the �oor. When the long hours, pressure, and �nancial demands begin to build, they

become discouraged and often exit the business at a loss. Food knowledge comes through

experience, observation, and genuine understanding. Sometimes it is far wiser to learn in

someone else’s business �rst than to risk large amounts of money discovering too late that the

industry does not suit you.

Inadequate food knowledge

Many businesses are started or purchased without enough working capital. Owners spend most

of their available funds on �t-out, equipment, and setup costs, leaving little or no reserve for the

unexpected. Then, when sales are slower than hoped, equipment breaks down, or bills arrive

sooner than expected, the pressure becomes immediate. Even successful businesses can get

into trouble if they expand too quickly without properly budgeting for the effect on cash �ow.

Insu�cient working capital
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Other common reasons food businesses fail include:

1. — the site does not attract enough of the right customersPoor location 

2. — customers will not return if the food disappointsPoor food quality 

3. — even good food can be undone by poor serviceSlow or faulty service 

4. — lack of cleanliness is often the result of negligence, weak systems, or

poor training

Unsanitary conditions 

5. — poor planning, lack of variety, or lack of imagination can reduce customer

interest

Uninspiring menus 

�. — prices may be too high for the market, or too low to leave a proper pro�tIncorrect pricing 

7. — fatigue can wear owners down and lead to poor

decisions

Stress caused by long trading hours 

�. — presentation matters, both inside and outAn unattractive business 

9. — too many businesses assume customers will simply appearInadequate promotion 

10. — excessive occupancy costs can cripple an otherwise good businessRent that is too high 

The important thing to understand is that most business failures do not happen because of one single

dramatic mistake. More often, they happen because a number of smaller weaknesses are ignored for

too long. A poor location, weak systems, thin margins, staff problems, poor marketing, and lack of

cash reserves may each seem manageable on their own, but together they can quickly overwhelm the

business.

The good news is that most of these pitfalls can be reduced or avoided through better planning, better

systems, better training, and a more realistic understanding of the industry.

Hospitality is not easy, but it is not impossible either. The owners who succeed are usually the ones

who respect the di�culty of the business, prepare properly, keep learning, and never lose sight of the

fact that a restaurant or cafe must be run as a business �rst, and a passion second.
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19. Useful Links

Government departments

Department of Employment and Workplace

Relations

https://www.dewr.gov.au/

Work health and safety

https://business.gov.au/risk-

management/health-and-safety/work-health-

and-safety

Australian Tax O�ce

https://www.ato.gov.au/

National Training Register 

https://training.gov.au/

Australian Business Register

https://www.abr.gov.au/

https://app.designrr.io/app
https://app.designrr.io/app
https://www.dewr.gov.au/
https://www.dewr.gov.au/
https://business.gov.au/risk-management/health-and-safety/work-health-and-safety
https://business.gov.au/risk-management/health-and-safety/work-health-and-safety
https://business.gov.au/risk-management/health-and-safety/work-health-and-safety
https://www.ato.gov.au/
https://training.gov.au/
https://www.abr.gov.au/
https://www.abr.gov.au/
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Commercial kitchen equipment suppliers

Sydney Commercial Kitchens

https://www.sydneycommercialkitchens.com.au/

Food service information

National Code for the Construction & Fitout of Food Premises

AS4674-2004Design, construction and �t-out of a food premises

Food Standards Australia New Zealand

https://www.foodstanda ds.gov.aur

Restaurant & Catering Australia

https://www.rca.asn.au/

Accounting Software

MYOB

https://www.myob.com/au

Xero

https://www.xero.com/au

https://www.sydneycommercialkitchens.com.au/
https://app.designrr.io/projectHtml/2774077?token=c0423d19e880d75621d4b0cf5f5b0d67&embed_fonts=&mode=basic
https://www.foodstandards.gov.au/
https://www.foodstandards.gov.au/
https://www.rca.asn.au/
https://www.myob.com/au
https://www.xero.com/au
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20. Conclusion
I hope you have found this book both practical and worthwhile. 

Hospitality can be a demanding industry, but it can also be one of the

most rewarding. Over my 50 years in hospitality businesses, I have

learned that success rarely comes from one big decision alone. More

often, it comes from doing many small things well, consistently, and

with care.

This book has been written to share some of those lessons, not as

the �nal word, but as a guide built on experience, observation, and a

genuine desire to help others improve their chances of success. 

Like the industry itself, this book will continue to evolve. As business

conditions change and new ideas emerge, there will always be

opportunities to re�ne, improve, and update what is here. 

If you have found value in these pages, I hope you will pass the book

on to someone else who may also bene�t from it.

Most of all, I hope it encourages you to keep learning, keep improving,

and keep building a business that is not only pro�table, but

something you can also be proud of. Thank you for taking the time to

read it.

Neil Willis




