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Copyright / Disclaimer
Copyright © 2026 Thomas Butler
All rights reserved.
No part of this workbook may be reproduced, distributed, copied, sold, stored, or transmitted in any form without written 
permission from the author, except for brief quotations used in reviews or educational discussion.
This workbook is designed for educational, operational planning, restaurant management support, and internal business 
organization purposes. It is not legal, financial, accounting, tax, food safety certification, health department, employment 
law, insurance, or compliance advice.
Restaurant owners, general managers, kitchen managers, chefs, assistant managers, bar managers, prep leads, and shift 
leaders should always follow federal, state, and local laws, health department requirements, food safety rules, alcohol 
service rules, company policies, supplier agreements, insurance requirements, and professional guidance specific to their 
business.
The forms, checklists, worksheets, logs, and templates in this workbook are intended to help restaurant managers create 
stronger systems for food cost control, inventory tracking, waste reduction, prep planning, ordering discipline, portion 
control, storage organization, and manager accountability.
Each restaurant should customize these tools to match its own menu, recipes, portion standards, supplier process, ordering 
schedule, storage layout, POS system, inventory system, food safety standards, staffing structure, and ownership 
expectations.
The author and publisher assume no responsibility for the way individual restaurants customize, apply, enforce, or fail to 
enforce these materials.
Printed in the United States of America.
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INTRODUCTION
Food cost is one of the most important controllable expenses in a restaurant.
When food cost is controlled, the restaurant has a better chance to protect profit, keep pricing stable, reduce waste, 
improve ordering decisions, and hold managers accountable for daily decisions.
When food cost is not controlled, the problems usually do not appear all at once.
They show up slowly.
A cook over-portions an expensive item.
A prep cook makes too much product.
A manager orders without checking what is already in the building.
Product expires in the walk-in because no one rotated it correctly.
A case is received but never checked against the invoice.
Employees throw food away without writing it down.
A recipe changes during the shift because someone is guessing.
A high-cost ingredient is used carelessly because no one explained its impact.
Each mistake may seem small by itself.
Together, those mistakes can cost the restaurant thousands of dollars over time.
Food cost control is not just about counting inventory.
It is a system.
A restaurant needs clear ordering habits, accurate receiving, strong storage organization, correct labeling, proper rotation, 
realistic prep planning, recipe discipline, portion control, waste tracking, manager review, and employee accountability.
This workbook was created to help restaurant managers build that system.
The Food Cost, Waste & Inventory Control Workbook is a practical tool for full-service restaurants, casual dining 
restaurants, bar and grill operations, steakhouses, independent restaurants, family restaurants, and restaurant teams that 
need stronger control over food cost, waste, inventory, prep, ordering, and product accountability.
This is not a theory book.
This is a working workbook.
Inside this workbook, managers will find checklists, trackers, review pages, logs, training forms, par level builders, 
inventory sheets, waste review tools, ordering worksheets, prep planning pages, portion control audits, and manager 
accountability forms.

The goal is simple:
Know what is in the building.
Know what is being ordered.
Know what is being wasted.
Know what is being overproduced.
Know what is being underused.
Know what is being over-portioned.
Know what needs manager follow-up.
Food cost does not improve because managers hope it improves.
Food cost improves when managers track the right things, review the right patterns, train the right standards, and follow 
up consistently.
A restaurant cannot control what it does not measure.
This workbook gives managers a place to start.
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HOW TO USE THIS WORKBOOK
This workbook is designed for restaurant owners, general managers, assistant managers, kitchen managers, chefs, prep 
leads, bar managers, inventory managers, and shift leaders who are responsible for food cost, waste, ordering, prep 
planning, storage, inventory, or product control.

It can be used in several ways:

To build a weekly inventory system

To create stronger ordering routines

To reduce food waste

To track spoilage and expired product

To improve prep planning

To control portion sizes

To train employees on food cost awareness

To review high-cost ingredients

To identify overproduction and underproduction

To hold managers accountable for food cost decisions
This workbook should not sit in an office unused.
It should be used during inventory, ordering, receiving, prep planning, kitchen meetings, manager reviews, food cost 
follow-up, employee coaching, and weekly operations planning.
Food cost control is not one task.
It is a routine.
A restaurant should use this workbook weekly to review inventory, ordering, prep, waste, portion control, and product 
movement.

For best results, use this workbook in this order:
Start with the food cost foundation pages.
Set up inventory categories and storage areas.
Build the inventory count system.
Create par levels for major products.
Review ordering habits.
Track waste every day.
Review portion control for high-cost items.
Use prep planning pages before production begins.
Audit storage, labeling, and rotation.
Review results weekly with managers.

Do not try to fix every food cost problem at once.
Start with the biggest leak.
That may be over-ordering.
It may be waste.
It may be poor prep planning.
It may be over-portioning.
It may be untracked remakes.
It may be expired product.
It may be managers ordering without accurate counts.
Once the biggest issue is visible, the manager can assign action, set a deadline, train the team, and follow up.
The purpose of this workbook is not paperwork.
The purpose is control.
Food cost control becomes stronger when the restaurant can answer these questions:
What did we buy?
What did we use?
What did we waste?
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What did we prep?
What did we throw away?
What did we overproduce?
What did we run out of?
What did we count incorrectly?
What did managers fail to review?
When those questions are answered consistently, the restaurant becomes easier to manage.
Clear numbers create better decisions.
Better decisions protect profit.
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PART 1
FOOD COST CONTROL FOUNDATIONS

WHY FOOD COST GETS OUT OF CONTROL
Food cost usually gets out of control because small daily habits are not being tracked.
Most restaurants do not lose control of food cost from one single mistake.
They lose control because the same small mistakes happen again and again.
A manager orders too much product because the walk-in was not counted.
A cook uses a bigger portion than the recipe allows.
A prep employee makes a full batch when a half batch was enough.
A case of product gets pushed behind newer product and expires.
A server rings in the wrong item and the kitchen remakes food.
A bartender or cook gives away product without documentation.
A food item is returned by a guest but never logged.
A manager sees waste but does not ask why it happened.
A product is low, so someone places an emergency order at a higher cost.
A supplier invoice changes, but no one checks the price.
A restaurant cannot fix food cost only by telling employees to “waste less.”
Waste less is not a system.
Order better is not a system.
Watch portions is not a system.
A system gives managers a way to see what is happening.
Food cost problems usually come from one or more of these areas:
Poor inventory counts
Weak ordering habits
No par levels
No waste log
No portion standards
Poor recipe training
Overproduction
Expired product
Poor storage rotation
Unclear receiving process
No manager follow-up
No employee accountability
The first step is not blame.
The first step is visibility.
Managers need to know where the loss is coming from before they can correct it.
A restaurant may believe its biggest problem is high supplier pricing, but the real problem may be overproduction.
Another restaurant may believe its biggest problem is waste, but the real problem may be incorrect ordering.
Another restaurant may believe employees are careless, but the real problem may be that portion tools were never 
assigned or recipe standards were never trained.
Food cost control starts when the restaurant stops guessing.
The manager’s job is to identify the leak, document the pattern, train the correction, and follow up until the standard 
improves.

Food Cost Problem Review
Date: ______________________
Manager Name: ______________________
Restaurant / Location: ______________________
Department: ______________________
Use this worksheet to identify where food cost may currently be getting out of control.

What food items seem to be wasted most often?

----------------------
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----------------------

What items are most often overproduced?

----------------------

----------------------

What items does the restaurant run out of too often?

----------------------

----------------------

What products are most often found expired, spoiled, or unusable?

----------------------

----------------------

What high-cost ingredients need tighter portion control?

----------------------

----------------------

What items are ordered too heavily?

----------------------

----------------------

What items are ordered too late or too lightly?

----------------------

----------------------

What storage area creates the most inventory problems?
 Walk-in cooler□
 Walk-in freezer□
 Dry storage□
 Bar storage□
 Prep area□
 Cook line□
 Server station□
 Other: ______________________□
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Notes:

----------------------

----------------------

What food cost problem does management correct repeatedly?

----------------------

----------------------

What is the first food cost issue that should be reviewed?

----------------------

----------------------

Why this issue matters:

----------------------

----------------------

Person Responsible: ______________________
Target Completion Date: ______________________
Manager Signature: _____________________

THE DIFFERENCE BETWEEN SALES, COST, WASTE, AND PROFIT
Food cost control becomes easier when managers understand the difference between sales, cost, waste, and profit.
These words are often used together, but they do not mean the same thing.
Sales are the dollars the restaurant brings in from guests.
Cost is the money spent to buy the food, ingredients, supplies, and products needed to produce those sales.
Waste is product the restaurant paid for but did not turn into profitable sales.
Profit is what remains after costs are controlled and the restaurant protects enough margin to stay healthy.
A restaurant can have strong sales and still lose profit if food cost is uncontrolled.
High sales do not automatically mean strong performance.
A busy restaurant can still waste too much product, over-order, over-prep, over-portion, miss invoice changes, throw away 
expired food, remake too many items, or give away food without tracking it.
That is why managers must look beyond sales.

Sales answer one question:
How much money did guests spend?

Food cost answers a different question:
How much did it cost the restaurant to produce those sales?

Waste answers another question:
How much product did the restaurant pay for but fail to use correctly?
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Profit answers the most important question:
After the restaurant served guests and paid its costs, what was actually protected?
A manager who only watches sales may miss the bigger problem.
For example, a restaurant may sell a large number of steaks on a weekend.
That sounds good.
But if cooks over-portion sides, trim product poorly, remake plates, throw away unused prep, and fail to track waste, the 
profit from those steak sales may be much lower than expected.
Another restaurant may have average sales but excellent portion control, tight prep, accurate ordering, low waste, and 
strong inventory review.
That restaurant may protect better profit than a busier restaurant with weaker systems.
Food cost control is not about being cheap.
It is about making sure paid product is used correctly.
Guests should still receive good portions, quality food, and a strong experience.
The goal is not to take value away from the guest.
The goal is to stop losing money through avoidable mistakes.
A manager should review food cost decisions with this mindset:
Did we buy the right amount?
Did we receive what we paid for?
Did we store it correctly?
Did we rotate it correctly?
Did we prep the right amount?
Did we portion it correctly?
Did we sell it before it spoiled?
Did we track what was wasted?
Did we learn from the waste?
Did we follow up with the team?
Food cost control is not one number.
It is the result of many daily decisions.
When managers understand the difference between sales, cost, waste, and profit, they can make better decisions before the 
damage grows.

Sales, Cost, Waste, and Profit Review
Date: ______________________
Manager Name: ______________________
Restaurant / Location: ______________________

Review Period:
 Daily□
 Weekly□
 Monthly□
 Other: ______________________□

Use this worksheet to help managers understand what is happening behind the food cost numbers.
What were the strongest sales items during this review period?

----------------------

----------------------

Did strong sales create any product shortages?
 Yes□
 No□
 Not sure□

If yes, what ran low or ran out?

----------------------
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----------------------

Did strong sales create any overproduction or waste?
 Yes□
 No□
 Not sure□

If yes, what was wasted?

----------------------

----------------------

What high-cost products were used during this period?

----------------------

----------------------

Were any high-cost products over-portioned, over-prepped, wasted, spoiled, or remade?
 Yes□
 No□
 Not sure□

Notes:

----------------------

----------------------

What product was purchased but not used efficiently?

----------------------

----------------------

What product was thrown away, remade, spoiled, or returned?

----------------------

----------------------

What product sold well and should be watched closely next week?

----------------------

----------------------

What product did not sell as expected?

----------------------


