






PRACTICAL TOOL #1

Find the Waste Before You Fix It
Look beyond the trash can: food, labor, time, capacity and missed opportunity.

Walk the operation during prep, service and close. Mark each pattern as NO ISSUE, WATCH or PRIORITY.

FOOD

Overproduction / excess prep ■ N   ■ W   ■ P

Inconsistent portions ■ N   ■ W   ■ P

Spoilage / expired ingredients ■ N   ■ W   ■ P

Single-use ingredients ■ N   ■ W   ■ P

Remakes / returns ■ N   ■ W   ■ P

Poor labeling / rotation ■ N   ■ W   ■ P

LABOR & TALENT

Unclear ownership ■ N   ■ W   ■ P

Duplicated work ■ N   ■ W   ■ P

Waiting for product / equipment ■ N   ■ W   ■ P

Prep at the wrong time ■ N   ■ W   ■ P

Frequent rework ■ N   ■ W   ■ P

Training gaps ■ N   ■ W   ■ P

TIME & CAPACITY

Prep bottlenecks ■ N   ■ W   ■ P

Poor sequencing ■ N   ■ W   ■ P

Idle equipment / capacity ■ N   ■ W   ■ P

Too many items at one station ■ N   ■ W   ■ P

Unplanned downtime ■ N   ■ W   ■ P

OPPORTUNITY

Local events missed ■ N   ■ W   ■ P

Seasonal / cultural moments missed ■ N   ■ W   ■ P

Catering overlooked ■ N   ■ W   ■ P

Slow periods without offers ■ N   ■ W   ■ P

Capacity available but unsold ■ N   ■ W   ■ P

BIGGEST WASTE PATTERN WE SHOULD ADDRESS FIRST:
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PRACTICAL TOOL #2

Signature Menu Worksheet
Focus the menu around what your pizzeria does best.

Review each item against demand, profit, ingredient use, execution and signature value.

MENU ITEM DEMAND MARGIN CROSS-USE EXECUTION SIGNATURE VALUE DECISION

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

High / Med / Low High / Med / Low Strong / Some / Unique Easy / OK / Hard Strong / Some / Weak Keep / Improve / Seasonal / Remove

YOUR 3 SIGNATURE PIZZAS

1. 2. 3.
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PRACTICAL TOOL #3

Role & Accountability Worksheet
Turn paid labor hours into completed work - with clear ownership and reliable handoffs.

Every assignment needs five things: who owns it, what is completed, when it is due, the standard, and who verifies.

RESPONSIBILITY / TASK WHO OWNS IT WHEN DUE WHAT GOOD LOOKS LIKE WHO VERIFIES

HANDOFF CHECK: What must this role receive before work begins, and what must be ready for the next role?
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PRACTICAL TOOL #4

90-Day Opportunity Calendar
Spot demand moments early enough to prepare the offer, people, ingredients and capacity.

Look beyond major holidays: sports, schools, community events, Italian celebrations, weather, office activity, catering occasions and local traditions.

DATE / WEEK EVENT OR DEMAND MOMENT CUSTOMER NEED OFFER / MENU IDEA LEAD TIME OWNER

DECISION RULE: If an opportunity requires special inventory, labor, marketing or production changes, put it on the calendar early enough to act.
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PRACTICAL TOOL #5

Profitable Promotion Planner
Use the same seven-step process every time.

1
IDENTIFY THE MOMENT

Event, season or customer need

2
SELECT THE OFFER

Pizza, bundle, tasting box or LTO

3
CONFIRM PROFIT

Food + labor + packaging + discount

4
CHECK CAPACITY

Ovens + staff + prep + order volume

5
ASSIGN RESPONSIBILITY

Prepare + promote + track

6
LAUNCH EARLY

Awareness + advance orders

7
MEASURE RESULTS

Sales + profit + repeat + issues

A successful promotion does not simply create more orders. It creates profitable orders your operation is prepared to deliver.
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PRACTICAL TOOL #6

Quick Sustainability Self-Assessment
Score how effectively your pizzeria uses the resources it already pays for.

Score each statement: 1 = rarely true   2 = inconsistent   3 = usually true   4 = strong system   5 = measured and managed.

AREA STATEMENT SCORE 1-5

MENU & FOOD Best-selling and most profitable items are understood. 1   2   3   4   5

Ingredients are intentionally cross-used. 1   2   3   4   5

Portion and prep standards reduce overproduction. 1   2   3   4   5

Slow-moving items and ingredients are reviewed. 1   2   3   4   5

PEOPLE & LABOR Each role has clear responsibilities and standards. 1   2   3   4   5

Tasks have clear owners and deadlines. 1   2   3   4   5

Handoffs between roles are reliable. 1   2   3   4   5

Training supports quality and efficient execution. 1   2   3   4   5

TIME & CAPACITY Prep is sequenced to reduce bottlenecks. 1   2   3   4   5

Equipment and capacity are used intentionally. 1   2   3   4   5

Slow periods have planned productive work. 1   2   3   4   5

Rework and unnecessary steps are reduced. 1   2   3   4   5

OPPORTUNITY We maintain a forward-looking opportunity calendar. 1   2   3   4   5

Promotions are planned early enough for operations. 1   2   3   4   5

Staffing and purchasing reflect anticipated demand. 1   2   3   4   5

We pursue catering, community and off-peak revenue. 1   2   3   4   5
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PRACTICAL TOOL #7

Your 90-Day Action Plan
Start with one weak link. Simplify one item. Assign one responsibility. Plan one opportunity.

Do not try to fix everything at once. Choose the few actions most likely to protect food, use labor well and capture profitable demand.

PRIORITY ACTION OWNER START DUE MEASURE OF SUCCESS

1

2

3

90-DAY COMMITMENT

By ______________________, we will improve _______________________________________________

by _____________________________________________________________________________________.

REDUCE WASTE   →   PROTECT PROFIT   →   BUILD TO LAST
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