STAGE 4 — IN-DEPTH ANALYSIS

From Analysis to Action: The F&B Implementation Plan

A phased roadmap delivering revenue growth and cost reduction simultaneously

FOOD & BEVERAGE DEPARTMENT

Implementation Is Where the Profit Becomes Real

The In-Depth Analysis identifies every available improvement. The Implementation Plan converts those
improvements into verified, distributable profit — month by month, starting with the highest-impact,
lowest-friction changes and progressing through structural improvements that compound over time.

Phase 1: Immediate Improvements — Weeks 1-4
¢ Menu engineering quick wins: Reposition top 10 high-margin items in guest-facing menu positions; introduce
Al-assisted POS category analysis — margin improvement visible in first P&L; period

¢ Upselling protocol launch: Brief and train all front-of-house staff on structured beverage and dessert upselling
technique — cover spend increase measurable within first week of operation

* Food waste baseline: Install Winnow or equivalent Al waste tracking — waste data visible from Day 1

Phase 2: Structural Changes — Months 2-3

¢ Full menu re-engineering: New menu implemented with full GP% architecture applied; wine list restructured
for margin; cocktail menu updated

Food cost control system: Al demand forecasting live; recipe compliance programme implemented; supplier
contract benchmarking completed

Events revenue framework: Package pricing implemented; minimum revenue per function agreed; advance
booking incentive structure in place

Phase 3: Optimisation and Profit Share Activation — Month 4 Onwards

Monthly F&B; P&L; review: All outlet-level results compared against baseline; revenue and cost variances
attributed and verified

Profit share distribution: F&B; Manager's entitlement calculated and paid within 30 days; participating staff
share confirmed; company share verified

Continuous improvement: Quarterly menu review; seasonal waste pattern analysis; ongoing upselling
performance tracking

By Month 4, revenue is growing, costs are under systematic control, and everyone with a
financial stake in the operation is receiving their verified monthly return.

By Phase 3, F&B; Managers in comparable partnerships are generating an additional £900—£1,500 per
month. Participating waiters and supervisors are receiving £200—£400 per month — sustained monthly
income aligned to the commercial performance of every shift they work.
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Evidence-Based Profit Improvement

Cornell — Upselling Programme Implementation Speed and Impact

Result: Structured upselling programmes produce measurable cover spend increases within the first

week of implementation

Cornell research on F&B; upselling confirms that well-designed, staff-briefed upselling protocols produce immediate and
measurable results — typically visible within the first service period following training. The key is specificity: programmes that
identify exact items to recommend, exact language to use, and exact moments in the service sequence to introduce
recommendations consistently outperform generic 'offer more' approaches.

Source: Cornell Center for Hospitality Research — Upselling in Hospitality: Techniques, Training, and Revenue Impact

Winnow — Food Waste Reduction Timeline

Result: Al waste tracking delivers measurable reduction within first two weeks; 20-40% improvement

achieved within three months

Winnow's implementation data shows that the mere introduction of Al waste tracking — before any process changes are
made — reduces waste by an average of 8-12% through behaviour change alone (the 'measurement effect'). Subsequent
demand forecasting and prep management delivers the full 20—-40% reduction within three months of programme activation.

Source: Winnow Solutions — Implementation Timeline and Waste Reduction Curve (2024). winnowsolutions.com

Ashbury Park Hotel — F&B; Implementation (Hypothetical)

Result: £96,400 annual improvement; 93% of opportunity captured in seven months; F&B; Manager

generating £1,205/month from Month 4

A 4-star, 110-cover hotel restaurant implemented the SW three-phase F&B; plan. Phase 1 delivered £22,400 in annualised
improvement in Month 1. Phase 2 added £48,600 by Month 3. Phase 3 reached £96,400 — 93% of the £103,600 identified in

analysis. The F&B; Manager received £1,205/month from Month 4. Four senior staff received £285/month each.

Source: SW Partnership Group — lllustrative implementation based on Cornell, Winnow, and SW verified benchmarks
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Key Performance Indicators & Profit Impact

Wks 14 Mo. 2-3 Mo. 4+

Phase 1 Phase 2 Phase 3
Menu repositioning, upselling launch, Full menu re-engineering, cost Profit share live; monthly P&L; and
waste baseline controls, events framework distribution

Week 1 Monthly £900-£1,500

Upselling Impact P&L; Verified Mgr. Monthly
Cover spend increase measurable in All improvements confirmed and F&B; Manager income from Month 4
first week distributed to four parties onwards

Detailed Opportunity Analysis

Menu Engineering (Phase 1-2) Unengineered GP%-optimised 8-12% menu gross profit
architecture positioning improvement

Upselling Programme (Phase 1) Ad hoc / untrained Structured 12-18% cover spend uplift
technique

Food Cost Control (Phase 2) 32-35% food cost% 26-28% target £36K—£54K saving on £1.5M

revenue

Events Revenue (Phase 2) Reactive, unmanaged Package + 20-35% events revenue

minimum revenue improvement

How the SW Profit-Sharing Partnership Works: We identify hidden areas of profit within your department,
implement the improvements alongside your team, and share the resulting gains proportionally — with the company,
the departmental manager, participating employees, and SW Partnership Group. No upfront cost. No saving, no fee.
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