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Encuentra a alguien que - Ideas para romper el hielo

11.
12.
13.
14.
19.
16.

17.

Encuentra a alguien que comparta el mes de tu cumplearios.

Encuentre a alguien que haya viajado a un pais extranjero durante el afio pasado.
Encuentre a alguien que hable un idioma distinto al inglés.

Encuentra a alguien que tenga una mascota.

Encuentra a alguien que tenga un hermano.

Encuentra a alguien que tenga un pasatiempo o un talento unico. Encuentra a alguien que
tenga un libro favorito en comdn contigo.

Encuentra a alguien que haya corrido un maraton o haya participado en un evento
deportivo.

Encuentre a alguien que pueda cocinar un plato o cocina especifica. Encuentra a alguien
que tenga un tatuaje.

Encuentra a alguien que tenga una pelicula favorita en comun contigo. Busque a alguien
que tenga un nimero especifico de hermanos (por ejemplo, busque a alguien que tenga dos
hermanos).

Encuentra a alguien que haya practicado paracaidismo o puenting.

. Encuentra a alguien que sea vegetariano o vegano. Encuentra a alguien que sepa tocar un

instrumento musical.

Encuentra a alguien que tenga un programa de television favorito en comun contigo. Busque
a alguien que haya asistido recientemente a un concierto o festival de musica.

Encuentra a alguien que tenga un tipo especifico de trabajo o profesidn. Encuentre a alguien
que haya completado un titulo educativo especifico.

Encuentra a alguien que tenga un equipo deportivo favorito en comun contigo.

Encuentre a alguien que tenga miedo a las alturas, a las arafias u otros miedos comunes.
Encuentre a alguien que disfrute de un tipo particular de actividad al aire libre (por ejemplo,
caminar, acampar o andar en bicicleta). Busque a alguien que tenga una coleccion Unica
(por ejemplo, estampillas, juguetes antiguos o codmics).

Encuentre a alguien que se haya ofrecido como voluntario para una organizacion benéfica o
sin fines de lucro.

Encuentra a alguien que tenga un tipo de cocina favorita en comun contigo.
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Today’s Learning Objectives

@ Repasar los deberes asignados en la sesion anterior y refuerce el aprendizaje
continuo.

Debatir el despliegue de personal para impulsar la eficacia y la rapidez del servicio.

Hablar de adaptabilidad y flexibilidad al reducir los cuellos de botella y centrar la
atencion en la evaluacion de la velocidad del servicio.

Aprender a realizar ajustes de forma eficaz, mientras se equilibra la rentabilidad con la
satisfaccion del personal y la calidad del servicio.

Notes:
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iEMPECEMOS!

iEsté presente!
iSea auténtico!
iEsté abierto al aprendizaje!

Be Present: Be present by actively engaging and focusing on the discussion at hand. Give your full attention and actively listen. Participate in the
discussion by contributing your thoughts and ideas and asking questions when necessary. Avoid distractions such as checking your phone or working

on unrelated tasks.

Be Authentic: Be open to expressing your thoughts and feelings in a constructive way as we go through the materials. Be honest about what goes on in
your four walls and how you can utilize the learning from today to become a stronger leader and develop your team.

Be Open To Learning: The things we will discuss and learn today are designed to develop your leadership skills. While some things are a review, we
want you take make the best of this session and be open minded to learning new or improved ways of managing your talent.

Notes:
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Autenticidad

Comportamientos de liderazgo

Notes:
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Elevar liderazgo

Lo que sé

ELEVAREL |
LIDERAZGO

Como hago sentir

Lo que hago
o g a los demas

Notes:
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Piramide de resultados P ]

g

Resultados: Haga avanzar la empresa aportando pruebas concretas de progresoy
§ ﬂ éxito. Cuando una empresa consigue resultados positivos, puede crear un efecto de

qa.é) e bola de nieve que genera dinamismo, inspira confianza e impulsa el éxito continuado.
k I Acciones: Cuando actuamos para alcanzar un objetive concreto, creamos una
dena de fectos que, en Ultima instancia, determina el resultado de
$ y que, \
. los esfuerzos de nuestros equipos.
CULTURA valores y principios

|I Creencias: pueden dirigir las acciones al moldear las actitudes y valores de
nuestros equipos, y al influir en la manera en que estos interpretan y
responden al mundoque nos rodea.

Experiencias: pueden dirigir las creencias a través de la observacion
|I directa y la opinion personal. Cuando experimentamos algo de

primera mano, solemos utilizar esa experiencia como prueba para
apoyar nuestras creencias.

Experiencias

Notes:
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'UNIVERSITY

Escalera de rendicion de cuentas ()

RESPONSABLE
Actitud de compromiso [ |z jLas cosas

{hetuar con determinacianl = | suceden gracias

a usted!

~) Actitud de cumplimiento
Marcar la casilla.
VICTIMA
Rendir cuentas es aceptar la jLe pasan
cosas!

responsabilidad de los actos propios.

En el trabajo, eso puede significar asumir un error y
compartirlo como una experiencia de aprendizaje, o
establecer una norma y responsabilizar al equipo de su
cumplimiento.

Notes:
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Despliegue
eficaz
Hablemos sobre TRED

Notes:
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Sistemas TRED: ;Por qué? o)

Razones por las que la programacion y el despliegue eficaces son
importantes para un funcionamiento fluido y un servicio rapido:

Dotacién de Adecuacion de Satisfaccion de
personal eficaz competencias la demanda

7‘- ]

AN L)

)
Miembros del Sin horas Adaptabilidad y Impulsa la Comunicacién clara
equipo ctracrdinari fexibilidad coherencia

Notes:
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Calificaciones y certificaciones P )

Iﬂw
La adecuacion de las calificaciones y certificaciones es muy importante para los gerentes
de crecimiento de ingresos (Revenue Growth Manager, RGM), porque ayuda a que todo
funcione fluidamente y con seguridad.

Adecuacion Mayor calidad Clientes

de satisfechos
competencias

o Gestion de
UIStabucion|de! Necesidades tareas dificiles Reduccion de
[ECUTS0S) de costos

U capacitacion

Notes:

14
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Guia de despliegue laboral

Despliegue maximo

Planifique el despliegue con sentido practico.

Asigne posiciones en el orden de la guia.

Asegdrese de que el jefe de turno (Manager in charge,
MIC) asignado se encuentre en la Zona MIC.

Todo el mundo debe conocer su posicién primaria y
posicion de despliegue segan las diapositivas, para
ayudar con los cuellos de botella.

L) Imprima y cuelgue la tabla de despliegue completa.

Notes:

LABOR DEPLOYMENT GUIDE

Deployment 2 Lines 3lines
1 DT Cashier DT Cashier
2 DT Starter OT Starter
3 DT Finisher DT Finisher
4 DT Orcder Taker O Orcler Taker
5 FG Starter FC Starter
[ FC Finisher FC Finigher
7 FC.Host FCiHoat
] DT Expeduer DT Expediler
9 FC Experdier 3L Starter
0 FGHast FliHost
il Dedicated Frysr Dediated Fryer
12+ Continue b T production ine axpediees and
suppart sestaurant cpartares Srcugh
cieariness. food readness & safuty
Hbowssesmns U T e oo
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Debate sobre el despliegue 27
>

Analicemos algunos escenarios reales que los RGM y los MIC pueden
encontrar durante sus operaciones diarias. ;Como gestionaria lo
siguiente?

Un aprendiz de Campedn de Comida esta programado para la hora de la cena, jdénde debe
desplegarse?

El MIC debe apartarse de la linea para atender una reclamacion de un cliente, ;quién debe
desplazarse a su puesto?

Turno de la tarde: tiene seis miembros del equipo programados:

Dos: linea DT

Dos: linea FT

Uno: encargado de pedidos DT/cajero

Uno: encargado de pedidos FT

Su registro DT baja. Explique todas las piezas que debe mover para resolver el problema.

—
-t
—

Notes:

16
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Adaptabilidad
y flexibilidad

Anticiparse y adaptarse eficazmente

Notes:

17
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Cuellos de hotella: solucion de problemas CeJ
\ 4
jRapido todo el dia, todos los dias! CUELLO DEBOTELLA

SIELCUELLODEBOTELLAESTAEN

LOS MIEMBROS DEL EQUIPO

Utilice los comportamientos de
velocidad de |la derecha en funcién de

su posicion para asegurarse de que es EL';P:;TD‘.;DE LAVENTANA
rapido, amable y preciso con cada | |
cliente.

gl
LOS MIC
Céntrese en maximizar las

t i ilibrar los cuellos /:) ‘:é 5
ransacciones, equili ._g\ ‘ki\

de botella y ejecutar el TRED en cada

tu:no_:a;a alcanzar sus objetivos de Tmﬂwge OBJETNO
velocidaa. 0,5""”0‘“"5 CAJERO FILA

Notes:

18
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Velocidad frente a comportamientos de cuello de botella @

N
Comportamientos de cuello de botella

Crear un plan de juego y realizar ajustes rapidos segln sea necesario es clave para responder

eficazmente a los comportamientos de cuello de botella y garantizar un servicio rapido durante las
horas punta.

Usz default prosein aption and ~ Hand drink out while collecting Shde to heip & Slide to help Finisher, g Keep an eye on Botthenack
da nat over clarify. Example: payment ok Orive-Thru Cashier i, finish what you started  © Display and re-deplay
= s W
. § =y y
T G = . IF cars are stacked Deer't lat food Pt Slicke ta Drive-thru Order (Q
eyt fast { befare menuboard pile up an the i (7:{:53, Takor If anly one 5C and  Sogh
far Firisher Borthenack is not an the S
) o
Frap e for cars wn gqui ol If frying needed: ;-IIN-:E“E" {“)
{ o ww o s
. n
— I P i T {Q
Wh Lok s £
Metin  Sewin et ek S T sTaRTER
to help- ttodil L i
Refor curtomer to [f—1] Keep cash drawer organized
0B Instead of — drop excess cash g
repeating arder |

Notes:

19
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Evaluacion de la velocidad )

W EVALUATION
0=

P il A . L 8. s il

o N[ SR B— Sy
Tt

“:Siento la
necesidad! jLa
o necesidad de
velocidad!”

(s et i

o e ] b o

jAviso de deberes!

Notes:

20
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Analisis de las causas de fondo )
X7
El método de los 5 porqués 5 Wiy Methuot
El de los cinco porqués es un método )
de resolucién de problemas que se
utiliza para encontrar la causa y el )

efecto de un problema concreto.

El objetivo de este método es

determinar la causa raiz de una |
cuestion o problema repitiendo cinco::: @ l::

veces la pregunta “;Por qué?”.  :::::i::

Notes:

Supreme Leadership - SL - Session 3 — Participant Guide



Liderazgo Supremo - SL Sesion 3

Notes:
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Debate del escenario de cuello de botella 27

Manejar las prisas: rapidez de servicio y satisfaccion del cliente

Ejemplo de escenario: es un tipico viernes por la noche, y su restaurante esta experimentando
un ajetreo con un alto volumen de clientes. Los pedidos llegan a raudales, la cocina funciona a
pleno rendimiento y la cola del autoservicio empieza a llegar hasta la calle. La presion esta en
mantener la rapidez del servicio y la satisfaccion del cliente.

Retos clave: el personal se esfuerza por sequir el ritmo de la avalancha de pedidos, lo que
provoca tiempos de espera mas largos de lo habitual tanto para los clientes que vienen a comer
como para los que se dirigen al autoservicio.

Conversemos en grupo como debemos manejar esta situacion, comunicarnos con nuestro

equipo y elaborarun plan de juego para evitar que esto vuelva a ocurrir en el futuro.

22
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Actividad en Grupo: Superar Obstaculos

Escenario #1 - Mal funcionamiento del equipo:
Escenario: La freidora deja de funcionar repentinamente durante un almuerzo ajetreado.

Respuesta:

Escenario 2: Llamadas de los miembros del equipo:

Escenario: varios miembros del equipo se declaran enfermos, lo que deja el restaurante sin personal suficiente
para el turno de noche.

Respuesta

Escenario n.° 3: Preocupaciones por la seguridad alimentaria:
Escenario: un cliente informa haber encontrado un objeto extrafio en su comida.

Respuesta:

Supreme Leadership - SL - Session 3 - Participant Guide
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Actividad en Grupo: Superar Obstaculos

Escenario #4 - Escasez de inventario:

Escenario: La cola se queda sin un elemento del menu popular y hay una larga cola de clientes esperando para
pedirlo.

Respuesta:

Escenario n.° 5: infracciones de salud y seguridad:

Escenario: Un inspector de salud llega inesperadamente e identifica violaciones de las normas de salud y
seguridad.

Respuesta:

Supreme Leadership - SL - Session 3 - Participant Guide
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BINGO Tarjeta #1
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Flan de Generador "?
Desarrilo de horarios % -
Individual o

La - Preparacian

satisfaccion L“ﬂ'ﬂ;z::l‘“ dela | VERDADERO

del cliente astacion

Tn::?:;:' los cinco svERSTY Listo para | Responsabiidad

porqués - carer
) Cultura de
i'::::;:: Equipo listo RPP rendicinde | Cajero
cuentas
o
——
Despliegue E r La linea Estar presente | Ser auténtico
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BINGO Tarjeta #2

NS

Plan de :
Generador | Despliegue
Desarrallo Tres Veces de horarios pico - ;%
Individual —
El metodo de
Tﬂpn;:::;ada los cinco Listo para annnnhllldﬂ VERDADERO
pnrq Uéﬂ CoOTrer
La Preparacion
RPP satisfaccion | -2 fijacion de Disidente dela
del clients |  ODietivos estacién
- ' ': Cultura de
i‘::::ﬁ: Equipolisto | gt====u_ | rendicionde |  Cajero
b cuentas
[ e ]
T
Despliegue TR | La linea Estar presente | Ser autantico
Y |
-__
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Preparacion ——
Responsabiidad | VERDADERO de la Disidente 'Y
estacion - ==
La
I-HIfEFJtI&I‘I RPP 'l:ﬂjll'-n- La 'ﬁj-!l-l:!-l:l-n de Tres Veces
del cliente objetivos
Tomador de | = Método de Li Generador | Despliegue
pedidos los cinco sto para de horarios pico
P'ﬂ'l":ll-lil carrer
Plan de i
Desarrollo E:lahi!dnd ﬁ Sor auténtico Equipo listo
Individual financiera <
LU v |
Cultura de e
rendicion de | T La linea Despliegue | Estar presente
cuentas E—
m_
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BINGO Tarjeta #4

Flan de
Desarrollo
Individual

Preparacion
de la Cajero
estacion

La fijacion de
Estabilidad objetivos

Responsabiidad
financiera

La
VERDADERn | Satisfaccion Tomadorde | E! método de -
del cliente pedidos los cinco ‘ﬁv_ﬁ-—
porqués - ==

T
[re— .
La linea == 1 Listo para iﬂniﬁig Dll:il::gul
o canmer
=
Cultura de
Despliegue Estar presente| rendicién de | Equipo listo Disiderite
cuentas
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Reflexiones
I I finales

Desarrollar una revision de equipo
sélida

Notes:
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Reflexiones finales )

Grandes aprendizajes para llevar:

01 ) , Garantizarque se entienden, se ponen en practicay se refuerzan los
enfoquesy los aprendizajes de cada sesion anterior.

Crear un entorno en el que el debate y el aprendizaje sobre la

02 ’ implantacion eficaz puedan repercutir positivamente en su empresa.
‘ 03 . Actuar con adaptabilidad y flexibilidad. Como podemos introducir
cambios que repercutan positivamente en la empresa através de la

rapidez del servicio y la satisfaccion del cliente.

Notes:
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{Hablemos sobre sus taco-deberes! D]

TareaN.° 1:

Completar las 4 evaluaciones de velocidad. Una por
semana antes de la siguiente sesion. Estar preparado
para debatir.

Tarea N.° 2:
Comentar con su RGM los resultados de su restaurante.

Compromiso con la tarea y la responsabilidad del liderazgo
Finalizacion de tareas:

Prometo abordar mis tareas con el mismo entusiasmo con el que afronto un taco
perfectamente preparado. Ya sea planificando mi desarrollo o centrandome en la
excelencia operativa, jestoy dentro! Responsabilidad del liderazgo: predicaré con el
ejemplo, reconociendo mis errores. Mi equipo puede contar conmigo para asumir la
responsabilidad. Espiritu de equipo: Fomentaré una atmédsfera de cultura Baja-tastica
entre mi equipo, haciendo de este un lugar para trabajar, ganar dinero, divertirme y
estar con amigos. Aprendizaje continuo: al igual que nuestro menu en evolucién,
nunca dejaré de aprender y crecer. Me mantendré actualizado con mis sesiones de
Liderazgo Supremo. Creatividad: le daré vida a las cosas con ideas frescas y
soluciones creativas. No sélo servimos comida rapida; jEstamos repartiendo
excelencia! jRopemos cada tarea, cada interaccion y cada experiencia del cliente con

una pizca de salsa!
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No se limite a hablar
sobre ello. jHagalo!

iRecordatorio! jNo se
olvide de fichar!

Notes:
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EVALUATION

Use this form to evaluate and troubleshoot your restaurant's speed of service. It will identify your biggest areas

of opportunity by daypart and should be completed by the RGM or SL. Then discuss results and an action
plan for the restaurant and follow-up.

Review your speed results from last week to identify which days and dayparts aren't hitting target.
Dayparts not hitting target:

fields below.

Compare your results to the national target. Which daypart has the largest opportunity? TIP: focus on the peaks - then fill in the
@ Largest Opportunity Daypart: Higher Time: Order or Window:

Identify the root cause of the problem by working through the statements below. Circle Y (yes) or N (no)
to complete your assessment.

Target Setting & Communication Equipment Ready
Y N Team .membe.rs know the target and how they Y N Sstation layouts are set up for speed (drive-thru,
are doing against the targe front counter, production line)
Y N Starter communicates end and special orders, Y N . ) ’. . )
both lines communicate EqU|prr|16nt is in good condition and working
properly
Rush Execution Y N There are four headsets (or five, if applicable) in

use: Order Taker, Cashier, Drive-thru Starter, MIC

Y N Staffed appropriately for each daypart (2

people in Drive-thru at peaks) Deployment
Y N MIC Walk has been completed

Y N Order taker is able to focus on one

customer at a time (during peak order
taker is not the cashier)

Y N Team members are trained in their primary and
secondary responsibilities (Own Your Zone)

eployment charts are posted and filled ou
Y N Deployment chart ted and filled out
Y N Order taker only upsells if beverage is not _ B _
ordered Y N Order taker stays in position (during peak)
Y N Order taker knows the menu Y N MIC works position that they can easily leave
(items, prices, builds, etc.) (in the MIC Zone)
Y N Drive-thru uses 2 handed method: Hand Y N MIC s coaching for speed and resolving
out food/beverage while collecting money, bottlenecks
hand out remainder of order with change Y N Starters/Finishers stay in position (except
Y N Drive-thru Cashier uses beverage carrier when they are slide deployed)
for more than 2 beverages Y N Team members use priority sequence

Y N Drive-thru Cashier pre-assembles
napkins, utensils, etc.

Y N Al POS stations are stocked
(napkins, sauce, change, etc.)

Y N Drive-thru Cashier helps bag orders when
waiting for items to be ready

Y N A prep is done before rush (including backups
and nothing in rethermalizer)



W EVALUATION

Analyze the answers you circled in step 3 and identify which T, R, E or D area has the most "N" and write that letter here:

This is your root cause; now let's develop a plan to fix it. Copy over all the statements that you answered "N" to in that area.
Ask yourself WHY 5 times and write down the final reason.

"N" Statements from Step 3 Reasons WHY this isn't Happening

Notes:

Who's Responsible? What are they Doing? When are they Doing it?

@ Now that you know which daypart you need to focus on and why, it's time to implement a plan and provide follow-up.

Fill out the table below, and don't forget to utilize these tools to help you manage speed:

RGM Speed Tools:

*  Own Your Zone Cards *  MIC Success Routine

*  Speedin 3 Poster »  Speed Up with TRED Board

+  7-Day Deployment Chart »  Deployment Quick Refence Guide

@ In order to make it stick in your restaurant, it's all about follow-up! Ensure you're executing these tasks to build and grow a
culture of speed with your team:

» Communicate and implement the action plan with your team.

+ Verify that your area of focus (Order or Window time) has improved from the prior week, then set a
bottleneck target for the next week and write it on the Speed up with TRED board.

» Celebrate your wins - did you hit your goal?! Recognize the people who made it possible. Complete

this exercise for the next daypart that has opportunity for improvement until all your dayparts are
meeting the national target.



EVALUATION

Use this form to evaluate and troubleshoot your restaurant's speed of service. It will identify your biggest areas

of opportunity by daypart and should be completed by the RGM or SL. Then discuss results and an action
plan for the restaurant and follow-up.

Review your speed results from last week to identify which days and dayparts aren't hitting target.
Dayparts not hitting target:

fields below.

Compare your results to the national target. Which daypart has the largest opportunity? TIP: focus on the peaks - then fill in the
@ Largest Opportunity Daypart: Higher Time: Order or Window:

Identify the root cause of the problem by working through the statements below. Circle Y (yes) or N (no)
to complete your assessment.

Target Setting & Communication Equipment Ready
Y N Team .membe.rs know the target and how they Y N Sstation layouts are set up for speed (drive-thru,
are doing against the target C o
front counter, production line)
Y N Starter communicates end and special orders, . o . )
both lines communicate Y N Equipment is in good condition and working
properly
R . Y N There are four headsets (or five, if applicable) in
ush Execution ’
use: Order Taker, Cashier, Drive-thru Starter, MIC
Y N Staffed appropriately for each daypart (2
people in Drive-thru at peaks) eployment
Y N MIC Walk has been completed
Y N Order taker is able to focus on one Y N Team members are trained in their primary and
customer at a time (during peak order secondary responsibilities (Own Your Zone)
taker is not the cashier) ,
Y N Deployment charts are posted and filled out
Y N Order taker only upsells if beverage is not _ B _
ordered Y N Order taker stays in position (during peak)
Y N Order taker knows the menu Y N MIC works position that they can easily leave
(items, prices, builds, etc.) (in the MIC Zone)
Y N Drive-thru uses 2 handed method: Hand Y N MICis coaching for speed and resolving
out food/beverage while collecting money, bottlenecks
hand out remainder of order with change Y N Starters/Finishers stay in position (except
Y N Drive-thru Cashier uses beverage carrier when they are slide deployed)
for more than 2 beverages Y N Team members use priority sequence

Y N Drive-thru Cashier pre-assembles
napkins, utensils, etc.

Y N Al POS stations are stocked
(napkins, sauce, change, etc.)

Y N Drive-thru Cashier helps bag orders when
waiting for items to be ready

Y N A prep is done before rush (including backups
and nothing in rethermalizer)



W EVALUATION

Analyze the answers you circled in step 3 and identify which T, R, E or D area has the most "N" and write that letter here:

This is your root cause; now let's develop a plan to fix it. Copy over all the statements that you answered "N" to in that area.
Ask yourself WHY 5 times and write down the final reason.

"N" Statements from Step 3 Reasons WHY this isn't Happening

Notes:

Who's Responsible? What are they Doing? When are they Doing it?

@ Now that you know which daypart you need to focus on and why, it's time to implement a plan and provide follow-up.

Fill out the table below, and don't forget to utilize these tools to help you manage speed:

RGM Speed Tools:

*  Own Your Zone Cards *  MIC Success Routine

*  Speedin 3 Poster »  Speed Up with TRED Board

+  7-Day Deployment Chart »  Deployment Quick Refence Guide

@ In order to make it stick in your restaurant, it's all about follow-up! Ensure you're executing these tasks to build and grow a
culture of speed with your team:

» Communicate and implement the action plan with your team.

+ Verify that your area of focus (Order or Window time) has improved from the prior week, then set a
bottleneck target for the next week and write it on the Speed up with TRED board.

» Celebrate your wins - did you hit your goal?! Recognize the people who made it possible. Complete

this exercise for the next daypart that has opportunity for improvement until all your dayparts are
meeting the national target.



EVALUATION

Use this form to evaluate and troubleshoot your restaurant's speed of service. It will identify your biggest areas
of opportunity by daypart and should be completed by the RGM or SL. Then discuss results and an action
plan for the restaurant and follow-up.

Review your speed results from last week to identify which days and dayparts aren't hitting target.
Dayparts not hitting target:

fields below.

Compare your results to the national target. Which daypart has the largest opportunity? TIP: focus on the peaks - then fill in the
@ Largest Opportunity Daypart: Higher Time: Order or Window:

Identify the root cause of the problem by working through the statements below. Circle Y (yes) or N (no)
to complete your assessment.

Target Setting & Communication Equipment Ready
Y N Team .membe.rs know the target and how they Y N Sstation layouts are set up for speed (drive-thru,
are doing against the target C o
front counter, production line)
Y N Starter communicates end and special orders, Y N . o . )
both lines communicate Equipment is in good condition and working
properly
R . Y N There are four headsets (or five, if applicable) in
ush Execution ’
use: Order Taker, Cashier, Drive-thru Starter, MIC
Y N Staffed appropriately for each daypart (2
people in Drive-thru at peaks) eployment

Y N MIC Walk has been completed

Y N Order taker is able to focus on one Y N Team members are trained in their primary and
customer at a time (during peak order secondary responsibilities (Own Your Zone)
taker is not the cashier) ,
Y N Deployment charts are posted and filled out
Y N Order taker only upsells if beverage is not _ B )
ordered Y N Order taker stays in position (during peak)
Y N Order taker knows the menu Y N MIC works position that they can easily leave
(items, prices, builds, etc.) (in the MIC Zone)
Y N Drive-thru uses 2 handed method: Hand Y N MICis coaching for speed and resolving
out food/beverage while collecting money, bottlenecks
hand out remainder of order with change Y N Starters/Finishers stay in position (except
Y N Drive-thru Cashier uses beverage carrier when they are slide deployed)
for more than 2 beverages Y N Team members use priority sequence

Y N Drive-thru Cashier pre-assembles
napkins, utensils, etc.

Y N Al POS stations are stocked
(napkins, sauce, change, etc.)

Y N Drive-thru Cashier helps bag orders when
waiting for items to be ready

Y N A prep is done before rush (including backups
and nothing in rethermalizer)



W EVALUATION

Analyze the answers you circled in step 3 and identify which T, R, E or D area has the most "N" and write that letter here:

This is your root cause; now let's develop a plan to fix it. Copy over all the statements that you answered "N" to in that area.
Ask yourself WHY 5 times and write down the final reason.

"N" Statements from Step 3 Reasons WHY this isn't Happening

Notes:

Who's Responsible? What are they Doing? When are they Doing it?

@ Now that you know which daypart you need to focus on and why, it's time to implement a plan and provide follow-up.

Fill out the table below, and don't forget to utilize these tools to help you manage speed:

RGM Speed Tools:

*  Own Your Zone Cards *  MIC Success Routine

*  Speedin 3 Poster »  Speed Up with TRED Board

+  7-Day Deployment Chart »  Deployment Quick Refence Guide

@ In order to make it stick in your restaurant, it's all about follow-up! Ensure you're executing these tasks to build and grow a
culture of speed with your team:

» Communicate and implement the action plan with your team.

+ Verify that your area of focus (Order or Window time) has improved from the prior week, then set a
bottleneck target for the next week and write it on the Speed up with TRED board.

» Celebrate your wins - did you hit your goal?! Recognize the people who made it possible. Complete

this exercise for the next daypart that has opportunity for improvement until all your dayparts are
meeting the national target.



EVALUATION

Use this form to evaluate and troubleshoot your restaurant's speed of service. It will identify your biggest areas

of opportunity by daypart and should be completed by the RGM or SL. Then discuss results and an action
plan for the restaurant and follow-up.

Review your speed results from last week to identify which days and dayparts aren't hitting target.
Dayparts not hitting target:

fields below.

Compare your results to the national target. Which daypart has the largest opportunity? TIP: focus on the peaks - then fill in the
@ Largest Opportunity Daypart: Higher Time: Order or Window:

Identify the root cause of the problem by working through the statements below. Circle Y (yes) or N (no)
to complete your assessment.

Target Setting & Communication Equipment Ready
Y N Team .membe.rs know the target and how they Y N Sstation layouts are set up for speed (drive-thru,
are doing against the target C o
front counter, production line)
Y N Starter communicates end and special orders, Y N . o . )
both lines communicate Equipment is in good condition and working
properly
R . Y N There are four headsets (or five, if applicable) in
ush Execution ’
use: Order Taker, Cashier, Drive-thru Starter, MIC
Y N Staffed appropriately for each daypart (2
people in Drive-thru at peaks) eployment

Y N MIC Walk has been completed

Y N Order taker is able to focus on one Y N
customer at a time (during peak order
taker is not the cashier)

Team members are trained in their primary and
secondary responsibilities (Own Your Zone)

Y N Deployment charts are posted and filled out
Y N Order taker only upsells if beverage is not _ B _
ordered Y N Order taker stays in position (during peak)
Y N Order taker knows the menu Y N MIC works position that they can easily leave
(items, prices, builds, etc.) (in the MIC Zone)
Y N Drive-thru uses 2 handed method: Hand Y N MICis coaching for speed and resolving
out food/beverage while collecting money, bottlenecks
hand out remainder of order with change Y N Starters/Finishers stay in position (except
Y N Drive-thru Cashier uses beverage carrier when they are slide deployed)
for more than 2 beverages Y N Team members use priority sequence

Y N Drive-thru Cashier pre-assembles
napkins, utensils, etc.

Y N Al POS stations are stocked
(napkins, sauce, change, etc.)

Y N Drive-thru Cashier helps bag orders when
waiting for items to be ready

Y N A prep is done before rush (including backups
and nothing in rethermalizer)



W EVALUATION

Analyze the answers you circled in step 3 and identify which T, R, E or D area has the most "N" and write that letter here:

This is your root cause; now let's develop a plan to fix it. Copy over all the statements that you answered "N" to in that area.
Ask yourself WHY 5 times and write down the final reason.

"N" Statements from Step 3 Reasons WHY this isn't Happening

Notes:

Who's Responsible? What are they Doing? When are they Doing it?

@ Now that you know which daypart you need to focus on and why, it's time to implement a plan and provide follow-up.

Fill out the table below, and don't forget to utilize these tools to help you manage speed:

RGM Speed Tools:

*  Own Your Zone Cards *  MIC Success Routine

*  Speedin 3 Poster »  Speed Up with TRED Board

+  7-Day Deployment Chart »  Deployment Quick Refence Guide

@ In order to make it stick in your restaurant, it's all about follow-up! Ensure you're executing these tasks to build and grow a
culture of speed with your team:

» Communicate and implement the action plan with your team.

+ Verify that your area of focus (Order or Window time) has improved from the prior week, then set a
bottleneck target for the next week and write it on the Speed up with TRED board.

» Celebrate your wins - did you hit your goal?! Recognize the people who made it possible. Complete

this exercise for the next daypart that has opportunity for improvement until all your dayparts are
meeting the national target.



EVALUATION

Use this form to evaluate and troubleshoot your restaurant's speed of service. It will identify your biggest areas

of opportunity by daypart and should be completed by the RGM or SL. Then discuss results and an action
plan for the restaurant and follow-up.

Review your speed results from last week to identify which days and dayparts aren't hitting target.
Dayparts not hitting target:

fields below.

Compare your results to the national target. Which daypart has the largest opportunity? TIP: focus on the peaks - then fill in the
@ Largest Opportunity Daypart: Higher Time: Order or Window:

Identify the root cause of the problem by working through the statements below. Circle Y (yes) or N (no)
to complete your assessment.

Target Setting & Communication Equipment Ready
Y N Team .membe.rs know the target and how they Y N Sstation layouts are set up for speed (drive-thru,
are doing against the target C o
front counter, production line)
Y N Starter communicates end and special orders, Y N . o . )
both lines communicate Equipment is in good condition and working
properly
R . Y N There are four headsets (or five, if applicable) in
ush Execution ’
use: Order Taker, Cashier, Drive-thru Starter, MIC
Y N Staffed appropriately for each daypart (2
people in Drive-thru at peaks) eployment
Y N MIC Walk has been completed
Y N Order taker is able to focus on one Y N Team members are trained in their primary and
customer at a time (during peak order secondary responsibilities (Own Your Zone)
taker is not the cashier) ,
Y N Deployment charts are posted and filled out
Y N Order taker only upsells if beverage is not _ B _
Y N Order taker stays in position (during peak)
ordered
Y N Order taker knows the menu Y N MIC works position that they can easily leave
(items, prices, builds, etc.) (in the MIC Zone)
Y N Drive-thru uses 2 handed method: Hand Y N MIC s coaching for speed and resolving
out food/beverage while collecting money, bottlenecks
hand out remainder of order with change Y N Starters/Finishers stay in position (except
Y N Drive-thru Cashier uses beverage carrier when they are slide deployed)
for more than 2 beverages Y N Team members use priority sequence

Y N Drive-thru Cashier pre-assembles
napkins, utensils, etc.

Y N Al POS stations are stocked
(napkins, sauce, change, etc.)

Y N Drive-thru Cashier helps bag orders when
waiting for items to be ready

Y N A prep is done before rush (including backups
and nothing in rethermalizer)



W EVALUATION

Analyze the answers you circled in step 3 and identify which T, R, E or D area has the most "N" and write that letter here:

This is your root cause; now let's develop a plan to fix it. Copy over all the statements that you answered "N" to in that area.
Ask yourself WHY 5 times and write down the final reason.

"N" Statements from Step 3 Reasons WHY this isn't Happening

Notes:

Who's Responsible? What are they Doing? When are they Doing it?

@ Now that you know which daypart you need to focus on and why, it's time to implement a plan and provide follow-up.

Fill out the table below, and don't forget to utilize these tools to help you manage speed:

RGM Speed Tools:

*  Own Your Zone Cards *  MIC Success Routine

*  Speedin 3 Poster »  Speed Up with TRED Board

+  7-Day Deployment Chart »  Deployment Quick Refence Guide

@ In order to make it stick in your restaurant, it's all about follow-up! Ensure you're executing these tasks to build and grow a
culture of speed with your team:

» Communicate and implement the action plan with your team.

+ Verify that your area of focus (Order or Window time) has improved from the prior week, then set a
bottleneck target for the next week and write it on the Speed up with TRED board.

» Celebrate your wins - did you hit your goal?! Recognize the people who made it possible. Complete

this exercise for the next daypart that has opportunity for improvement until all your dayparts are
meeting the national target.
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