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Operational excellence is foundational to running a
successful Quick Service Restaurant (QSR). Owners and
operators define success differently – some base it on
profitability, growth, years in business, delighted
customers, engaged employees, and in most cases, it is a
combination of all of these. Your brand and reputations
are created by each individual interaction you and your
team have with customers. 

Operators know that employees are the biggest factor in
determining the quality of their operations. Building a
team committed to creating a great customer experience
requires clear objectives, alignment to the objectives, and
measurement of those objectives. In addition to being the
most powerful factor in determining high-quality
operations, your staff is one of your biggest investments. 

While you cannot be there for every customer and
employee interaction, you can expand your reach by
leveraging data to guide your efforts to improve, train,
manage and monitor operational metrics and trends from
afar, making a full circle connection aligning data to
people and performance. This is especially critical as a
multi-unit operator grows beyond the reach of managing
solely through store visits and face-to-face management -
where alignment on objectives becomes more difficult
and important.  

Operational quality is table stakes for restaurant success.

- Aaron Engler, President, Border Foods
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According to the 2020 Delaget Operational Index, data shows that the most successful
restaurant owners/operators are those who are driven by data. When evaluating your
current standard for operational reporting, one must first analyze their current
situation taking inventory of their challenges, most notably the volume of information
they’re reporting on, data accuracy, and the resources involved. Command of your
operational metrics is the key to unlocking operational excellence.  

On average, a single QSR is using 15-20 technologies each day  and spends an average
of up to 14 hours per week pulling and reviewing reports according to a recent case
study . Due to the volume and siloed sources, obtaining the right information is a
challenge, and balancing consistency with the flexibility to get the desired impact is
rarely realized. Most owners and operators understand the value of data, however, few
are satisfied with how their teams leverage it. The challenge is to move from having
data to having insights. Restaurant owners and operators approach their data in one of
four ways: 

The first being, they do not get to the data, and instead, they leave it to area
coaches and store managers to solve through windshield time.

The third approach involves investing tremendous amounts of financial
resources into building IT teams and a technology infrastructure to then pass
on information to an analyst to mine data for insights and opportunities.

Second, daily manual consolidation creates a pile of spreadsheets.

And lastly, many seek to leverage third parties to consolidate information from
their many data sources to build operational reporting insights.

We’ll dive deeper into each one of these topics as we move through the paper. 

INTRODUCTION
Four Ways Multi-Unit Operators & Senior Operators Approach Data
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INTRODUCTION
Five Crucial Elements to Collecting & Leveraging Data

All-In-One Single Source Platform. The ability to combine data
from all critical in-store technologies and data sources.  

Get to Your Biggest Opportunities, Faster. Find the biggest
opportunities and risks with an easily navigable dashboard and
intuitive user experience.

Specialized to Your Brand and Company. Designed for your
brand's unique operating model, brand metrics, and priorities. 

Flexible For Change. Provides the ability to seamlessly evolve
to rapidly changing operational needs.

Consumable By Third Parties. Automates the data flow and
realizes the full value from other technologies and service
vendors.

Delaget.com  |  Reporting Is Dead  
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One of the most powerful things you can do for your team is to provide them with the
tools they need to be successful. As it relates to the restaurant space and the emphasis
on operations, efficient data management is the most cost-effective improvement you
can make to your business that directly impacts your people and bottom line. However,
owners and operators can find it difficult to navigate the options and develop a data and
reporting strategy. Making the right decision for your organization will engage your most
powerful and second most expensive resource, your employees, by incentivizing them to
hit their bonus metrics and run standout operations. 

Whatever the approach, owners and operators must view their data as an essential
element to running a successful restaurant(s). The five criteria to collecting and
leveraging data that directly impact the success of a team and running efficient and
best-in-the-business operations include:  



Many barriers stand in the way of optimizing the power of your data. You as an
owner/operator have all the data at your fingertips, however, it’s the usability of that
data that poses two common challenges:  

1. Your data resides in multiple systems which makes it difficult to access and use.
That being said, to see the full picture, you need all of it. 

 

2. Once pulled, you now have so much data that sifting through insights and
actionable opportunities get lost in the mix leaving opportunities unrealized.  

As your business expands and complexity grows, data management will only become
more challenging.  

Delaget.com  |  Reporting Is Dead  
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PROBLEM

In a competitive world, charged with risks and complicated challenges, operations
continue to become more complex leaving operators forced to navigate each one with
a finite amount of time. Finding, retaining, and training employees. Catering to rapidly
evolving customer preferences. Managing margins during times of rapid commodity
prices  and personnel wage increases . Avoiding litigation. Food safety, employee
health, and customer health concerns . The list of complex issues facing restaurant
owners and operators is endless and growing, which is why operations are essential to
the stability and success of all QSRs.  

The challenges and risks are equally matched with endless opportunities. Fine-tuning
operations, optimizing labor, reducing food costs, increasing speed-of-service, and
providing an outstanding customer experience will all have a significant impact on your
store P&Ls and the company's bottom line.  

Mitigating risk and optimizing opportunities happen in real-time every minute of every
operating hour.Your team, the people you entrust with your business, and your
customers and brand, determine what action is taken and which decisions are made
during those times of influence. They determine the quality of your restaurants.
Aligning your team around your priorities is your opportunity to influence these
inflection points. Establishing clear, measurable objectives is your path to alignment.
Data is your opportunity to understand your business, establish the most impactful
priorities, align your team, and measure the results. 

Simplifying the Complex
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PROBLEM
The Data Source Dilemma
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There are on average 15-20 technologies or systems needed to run a restaurant . In
addition to the volume of sources, these technologies rarely integrate with or talk to
each other. The information they produce remains siloed by location and by the
system. Although it provides some value alone, it is incomplete and in many cases
useless without the context of all other data sources. To provide true value and
insights, data from all systems must be available and sourced from an individual
location.

Consolidating the information from across your technologies solves just part of the
problem. Even more challenging than pulling together the information across multiple
systems, which is often done manually by consolidating spreadsheet data, taking an
average of two or more hours per day,  is trying to understand what is happening and
having this knowledge is of the utmost importance as it is what leads us to discover
the most impactful lever to pull that will dramatically improve your metrics and
results.  

5-9 systems/apps

10-19 systems/apps

20-29 systems/apps

30+ systems/apps

Complexity of Restaurant Technology Stacks, 2020

Source: HelloFresh, Hotschedules; Compiled by AGC Partners

46%

38%

8%

7%
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Once the information is brought together into a single system, a new challenge occurs –
information overload. You and your team can spend hours going deep into potential
explanations, outliers, and data treasure hunts. Instead, this data should be used to
help you save time, but if it is not organized and presented in a format that leads you to
answers quickly, it can distract you and/or your team from focusing on guests and
operations. A simple, easy-to-use tool that points to the opportunities is difficult to find
and even more difficult to build from scratch.  

Once operators solve the problem of accessing all critical data and find a process,
layout, or tool that points them to the biggest problem, they often find that their needs
change and they are back to square one. Evolving guest preferences, limited time offers
(LTOs), modern technologies and constantly maturing metric thresholds require
reporting and data to have the flexibility to quickly evolve and respond to these fluid
changes.  

Utilizing data to make quick, informed decisions that help maximize operational
efficiency is a greater competitive advantage than ever before. Seamlessly navigating
modern technologies and innovations internally and across vendors will offer broad
insights that must be applied to day-to-day operations. Data-driven organizations win
because they’re leveraging their data to lead with impact by making more informed
decisions which leads to increased efficiency and accountability. 

Delaget.com  |  Reporting Is Dead  
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PROBLEM
Information Overload
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Leveraging data is the catalyst to stronger operations, creating opportunities to set
your team and restaurant apart. It is also key to building and maintaining successful
teams that take pride in their work. Your stores have their own brand and reputation
with employees, customers, and the community. This is built over time through
individual experiences. Customers make their decisions based on personal experience
and reputation built by food quality and guest experience. 

Your team has its own culture built based on achievement or failure. Managing quality
over an extended period builds your reputation and drives your results of sales,
impacts your ability to recruit and retain employees, and is the foundation of successful
stores. 

Top 10% Bottom 10%

Customer Satisfaction % 
Among QSRs Leveraging

Their Data

Data from 6,000 QSR locations around the
country, 2020 QSR Operational Index

78%

89.5%

67.4%

Industry
Average
Customer
Satisfaction
Rate
Across all QSR brands

Highest
Customer 
Satisfaction
Rate
Chik-Fil-A

83%

SOLUTION
Data Leads Differentiation

The graphs above tell the story of the impact that data can have from the inside out.
When teams have awareness around particular metrics and/or goals – they rally. When
we look at the industry average customer satisfaction rate compared to the satisfaction
rate of the top 10% of those who are leveraging data to drive results, you can see an
increase of almost 12% which is a powerful metric for both internal and external
differentiation.    

The Industry Average Customer Satisfaction rate is 78%,
however, amongst Delaget users with access to their data,

the Average Customer Satisfaction rate increases to 80.13%.
 

Even better? There is a positive correlation between users
that access their data more frequently and daily store sales.
With the most frequent Delaget users averaging store daily

sales of $5,145 vs. $4,442 for the entire population of stores
of the same brands.

The Correlation Between Using Data
and Customer Satisfaction
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SOLTUION
Common Approaches

Option I: The Eye Test, Windshield Time, POS, and Manual Consolidation

Option II: Develop In-House Technologies & Reporting Systems

Option III: Customized & Intuitive Data Dashboards

At this point, we’ve explored in-depth the importance of data and common challenges
that restaurant owners/operators face today. Now let’s explore the three solution
options and the problems and strengths associated with each.  

 

Let's dive in.

Delaget.com  |  Reporting Is Dead  
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As a result of priorities, resources, expansion without
adjusted strategies, limited brand sophistication, etc.,
some owners and operators ignore or apply limited
resources to their data needs. Instead, they depend on
the ‘eye test’ to determine quality, demand inefficient
and costly store-hopping, or expect above store
leaders to access individual data sources and create
their own reports.

OVERVIEW

The line-item expense savings will, over time, increase
overall labor expenses and result in lost opportunities.  

Incomplete data tells you what happened rather than
the more important question, why did it happen? Data
that does not connect to other sources tells an
incomplete story, inhibiting transparency and
alignment. Manually accessing or collecting data relies
on human consistency, accuracy, and bandwidth. This
approach rarely gives you and your team the right
answer(s) because it’s not timely, doesn’t bring
together all the data that you need, doesn’t allow you
to quickly access outliers, and it’s difficult to change
when you get new data sources – a recent example
being 3rd party delivery. 

PROBLEMS

This option can save a line-item expense.
STRENGTHS

What are the actual costs for wasted time and missed
opportunities?

QUESTIONS

SOLUTION
OPTION I: The Eye Test, Windshield
Time, POS, and Manual Consolidation

Delaget.com  |  Reporting Is Dead  
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Hire staff IT, develop integrations and consolidation
ability, build a data warehouse, invest in a business
intelligence (BI) tool, hire analyst(s) to mine the data for
the home office (finance & ownership), hire a product
manager to design and evolve the right reports to
optimize operation teams.

OVERVIEW

Distracts from your core competency - servicing
guests. It is difficult to attract and retain good
employees to manage this. You will miss out on
industry and brand best practices. Most often the
focus of reporting is designed for the home-
office/finance teams and misses on the operational
needs where the biggest opportunity lies. Additionally,
in-house solutions rarely fully hit the mark because
they are not timely, fail to bring together all the data,
and don't allow you to quickly identify outliers. This
makes it hard to change when you get new data
sources such as 3rd party delivery systems. When done
right, this is the most expensive and resource-heavy
option.

PROBLEMS

Those that go this route often hope for greater control.
STRENGTHS

Can you do it better yourself? Can you do it cheaper
yourself? Are you losing access to your brand’s
community and best practices? Will you achieve your
goals?

QUESTIONS

SOLUTION
OPTION II: Develop In-House 
Technologies & Reporting Systems
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Leverage a vendor to provide reporting
designed for your brands and your
restaurants.

OVERVIEW

Finding the right vendor that can flex to your
unique needs and metrics.

PROBLEMS

Expertise and focus. You can leverage
industry and brand best practices. This will
help you solve problems and take advantage
of opportunities faster with more resources.
Save money. Saves time. 

STRENGTHS

Do expertise, focus, and deep resources allow
vendors to provide a better solution at a lower
price than our organization can create solutions
ourselves? What is the operational ROI of
making an investment in data dashboards and
reporting? How will it improve my bottom line? 

QUESTIONS

SOLUTION
OPTION III: Customized & 
Intuitive Data Dashboards
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CRITERIA I: DATA CONSOLIDATION 

Your data strategy should start with the goal of bringing all critical data elements
together. Individually they have value, but for true understanding, insights, and the
opportunity to impact results, data must contextualize with other data sources.  

Why This is Important: Your sales might be down in your best-performing region
according to your POS. That is the outcome. You can call your Area Coach to demand
improvement or get their opinion on why. However, if your data works together, you
can quickly review leading indicators such as speed of service, labor expenses, voice of
guest, drink orders, voids or discounts, and dozens of other data elements that will
point you to the reason for the diminished sales. More importantly, once understood,
you can act on the problem, set goals, and monitor progress. 

CRITERIA II: INTUITIVE & CUSTOMIZABLE PLATFORM THAT
IDENTIFIES YOUR BIGGEST OPPORTUNITIES 

Restaurant operators, managers, above store leaders, and senior executives all struggle
with time. To ensure data is used and valuable, the presentation layer must be easy.
Outliers and out of threshold stores/regions represent your team’s biggest
opportunities and should be easy to find. Your team wants to fix problems and create a
great customer experience. A one-stop, easy to navigate, and pinpoint tool, is a
necessary tool for them to do so. 

Why This is Important: Not only does this save an average of two hours or more per
day, having all the data in one navigable place ensures alignments on the data and
transparency of all restaurants and their data. 

SELECTING THE BEST OPTION

Selecting the wrong tools for your team will impact your business with missed
opportunities, unnecessary expenses, eroded customer experience, and company
culture. However, finding the right solution and the time to do so properly can be hard
to navigate. The five criteria below will help you determine the quality and fit of your
data strategy and if applicable, vendor. 

1
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CRITERIA IV: FLEXIBLE TO EVOLVE TO CHANGING NEEDS  

Rapidly changing customer preferences, modern technologies and data sources,
evolving brand strategies, limited-time-offers (LTOs) that impact operations, and most
importantly refining and evolving company priorities demand a data strategy and tools
that are flexible.  

Why This is Important: The ability to make minor or dramatic changes to your reporting
and measurement of key operational metrics is needed to successfully make the
operational change. It's as important as having the right equipment, training the staff,
or communicating with a guest.  

SELECTING THE BEST OPTION, CONTINUED

CRITERIA III: FLEXIBLE TO EVOLVE TO CHANGING NEEDS  

Your brand has a unique operating model; Dayparts, breakfast, afternoon snack, late-
night; Order channels - kiosks, drive-thru, app, window service, lobby, curbside; Guest
satisfaction measure – speed of service, voice-of-guest surveys, secret shoppers;
Unique offerings; limited time offers (LTOs), 30-minutes or less delivery, have it your
way offers, and many others that are unique to your brand that are built for your
customers. In addition, your company prioritizes, measures, and manages metrics
differently. Store, market, and companywide thresholds are set to manage and improve
the most impactful metrics. These will change. 

Why This is Important: Your data strategy and tools need to be purpose-built and
specialized for your brand. It needs to incorporate your operational and metric
priorities to drive the behavior you want based on what is most impactful to your
business. Finally, your tools and systems need the flexibility to change without any
considerable time investment or distraction to your team.
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CRITERIA V: CONSUMABLE BY THIRD PARTIES  

Tight margins, growing labor and food expenses, and a commitment to guests and
operations forces operators to run lean. To successfully manage a business with limited
general administrative support, most organizations outsource some, if not all their
home office functions including payroll, accounting, IT, and operational reporting. At
the very least, staff is leveraging third-party software to manage these functions. To
realize the goal of efficiency, data exchange must be automated. Time punch, sales,
labor, inventory, and many other elements need to export or import to the vendor or
software.  

Why This is Important: Your operational reporting provider should act as the conduit
between your systems and provide access to your partners and software providers so
that you do not have to waste time and resources on manually moving data.

SELECTING THE BEST OPTION, CONTINUED

Restaurant operators are faced with endless challenges, risks, and opportunities.
Engaging team members in the pursuit of operational excellence is the most direct
path to achieve success. Clear objectives, organizational alignment, and the
management of data and results are foundational to this pursuit. Equipping team
members with the right tools and resources will increase engagement and empower
them to perform at their best each day.  

There are many approaches to aligning team members with organizational goals;
reporting and data are central to all. Finding the best solution for your organization
will help avoid risk, realize opportunities, and achieve success and transparency while
strengthening the overall health of the organization and those who work in it.  

CONCLUSION
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As Chief Revenue Officer, Dave oversees all Go-To-
Market (GTM) efforts including, sales, account
management, training, marketing, and the overall
go-to-market strategy for Delaget. His widespread
understanding of restaurants, specifically quick
service and fast casual restaurants of varying sizes
and complexities, and technology, have been
instrumental in building Delaget’s reputation as the
leader in data-driven solutions that empowers
owner/operators to achieve growth and
operational excellence.  

ABOUT THE AUTHOR

Since Dave joined Delaget in 2017, the company has been the recipient of the 2020 QSR
Applied Tech Award and the 2021 Minneapolis St. Paul Business Journal’s Best Places to
Work.  

If we look at it, and if we
discuss it in meetings, 
it will get better.

- Toby, Sonic Drive-In

Dave Sandhoefner, Chief Revenue Officer Delaget
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Schedule Your FREE Demo Today! Get Your FREE 2020 QSR Operational Index!

Delaget is the leader in QSR data solutions, reliability, and service and works
diligently with clients to ensure their data is delivered effortlessly. 

Delaget, the leader in QSR data solutions provides restaurant operators with the
platforms they need to streamline all of their data into one, easy-to-use, customizable
dashboard, allowing owners, operators, area coaches, and home offices to have a
‘what’s-happening-today’ view of their most critical operational data - saving countless
hours each day and precious resources.

Our most popular products include, Delaget Coach, which was the recipient of the 2020
QSR Applied Tech Award, provides operators an all-encompassing view that's
customized to their unique performance metrics such as sales, labor, food costs, speed
of service, VOC, and more, and Delaget Detect, which provides everything operators
need to find, validate, and act on loss quickly. With each solution, we aim to simplify,
save time, and highlight opportunities in order to reach goals.

Brands we work with include Pizza Hut, Taco Bell, KFC, IHOP, Long John Silvers,
Popeye's, Sonic Drive-In, Hardee's, Papa Joh's, and more! 

Visit us at delaget.com 
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http://www.delaget.com/
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