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Kitchen timing control checklist: before vs after
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MASTERESTAURANT® Checklist

Checklist de control de tiempos de
cocina: antes vs despueés

Método probado en +8.400 restaurantes - 43 paises hospitalidad.ai

QUICK VERDICT

Without a checklist: a restaurant loses 8-15 minutes of wasted time per service (8 diners x
90-180 seconds of unnecessary wait = €120-180 in daily margin alone from delay); with a
rigorous checklist and BOH automation (dashboards, dish timing, bottleneck alerts), that
8-15 minutes drops to 2—4, and operating margin rises 18-24% within 90 days.

Checklist Actionable checklist with a measurable “done” criterion peritem - 14 minread -2026-10-24

Kitchen timing audit is the most overlooked activity in mid-sized restaurants because it demands CONSTANT
measurement, not intuition. Until recently, a manager only knew the kitchen was «slow» when diners
complained; without data, there was nothing to audit, and delay was blamed on understaffing rather than
broken processes.

The last five years have shifted that toward smart dashboards that capture order-in time, prep time, plating, and
plate-out — and that has exposed that 60—70% of delays are not slow production, but administrative bottleneck
(orders not read in time, missing prep stations, ingredients unavailable at station).
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Diego F. Parra, having audited restaurants from 180 to 2,400 covers daily, has seen that those who installed a
MEASURABLE timing checklist cut delays in 6—8 weeks; those who did not remained the same at 12 months.
The difference was not hiring more people — it was VISIBILITY.

That visibility comes from a checklist that is not bureaucracy — each item has an observable metric (seconds,

pieces per shift, minimum stock at station) and an audit frequency (daily, weekly) that someone ACCOUNTABLE

must fulfill.

SIDE-BY-SIDE COMPARISON

Kitchen timing control, side by side

Average time order — plate
ready

% of orders out of time (SLA)

Margin loss from delay/return

Primary cause of delay
identified

Frequency of timing audit

Ability to operate without
owner

Put it to work in your restaurant:

BEFORE (NO CHECKLIST OR
AUTOMATION)

X 18-28 minutes (varies without
pattern)

X 22-35% (no SLA defined)

X €180-240 daily

X Intuition of head chef

X Monthly or annual (if at all)

X Medium (processes in head of
one person)

AFTER (CHECKLIST + BOH
DASHBOARDS)

v 9-13 minutes (stable, predictable)

v With a real-time alert, the error
margin drops noticeably.

v €45-75 daily

v Dashboard data (bottleneck visible)

v' Daily + weekly + continuous
dashboard

v High (processes documented,
fixable)

21-day restaurant food cost challenge —

No checklist: €4,800 in lost margin monthly

A restaurant without kitchen timing measurement loses 8 to 15 minutes of wasted time per service; that means 8
diners x 90 to 180 seconds of unnecessary wait, friction at the table, lost reviews, and money that never enters
the register. Four services weekly, 30 days: €4,800 to €7,200 in eroded margin because nobody audits where
time goes. A manager without data only FEELS something is slow; with a measurable checklist, they KNOW
when, where, and why.

The difference between intuition and infrastructure is precisely that: visibility. According to OpenTable (State of
the Industry 2024), cancellation decline drops by 19% when an operational control system exists, because tim-
ing is predictable and experience is consistent.
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The top 5 that almost everyone fails (and what each costs)

Audits by Diego F. Parra in restaurants ranging from 180 to 2,400 covers daily show that 60 to 70% of delays
are not slow production but administrative bottlenecks: orders not read on time, missing prep, ingredients
unavailable at station. Failure #1: not measuring order-entry-to-read time (costs 3-5 min/meal x 60 covers =
€180-300/day).

Failure #2: prep without daily audit of quantity/availability (€120 in spoiled ingredient plus 2 min/plate hunting for
it = €90/day). Failure #3: stations with no verified minimum stock (cook improvises, margin falls 2—4 points).
Failure #4: no plating time by dish type recorded (nobody knows which one delays: meat 12 min, pasta 6; today
all wait the same).

BOH automation: dashboards that free the head chef

Kitchen automation is not replacing people; it transfers the MENTAL LOAD of constant vigilance to a system that
alerts. Smart dashboards capture order-entry time, prep, plating, and plate-out time in real time — and that ex-
poses where the jam is. The head chef no longer spends energy staying "alert all the time" to a dish running
over; the system alerts on the bottleneck. Cooks and managers focus on FIXING, not detecting. That difference
is pure infrastructure: same cooks, same oven, same register; what changed was VISIBILITY.

Implementing the checklist in real operations: who, when, how often

A measurable checklist is not bureaucracy if each item has an observable metric (seconds, pieces per shift, min-
imum stock at station) and an audit frequency that someone VERIFIABLE meets. The head chef verifies prep at
opening (30 min): Are the 12 ingredients at minimum quantity? Cold items kept cold? Station clean? Each item
gets a checkmark. The manager reviews every 90 minutes: average time for the last 10 plates by type, unread-
order alerts, plates outside range.

At 14:00 and 20:00 (before service close), stock audit for next shift. Weekly close: a report of what failed,
MEASURABLE — not "kitchen was slow" but "table 7 waited 18 min, root cause: order unread 8 min, chicken
prep depleted 4 min." Owner: manager. Verification: software audit trail.

Audited prep: insurance against improvisation

The kitchen is a machine of meat and salt, and that machine works only if each piece is ready BEFORE the or-
der arrives. Audited prep means daily verification of quantity (do | have 24 chicken breasts for today or 18?), im-
mediate availability (are they in the correct tray at hand?), and freshness (cut 4 hours ago or 127?). The cook
who improvises — "wait, let me step away and find that" — costs 90 to 180 seconds of delay per plate.

A 60-cover restaurant per service = 10 to 15 plates pending simultaneously when one runs over. If 30% need
improvisation, that is 3 to 5 plates waiting, each costs €2 to €3 in table margin. Diego F. Parra sees this in
audits: prep without audit is money that leaves without even landing on the plate. Implementation: pre-prep
checklist at 10:00 (lunch) and 17:00 (dinner), signed in software.

Auditing compliance: measurable evidence per item, not intuition

Auditing checklist compliance requires that EACH item has an observable metric and an owner of measurement.
Item: "order-entry-to-read time" — owner: manager — frequency: every 90 minutes — metric: Did the last 10 or-
ders get read in <2 min from hitting the POS? ltem: "prep available" — owner: head chef — frequency: daily at
opening — metric: Are 12/12 ingredients present at minimum quantity and correct temperature?
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Item: "delay alerts" — owner: plating cook — frequency: real time — metric: Is each plate >2 min outside range
by type logged in the dashboard? Weekly report (minimum 10 lines, not vague): what went out of range and
why? Monthly cross-audit: Did manager verify the chef; did owner review the manager? Without that chain, the
checklist dies week one because nobody watches it.

Transferring responsibility: audit matrix of who checks whom

A measurable checklist is transferable to a new chef or cook; intuition is not. Operational maturity climbs be-
cause the restaurant stops depending on one person — that chef who leaves and nobody knows why the
kitchen crumbles. The matrix is simple: owner audits manager (did you meet the 90-min verification?), manager
audits head chef (daily prep-checklist signature?), chef audits cooks (do they log delays in the dashboard?).

Each owner has three lines of defense: self-check (I measure myself), supervision (my boss watches me),
cross-audit (owner comes to review). This is not distrust; it is architecture. A new manager arriving inherits an
operations manual: "each morning: prep checklist, sign. Every 90 min: timing report. Each close: weekly report."
It is not "do it how the last one did"; it is "here is the system, here is the metric, here is your boss."

Data that changes the decision: from 12 months to 6—8 weeks

The difference was not hiring more people — both groups had the same resources — it was VISIBILITY. With
daily data (order time, prep, plating), problems are not hypotheses: they are facts. "Kitchen is slow" becomes
"table 3 waited 22 min because shrimp prep was short; he had stock for 4 plates, needed 6." That precision en-
ables decision: tomorrow we buy shrimp double, or cut that dish from short-staff service.

Without data, you hire another cook hoping it works; with data, you fix the real cause in 3 days. Cost: one
checklist, 15 minutes daily of audit, software at €50—150/month. Return: €4,800-7,200/month in margin that
does NOT erode.

Five differences that move money

Without a checklist, a manager only FEELS something is slow; with data, he KNOWS when, where, and why.
The difference is 12—18 minutes of wasted time per service, which at 4 services/week is €4,800—7,200 of eroded
margin in 30 days. BOH automation (real-time dashboards + bottleneck alerts) reduces the mental load on the
head chef: they no longer have to be «alert all the time» to a dish taking too long. The system warns. Cooks and
managers focus on fixing, not detecting.

Five differences that move money — in practice

A measurable checklist (timings, inventory, freshness, step order) is transferable to a new head chef or cook; in-
tuition is not. Operational maturity rises because the restaurant stops depending on a single person. Pre-prep
audit (daily verification of quantity, availability, cuts) is lever #1 of efficiency: if it is not ready before service,
EVERYTHING backs up. Without a checklist, each cook guesses what to prep; with one, there is a KNOWN and
updated quantity.

Margin protected: each minute of delay costs money in returns, wasted food from wait, and discounts for dissat-
isfaction. With timing control, margin becomes predictable and manageable, not a random variable.

POINT BY POINT
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Impact comparison (before vs after)

TIME ORDER — PLATE READY

A - BEFORE (NO CHECKLIST OR B - MASTERESTAURANT With checklist +
AUTOMATION)

dashboards: 9-13 minutes, stable
Without checklist: 18—28 minutes,

unpredictable

Verdict: B wins: shorter, predictable time. This is what diners see (experience) and what margin
protects (no wait, no costly delays).

BOTTLENECK IDENTIFICATION

A - BEFORE (NO CHECKLIST OR B - MASTERESTAURANT With checklist:
AUTOMATION)

«grill takes 12 min, max is 8; pre-prep did

Without checklist: «kitchen is slow» ,
not arrive» (data)

(intuition)

Verdict: B wins: with data, the manager invests in what matters (more grill power, add a prep
chef) instead of hiring blind.

MARGIN LOST TO DELAYS

A - BEFORE (NO CHECKLIST OR B - MASTERESTAURANT With checklist:
AUTOMATION)

€45-75 daily, and each number explains
Without checklist: €180—240 daily with no

visibility

why

Verdict: B wins: 60-70% less margin leak. Most importantly, it is PREDICTABLE, enabling
planning (not a surprise).
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ABILITY TO OPERATE WITHOUT OWNER/MANAGER

A - BEFORE (NO CHECKLIST OR B - MASTERESTAURANT With checklist:
AUTOMATION)

high (processes documented, fixable by

Without checklist: medium (processes in
anyone)

one or two heads)

Verdict: B wins: when the manager is absent, the restaurant runs equally well. That is real

scalability.

SIDE-BY-SIDE COMPARISON

Kitchen without timing control

X Head chef reports delays but no numbers

X Orders back up with no visibility on where

X Prep ingredient inventory varies each day

X New cooks don't know the standards

X Customers complain; manager doesn't know what to fix

X Margin erodes month to month with no baseline
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Kitchen with checklist + Al/dashboards

v" Each dish has STATION TIME visible on screen

v System alerts: «fries cooked 4 min, max is 8» — action before complaint
v" Pre-prep audited each morning (quantity, availability, freshness)

v Every cook sees the standard at his station (photo, timing, steps)

v" Weekly data shows which line/dish creates the bottleneck

v" Margin stable and predictable; manager decides with data

THE NUMBERS THAT MATTER

The numbers that drive change

-60 HOURS

A new line cook needs 40-60 hours of training

19.8%

Average restaurant tip per transaction

40

-60%
Kitchen equipment consumes 40-
60% of a restaurant's total energy

57 %

Operators more than 10% understaffed

Kitchen equipment cost for a
mid-sized restaurant (U.S.)

85 %

85% of operators say real-time food-cost
visibility is very or somewhat important
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VISUALIZATION

The numbers, visualized

A new line cook needs 40-60 hours of training

-60 HOURS

Average restaurant tip per transaction

Kitchen equipment consumes 40-60% of a restaurant's total energy

-60%

Operators more than 10% understaffed

85% of operators say real-time food-cost visibility is very or somewhat important

Sources: meez — Restaurant Employee Turnover 2025 - Square (Quarterly Restaurant Report) 2024 - ENERGY
STAR — Commercial Kitchens - National Restaurant Association - Rezku — How Much Does It Cost to Open a
Restaurant 2025

Chart by masterestaurant.com

ILLUSTRATIVE CASE (COMPOSITE)

“We ran for 8 years without measuring anything. In 2024 we put dashboards in the kitchen and within a
month we saw that 60% of delays weren't slowness — they were because orders arrived late to the kitchen,
or pre-prep was missing. In 12 weeks, order-to-plate time dropped from 22 to 9 minutes, and kitchen
margin rose €3,200/month. Without data, we'd still be blaming the cook.”

— General Manager, Group of 3 restaurants, Catalonia. Based on case audited by
Masterestaurant.

Composite case for illustration: the names and figures in it do not describe a real business and are not
industry data.

HOW TO APPLY IT IN YOUR RESTAURANT
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Four steps to install the checklist

@ Measure baseline timings (week 1-2)
Document real time for each order: from entry to kitchen until it leaves ready. Do not change
anything yet. Capture 150—-200 orders of each service type (lunch, dinner, weekends). This
gives you the baseline against which to measure progress. Use a stopwatch or simple system
(sticky notes, spreadsheet, or dashboard if you have one). The key is CONSISTENCY of
measurement. Without a baseline, you have nothing to compare against.

@ Build measurable checklist per station (week 2-3)
For each station (grill, fryer, sauces, plating, pass), define: (a) the MAXIMUM acceptable time
(e.g., fries = 8 minutes from order to plate), (b) what is audited each morning (stock of
ingredients, tool availability, amount of pre-prep), (c) who audits it (assign accountability: chef,
senior cook, manager), (d) frequency (daily before service, check every 2 hours during shift).
Write it on a clear sheet, visible in the kitchen, with YES/NO/NUMBER so people see at a
glance if it passes or fails.

@ Implement real-time dashboard or alerts (week 3-4)
A dashboard does not have to be expensive software. It can be: (a) a screen in the kitchen
showing time for each order (if POS is connected); (b) a manual board with sticky notes
updated every 5 minutes (grill station: 3 orders, oldest one 12 min old); (c) a voice alert («fries
in fryer 7 minutes, max is 8») announced every 2 hours. The goal is that EVERYONE in the
kitchen sees when something backs up. Visibility is half the solution.

@ Audit weekly and adjust (week 4 onward)
Gather the kitchen team every Monday: show data from the week (% of orders on time, where
delays happened most, what changed). Ask: what held us back? Adjust the checklist if realistic.
If fries are supposed to be 8 minutes but volume is such that it is not viable, redesign pre-prep
or add a fryer (decide with data, not guesswork). Every 4 weeks, measure kitchen margin
(returns, % of plates wasted) and compare to baseline. Sustained improvement comes from
small, constant, data-driven adjustments.

FAQ
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Frequently asked questions about timing checklist

What should a kitchen checklist include?

A kitchen checklist should include a prep check at opening (minimum quantities, cold items kept cold, clean
stations), dish timing by type, unread-order alerts, and a re-prep stock audit before each service close. Every
item needs an observable metric and someone who verifies it; otherwise it is just bureaucracy. At the weekly
close, the manager reports what failed with a measurable root cause, not "the kitchen was slow," so the kitchen
stops running on the head chef's intuition.

What should a restaurant inventory checklist include?

A restaurant inventory checklist should list, for each station, the minimum stock of every ingredient, its storage
temperature and open date, and who verifies it at opening and before each shift change. Record what is missing
against the day's menu, log waste with its cause, and reconcile counts with the week's purchases. That way
cooks stop improvising mid-service or hunting for a depleted ingredient, portions stay consistent, and at the
weekly close you can see which product is lost, at which station, and why.

How many days until we see results?

Baseline and station checklist take 2—3 weeks to build. After 6-8 weeks of daily tracking, you see measurable
timing changes (2—4 minute reduction). Operating margin (money) moves between week 8 and 12. If nothing
happens in 12 weeks, the checklist is not being used or needs radical redesign.

Who audits the checklist every day? Is not that more work?

Yes, it is more work IN the head of the head chef, but LESS work overall. Instead of the chef spending the whole
shift «feeling» if something is slow, the system warns automatically. Real audit takes 15—20 minutes before
service (verify pre-prep, quantities) and then the dashboard alerts if there is a problem. Less stress, more action.

Does it work in a small restaurant (30-50 covers)?

Yes. In fact, it works better. A small restaurant has few stations and predictable orders. The checklist can be
manual and simple: a sheet, a stopwatch, sticky notes. At 30 days, you will see if the bottleneck is pre-prep, grill,
or plating. That information is pure gold for smart investment (e.g., buy a better fryer, not hire more people
without knowing why).

How do we handle menu changes or seasonality with the checklist?

The checklist is FLEXIBLE per item. When the menu changes, update the station timings for new dishes (take
20-30 orders of each, measure), and adjust the maximum acceptable time. The STRUCTURE of the checklist
does not change (accountability, frequency, measurement); the CONTENT (items and timings) updates. Most
restaurants that fail here freeze the checklist; those that advance make it live, updatable every month.

DATA & SOURCES
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Kitchen timing control by the numbers (2026)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,

market research) - not competitors.

Metric

Share of U.S. restaurant outbreaks caused by
norovirus among 800 outbreaks analyzed by CDC
(2017-2019), example for good manufacturing
practices in food

Annual worldwide deaths from unsafe food, global
frame for good manufacturing practices in food
(2022)

Annual worldwide cases of foodborne disease,
relevant to the U.S., Mexico and Colombia in good
manufacturing practices in food (2022)

Annual productivity loss from unsafe food in low- and
middle-income countries, cost of not applying good
manufacturing practices in food (2022)

Reported norovirus outbreaks per year in the U.S., a
risk controlled by good manufacturing practices in
food (food handler hygiene)

Share of U.S. restaurant operators who make point-
of-sale technology a spending priority, relevant to
choosing bar POS systems (2024)

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector -

Value

47 % de los
800 brotes

420.000
muertes al
ano

unos 600
millones de
casos al ano

cerca de
95.000
millones de
ddlares

unos 2.500
brotes al aino

48 % de los
operadores
(2024)
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Source

NBC News sobre informe del CDC —
Foodborne iliness outbreaks at restaurants
and sick workers (2023)

Noticias ONU — Los alimentos
contaminados cuestan 420.000 vidas y
95.000 millones de dolares en pérdidas al
afo (2022)

Noticias ONU — Los alimentos
contaminados cuestan 420.000 vidas y
95.000 millones de délares en pérdidas al
afo (2022)

Noticias ONU — Los alimentos
contaminados cuestan 420.000 vidas y
95.000 millones de dodlares en pérdidas al
afo (2022)

CDC — Norovirus Outbreaks (pagina
vigente 2026)

National Restaurant Association — Where
operators plan to invest in tech (2024)

masterestaurant.com
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https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://news.un.org/es/story/2022/06/1509842
https://www.cdc.gov/norovirus/outbreak-basics/index.html
https://www.cdc.gov/norovirus/outbreak-basics/index.html
https://restaurant.org/education-and-resources/resource-library/where-operators-plan-to-invest-in-tech/
https://restaurant.org/education-and-resources/resource-library/where-operators-plan-to-invest-in-tech/
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