Al on the Line: Your Restaurant Al Toolkit

From Prep to Plate—Your Playbook

Welcome! This toolkit is your practical guide to implementing Al in your restaurant
operations. Everything here is designed for independent operators who want to start
small, measure results, and scale what works.

Getting Started: The Crawl-Walk-Run Philosophy

Before you dive in, remember this: you don't have to do everything at once. In fact,
you shouldn't. The operators who succeed with Al are the ones who master one thing
before moving to the next.

Crawl (Start Here): Pick one of the three Starter Stack Plays below. Try it for 30 days.
Measure the results. This costs $500-2k/month and delivers ROl in 30-60 days.

Walk (After First Wins): Integrate Al with your existing systems—POS, inventory
management, marketing platforms. This costs $2-8k/month and delivers ROl in 60-120
days.

Run (Build Your Moat): Deploy predictive systems, custom Al solutions, and full
automation. This costs $8k+/month and delivers ROl in 6-12 months.

Today, we're focusing on Crawl. Master this level first, then climb the ladder.

The Starter Stack: Three 30-Day Wins

Play #1: Snap-to-Prep (Inventory & Waste Management)

The Problem: You're throwing away $500+ worth of food every week because you
didn't use it in time, or you're running specials on items you have plenty of instead of



items that are aging.

The Solution: Take a photo of your walk-in, upload it to an Al assistant, and get a
station-organized prep list, "86 soon" warnings, and specials suggestions—all in 90
seconds.

Expected Impact: - 15-25% reduction in food waste - $200-500 monthly savings - 20
minutes saved daily on prep planning

Implementation Guide
Day 1: Setup (10 minutes)

1. Create a free account on one of these Al tools:
2. ChatGPT (OpenAl): chat.openai.com

3. Claude (Anthropic): claude.ai
4. Google Gemini: gemini.google.com
5. Save this prompt template in your notes app or a document:

I'm a restaurant operator. I've taken a photo of my walk-in refrigerator
inventory.

Please analyze the image and provide:

1. PREP LIST BY STATION
- Organize items by kitchen station (grill, salad, sauté, etc.)
- Include quantities and priorities

2. "86 SOON" WARNINGS
- Identify items that should be used within 2-4 days
- Flag items showing signs of aging

3. SPECIALS SUGGESTIONS
- Suggest 2-3 dishes that would efficiently use aging inventory
- Include brief descriptions and key ingredients

4. WASTE & IMPACT ESTIMATE

- Estimate potential waste reduction in pounds and dollars
- Calculate CO2 impact if possible

Restaurant context:
- Cuisine type: [Your cuisine]

- Typical daily covers: [Number]
- Menu highlights: [List 3-5 signature dishes]

Days 2-7: Daily Practice (5 minutes/day)

1. Each morning (or evening before prep), take a clear, well-lit photo of your walk-in



2. Tip: Take the photo from the same angle each time for consistency
3. Tip: Make sure labels are visible

4, Upload the photo to your Al assistant with the prompt

5. Review the output:

6. Share prep list with kitchen staff

7. Add "86 soon" items to your specials board
8. Consider the suggested specials for your next menu update
9. Track your results:

10. How much food are you throwing away?
11. Are you using inventory more efficiently?

12. How much time are you saving?
Days 8-14: Refinement

1. Adjust the prompt based on your results:
2. Add specific menu items you want suggestions for

3. Include pricing information for more accurate financial estimates
4. Add dietary restrictions or allergen considerations
5. Train your team:

6. Show them how to take the photo
7. Explain how to interpret the Al output
8. Get their feedback on the suggestions

Days 15-30: Optimization & Measurement

1. Calculate your actual waste reduction:

2. Compare trash logs from before and after implementation
3. Calculate dollar savings

4. Refine your process:



5. Create a shared document where staff can access daily recommendations

6. Set up a routine (same time, same person, same process)
7. Document what works and what doesn't

8. Decide: Is this worth continuing? If yes, make it permanent. If no, try a different
play.

Play #2: Smart Scheduling (Labor Optimization)

The Problem: You're spending 3-5 hours every week creating schedules, you're
constantly adjusting for overtime, and you're not sure if you're staffing efficiently
based on your actual sales patterns.

The Solution: Input your staff availability and sales data into an Al assistant, and get
an optimized two-week schedule that hits your target labor percentage, respects
availability, and flags overtime risks.

Expected Impact: - 3-5% reduction in labor costs - 2-3 hours saved weekly on
scheduling - Automatic overtime warnings - More consistent, fair schedules

Implementation Guide
Days 1-3: Setup (30 minutes)

1. Create a staff information spreadsheet with these columns:
.Name

. Position

2
3
4, Hourly Rate
5. Availability (days/hours they can work)
6

. Maximum hours per week
7. Any scheduling constraints
8. Gather your sales data for the past 4 weeks:

9. Sales by day of week
10. Sales by hour (if available)



11. Special events or anomalies to note
12. Determine your target labor percentage

13. Industry standard: 25-35% depending on service style

14. Your historical average
15. Your goal

16. Save this prompt template:

I'm creating a staff schedule for my restaurant. Here's my data:

STAFF INFORMATION:
[Paste your staff spreadsheet - include all columns]

SALES DATA (Last 4 weeks):
[Paste your sales data by day and hour]

SCHEDULING PARAMETERS:

- Target labor percentage: [Your target %]

- Schedule period: [Start datel to [End datel
- Special events or considerations: [List any]

Please create a two-week schedule that:

. Optimizes staffinag levels based on sales patterns

. Respects all staff availability constraints

. Hits my target labor percentage (within 1%)

Flaas anvy potential overtime issues

. Ensures adequate coverage for all positions

. Provides a brief explanation of the scheduling logic

OUh WNE

Format the output as:

- Weeklvy schedule arid (easv to copy/paste)

- Labor percentage calculation

- Overtime warnings (if any)

- Suggested shift-swap message I can text to staff

Days 4-10: First Schedule (15 minutes)

1. Run the prompt with your data
2. Review the generated schedule:
3. Does it make operational sense?

4. Are there any obvious gaps or issues?
5.1s the labor percentage accurate?
6. Make human adjustments:

7. Fix any conflicts or issues



8. Add personal knowledge (e.g., "Sarah and Tom work better together")
9. Ensure food safety coverage
10. Share with your team and gather feedback
Days 11-20: Second Schedule & Refinement

1. Update your sales data with the most recent week

2. Run the prompt again for the next two weeks

3. Compare Al suggestions to your manual adjustments from last time
4, Refine the prompt based on what you learned:

5. Add specific pairing preferences

6. Include performance considerations

7. Note any seasonal patterns
Days 21-30: Optimization & Measurement

1. Calculate your actual labor percentage:

2. Compare to your target

3. Compare to your historical average

4, Measure time saved:

5. How long did scheduling take before? (3-5 hours)
6. How long does it take now? (15-30 minutes)

7. Get team feedback:

8. Are schedules more consistent?

9. Are they happier with the process?
10. Any issues to address?

11. Decide: Continue, refine, or try a different play?




Play #3: Guest Growth Kit (Marketing & Retention)

The Problem: You know you should be posting on social media, updating your Google
Business Profile, and sending win-back messages to lapsed customers—but you don't
have time, and when you do, you stare at a blank screen not knowing what to write.

The Solution: Use Al to generate Google Business Profile posts, SMS win-back
campaigns, and social media content calendars in minutes instead of hours.

Expected Impact: - 15-30% increase in online engagement - 5-10% improvement in
customer return rate - 4+ weekly posts automated - Consistent brand presence

Implementation Guide
Days 1-5: Setup & Brand Foundation (45 minutes)

1. Create a "Restaurant Brand Profile" document with:
. Restaurant name and cuisine type

. Signature dishes (top 5-7)

2
3
4. Unique selling points (what makes you special?)
5. Target customer demographics

6

. Brand voice (friendly? upscale? family-oriented?)
7. Current promotions or events
8. Choose your marketing priorities:

9. Google Business Profile posts (local SEO)
10. SMS win-back campaigns (lapsed customers)

11. Social media content (Instagram, Facebook, TikTok)
12. All of the above
13. Save these prompt templates:

Google Business Profile Posts (Weekly)



I need 4 weekly Google Business Profile posts for my restaurant.

RESTAURANT PROFILE:
[Paste your brand profile document]

CURRENT FOCUS:

- This week's special: [Details]
- Upcoming event: [Details]

- Seasonal highlight: [Details]

For each post, please provide:

1. Attention-arabbina headline (40-60 characters)
Engaging body text (150-300 characters)

Clear call-to-action

Suggestion for accompanying image

Best day/time to post

g wWN

Make the tone [your brand voice] and focus on driving local traffic.

SMS Win-Back Campaign (Monthly)

I need to create an SMS campaign to win back customers who haven't visited in
30+ days.

RESTAURANT PROFILE:
[Paste your brand profile document]

CAMPAIGN DETAILS:

- Target: Customers who haven't visited in 30-60 days

- Offer: [Your incentive - e.g., "20% off next visit" or "Free appetizer"]
- Urgency: [Expiration date]

Please create 5 different SMS messages that:

. Are personalized but don't use actual names (use "you")
. Are brief (160 characters max)

Include the offer clearly

Create urgency without being pushy

Have a clear call-to-action (reserve, order, visit)

abrwnNBRE

Tone should be [your brand voice].

Social Media Content Calendar (Bi-Weekly)



I need a 14-day social media content calendar for my restaurant.

RESTAURANT PROFILE:
[Paste your brand profile document]

CONTENT THEMES TO INCLUDE:
Behind-the-scenes kitchen moments
- Customer testimonials or UGC
- Dish highlights with mouth-watering descriptions
- Staff spotlights
- Community involvement or local partnerships
- Seasonal or timely content

For each day, please provide:

~N~NoO O WNE

. Content theme
. Post description (50-100 words)

Suagested caption with emoiis

. Relevant hashtags (5-7 per post)
. Best time to post
. Platform recommendation (Instagram, Facebook, TikTok)

Image/video suggestion

Create a mix of educational, entertaining, and promotional content following
the 80/20 rule (80% value, 20% promotion).

Days 6-12: First Campaign Launch

10.

11.
12.
13.

. Choose ONE marketing channel to start with (don't try to do all three at once)
. Generate your first batch of content using the appropriate prompt

. Review and personalize:

. Does it sound like your brand?

. Is the information accurate?

. Would you be proud to post this?

. Schedule or post the content:

. Use free scheduling tools (Meta Business Suite, Google Business Profile app)

. Or post manually if you prefer

Track engagement:

Likes, comments, shares
Click-through rates

Reservations or orders attributed to the campaign

Days 13-23: Expand & Refine



1. Add a second marketing channel

2. Refine your prompts based on what performed well:
3. Which posts got the most engagement?
4

. What tone resonated best?
5. What topics did your audience care about?
6. Start building a content library:

7. Save high-performing Al-generated posts
8. Create templates for recurring themes

9. Document what works
Days 24-30: Optimization & Measurement

1. Calculate your results:

2. Engagement rate before vs. after
3. New followers or profile views
4

. Reservations or orders from campaigns
5. Time saved on content creation
6. Get customer feedback:

7. Are they seeing your posts?

8. Do they feel more connected to your brand?
9. Any suggestions?

10. Decide: Continue, expand, or adjust?

Your Safety Rail: The R-A-I-L Framework

Before you implement any Al solution—whether from this toolkit or from a vendor—
run it through the R-A-I-L checklist. If it doesn't pass, don't use it.



R = Responsible
Question: Is guest data use ethical and transparently disclosed?

What to check: - Do you clearly state how customer data is used? - Do you get explicit
consent for personalization? - Are you only collecting data you actually need? - Would
you be comfortable if customers knew exactly what you're doing with their data?

Example: If you're using Al to personalize offers, your privacy policy should clearly

state this, and customers should be able to opt out.

A = Auditable

Question: Can you maintain logs for decisions and automations?

What to check: - Can you see a record of what the Al recommended? - Can you track
what human modifications were made? - If something goes wrong, can you trace it
back? - Do you have a way to review Al decisions for quality control?

Example: Keep a log of Al-generated schedules and any manual changes you make. If
labor costs spike, you can review what happened.

| = Interpretable

Question: Are outputs readable by staff and reviewable by legal?

What to check: - Can your team understand why the Al made a recommendation? -
Can you explain the logic in plain language? - If a customer or regulator asks, can you
justify the decision? - Is there any "black box" that you can't see inside?

Example: If Al suggests a price change, it should explain why (e.g., "Based on demand
patterns and competitor pricing").

L = Layered

Question: Does human override always win, especially for food safety?

What to check: - Can a human easily override any Al decision? - Are food safety
protocols always under human control? - Is there a clear escalation path when Al is
wrong? - Do staff feel empowered to question Al recommendations?



Example: If Al suggests using an ingredient that's past its prime, a human should
always have the final say—and should feel comfortable saying no.

Remember: If you can't see the rail, don't ride the train.

Essential Questions Before Al Implementation

Before you buy any Al tool or service, ask these four questions. If the vendor can't
answer them clearly, walk away.

1. Who owns the data?

Why it matters: Your operational data, guest data, and any insights generated are
valuable. You need to own them.

What to ask: - "Do | retain full ownership of all data | input into your system?" - "Can |
export my data at any time?" - "What happens to my data if | cancel my subscription?"
- "Do you use my data to train your Al models or sell to third parties?"

Red flag: Vendor says data ownership is "shared" or "complicated."

2. Can you explain the Al's recommendations?

Why it matters: If you can't understand why Al made a decision, you can't trust it or
improve it.

What to ask: - "Can you show me why the Al recommended this
schedule/price/action?" - "What data points does the Al consider?" - "Can | see the
logic or algorithm?" - "How do | know if the Al is making a mistake?"

Red flag: Vendor says the Al is "proprietary" and can't be explained.

3. What happens when the system is wrong?
Why it matters: Al will make mistakes. You need a clear plan for when it does.

What to ask: - "What's the escalation process when Al makes an error?" - "Can | easily
override Al decisions?" - "Do you have a support team that can help troubleshoot?" -
"What's your uptime guarantee and what happens if the system goes down?"



Red flag: Vendor dismisses the possibility of errors or has no clear support process.

4. How do you maintain food safety compliance?
Why it matters: Food safety is non-negotiable. Al should never compromise it.

What to ask: - "How does your Al handle food safety protocols?" - "Can | set hard rules
that Al can never override (e.g., temperature thresholds)?" - "Is there always human
oversight for safety-critical decisions?" - "How do you stay compliant with health
department regulations?"

Red flag: Vendor doesn't have specific food safety protocols or seems dismissive of
the concern.

Your 30-Day Challenge Tracker

Use this tracker to monitor your progress. Check off each milestone as you complete it.

Day Milestone Status
1-3 Choose your Starter Stack Play and complete setup O
4-7 Use the tool daily, track initial results O
8-10 Review first week, refine your prompts/process O
11-14  Train your team, get their feedback O
15-17 Two-week assessment, measure impact |
18-21  Optimize based on data, adjust as needed O
22-25  Document what works, create standard operating procedure O
26-30 Final evaluation, calculate ROI, decide next steps O
Key Metrics to Track

For Snap-to-Prep: - Pounds of food waste (before vs. after) - Dollar value of waste
reduction - Time saved on prep planning - Number of specials created from aging



inventory

For Smart Scheduling: - Actual labor percentage vs. target - Time spent on scheduling
(before vs. after) - Overtime hours (before vs. after) - Staff satisfaction with schedule
consistency

For Guest Growth Kit: - Social media engagement rate (likes, comments, shares) -
Google Business Profile views and actions - SMS campaign response rate - New
customers or returning customers attributed to campaigns

The Three-Empire Ladder: Your Growth Path

Once you've mastered your first Starter Stack Play, here's how to climb the ladder.

Empire Foundation: $500-2k/month | ROI: 30-60 days
You are here. This is where you start.

What you're doing: - One or more Starter Stack Plays (Snap-to-Prep, Smart
Scheduling, Guest Growth Kit) - Using free or low-cost Al tools (ChatGPT, Claude,
Gemini) - Learning prompt engineering and basic Al workflows - Building confidence
and measuring results

When to move to Walk: - You've successfully implemented at least one play for 30+
days - You've measured positive ROI - Your team is comfortable with Al tools - You're
ready to integrate Al with your existing systems

Empire Expansion: $2-8k/month | ROIl: 60-120 days
This is where you integrate and scale.

What you're doing: - Connecting Al to your POS, inventory management, and
marketing platforms - Implementing dynamic pricing based on demand patterns -
Automating marketing campaigns with customer segmentation - Using Al for menu
engineering and contribution margin analysis - Building staff training programs with
Al-generated content



Examples: - Inventory system that automatically adjusts orders based on Al
predictions - Dynamic menu pricing that changes based on time of day, weather, and
demand - Automated email/SMS campaigns triggered by customer behavior - Al-
powered loyalty program with personalized offers

When to move to Run: - You've integrated Al into at least 2-3 core systems - You're
seeing compound benefits (Al systems working together) - You have clean data and
strong processes - You're ready to build competitive advantages

Empire Domination: $8k+/month | ROI: 6-12 months
This is where you build your moat.

What you're doing: - Predictive ordering that forecasts demand weeks in advance - Al-
driven menu R&D that tests and optimizes recipes - Complete customer journey
automation from discovery to loyalty - Operational intelligence with real-time
dashboards and alerts - Custom Al models trained on your specific data

Examples: - Al that predicts next month's demand and automatically places orders -
Recipe optimization Al that suggests ingredient swaps to improve margin - Fully
automated customer lifecycle marketing (acquisition, conversion, retention) - Real-
time operational dashboards that alert you to anomalies - Custom voice Al for phone
orders or drive-thru

This is the long game. Don't rush here. Master Foundation and Expansion first.

Additional Resources

Free & Low-Cost Al Tools

General Al Assistants: - ChatGPT (OpenAl): chat.openai.com - Free tier available, Plus
at $20/mo - Claude (Anthropic): claude.ai - Free tier available, Pro at $20/mo - Google
Gemini: gemini.google.com - Free with Google account - Microsoft Copilot:
copilot.microsoft.com - Free with Microsoft account

Image Generation: - DALL-E (OpenAl): Built into ChatGPT Plus - Midjourney:
midjourney.com - Paid, starting at $10/mo - Leonardo.ai: leonardo.ai - Free tier



available

Specialized Tools: - Canva Al: canva.com - Design and content creation with Al
features - Grammarly: grammarly.com - Al writing assistant - Otter.ai: otter.ai - Al
transcription for meetings

Learning Resources

Prompt Engineering: - OpenAl's Prompt Engineering Guide:
platform.openai.com/docs/guides/prompt-engineering - Anthropic's Prompt Library:
docs.anthropic.com/claude/prompt-library

Responsible Al: - Google's Responsible Al Practices:
ai.google/responsibilities/responsible-ai-practices/ - Partnership on Al:
partnershiponai.org

Restaurant Technology: - National Restaurant Association Technology Resources:
restaurant.org/education-and-resources/ - Modern Restaurant Management:
modernrestaurantmanagement.com

Community & Support

Connect with fellow innovators: - LinkedIn: Share your wins and tag #AlontheLine -
Ohio Restaurant & Hospitality Alliance: in/eatdrinkohio - Melinda Davenport:
in/melindadavenport

Share your success: - Post your 30-day results on LinkedIn - Tag the Ohio Restaurant
Alliance - Help other operators get started

Your Al Implementation Pledge

Take a moment to commit. This isn't just about trying something new—it's about
taking control of your operations, your margins, and your future.

I commit to implementing at least one Al solution in my restaurant operations
within the next 30 days.

Specifically, | will:



1. Choose my Starter Stack Play: (0 Snap-to-Prep O Smart Scheduling OO Guest
Growth Kit

2. Complete setup by: ___
3. Use it daily/weekly for 30 days

4. Track these metrics:

5. Share my results with: OO0 My team O Industry peers O LinkedIn community
6. Decide by Day 30: (1 Continue O Refine O Try different play I Climb to Walk

Your Signature: __

Troubleshooting & FAQs

"The Al output doesn't make sense for my restaurant."

Solution: Refine your prompt with more specific context. Add details about your
cuisine, service style, typical covers, and any unique constraints. The more specific you
are, the better the output.

"My team is resistant to using AlL"

Solution: Start small and show, don't tell. Run one play yourself for a week, measure
the results, and then share the wins with your team. Let them see the benefit before
asking them to adopt it.

"I don't have time to learn a new tool."

Solution: That's exactly why you should start. These plays are designed to save you
time. The 30 minutes you invest in setup will save you hours every week. Start with
Smart Scheduling—it has the fastest time-saving payoff.



"What if the Al makes a mistake that costs me money?"

Solution: That's why we have the R-A-I-L framework. Always review Al outputs before
implementing them. Start with low-risk plays (like content generation) before moving
to higher-risk ones (like pricing). And always maintain human oversight.

"l tried Al once and it didn't work."

Solution: Al tools have improved dramatically in the past year. What didn't work 6
months ago might work now. Also, success often comes down to prompt quality. Use
the templates in this toolkit—they're tested and refined.

"How do | know which play to start with?"

Solution: Ask yourself: What's my biggest pain point right now? - Throwing away too
much food? — Snap-to-Prep - Spending hours on schedules? = Smart Scheduling - No
time for marketing? — Guest Growth Kit

Start where the pain is greatest.

Final Thoughts

You've got everything you need to start. The prompts are ready. The frameworks are
clear. The only thing left is to take the first step.

Remember: You don't have to be perfect. You don't have to do everything at once. You
just have to start.

Pick one play. Try it for 30 days. Measure the results. Then decide what's next.

And when you get a win—and you will—share it. Post it on LinkedIn. Tell your fellow
operators. Help build momentum for the entire industry.

Innovation tastes better when it's shared.

Now go serve smarter. Your guests are waiting.




This toolkit was provided as part of the "Al on the Line: From Prep to Plate—Your
Playbook" keynote presentation at the President's Council & REACH Women in
Hospitality Leadership event on October 22, 2025, hosted by the Ohio Restaurant &

Hospitality Alliance.

For questions, support, or to share your success story, connect with Melinda
Davenport on LinkedIn: in/melindadavenport



