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Welcome

Danny Meyer's Union Square Hospitality Group is one of the most studied restaurant companies in the country
— and for good reason. When they dug into their own operating data, they found something that surprised
even their own leadership team: there was a direct correlation between table turn time and guest satisfaction
scores. But it wasn't a straight line. The fastest tables didn't score the highest. Neither did the slowest.

The sweet spot sat in the middle — the tables where guests felt unhurried, where nothing sat waiting on the
pass, where the pace of service matched the pace the guest actually wanted. Union Square Hospitality Group
gave that sweet spot a name: enlightened hospitality. It's the idea that speed and warmth are not opposites.
Done right, they reinforce each other.

This workbook exists because most restaurants treat table turnover as a math problem to be solved with
pressure — move faster, turn harder, push the table. That approach works for exactly one shift, maybe two,
before it shows up in your reviews and your regulars stop coming back. The restaurants that actually solve
table turnover treat it as a systems and communication problem, one they can improve shift after shift
without ever making a guest feel rushed.

[INSIGHT]

I have watched restaurants chase speed like it's the only number that matters. But a guest who feels
rushed doesn't come back. A guest who felt taken care of — and still got home at a reasonable hour —
does.

— Michelle Myers, Founder, 3C Squared, LLC
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SECTION 1: Why Table Turnover Matters (The Real Math)

Let's do the actual math, because most restaurant teams have never seen it written out. A restaurant with 40
covers running a 90-minute average table turn can seat that section roughly twice in a typical four-hour
dinner service. The same 40 covers, running a 72-minute average turn, can seat nearly three times. Same
kitchen. Same staff. Same menu. Same food cost. That difference alone represents a 40 to 50 percent
increase in potential revenue — without adding a single table, a single server, or a single dollar of marketing
spend.

That's the opportunity. Here's the mistake most operators make when they try to capture it: they treat slow
turnover as a staffing problem. Hire more servers. Add a runner. Push the floor harder. Sometimes that helps
at the margins. But in the vast majority of restaurants, slow table turnover is not a people-shortage problem
— it's a systems and communication problem. It's tickets that sit on the pass because no one told the runner.
It's a check that doesn't get dropped until the guest flags someone down. It's a pre-bus that never happens
because nobody owns it. Fix the system, and the same staff turns tables faster without ever feeling rushed.

This section is about seeing the real cost of slow turnover clearly — not as an abstract efficiency metric, but
as real revenue that is currently walking out the door along with every guest who waited too long for a table
that was never actually busy.

"The most expensive thing in a restaurant is an empty table. The second most
expensive is a guest who left feeling rushed."

-- Michelle Myers, Founder, 3C Squared

REFLECTION

What impact does slow table turnover currently have on your restaurant? What would a 15 percent
improvement mean for revenue and for guest satisfaction?

WORKSHEET: Self-Assessment (Rate 1 = needs work to 10 = excellent)

Item 1 2 3 4 5

Speed / Efficiency — how quickly my tables move through their full cycle [ ] [ ] [ ] [ ] [ ]

Guest Experience — how unhurried and cared-for my guests feel [ ] [ ] [ ] [ ] [ ]
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Biggest opportunity in my section right now:
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SECTION 2: The Balance: Speed vs. Experience

Here is the principle that anchors this entire workbook: fast turnover should never feel rushed to the guest.
Speed and hospitality are not competing goals fighting over the same clock. When they're built correctly,
efficiency and care work together — the guest feels attended to at every moment, and the table happens to
also turn on time.

Cooper's Hawk Winery & Restaurants built their entire operational model around this idea. Their teams are
trained around the concept that every guest's visit has a natural rhythm — a pace at which that particular
table wants to move through their meal. Some tables want to linger over a bottle of wine. Others are in and
out before a movie. Cooper's Hawk trains servers to read that rhythm early and then work with it, not against
it — suggesting the next course at the right moment for that table, not on a fixed script.

The result is not a compromise between speed and hospitality. It's proof that they reinforce each other.
Cooper's Hawk consistently posts above-average check sizes alongside above-average table turns — because
a guest who feels good about their pace orders more, stays present, and leaves when they're ready rather
than when they finally manage to get someone's attention.

"The table turn is a byproduct of great hospitality, not a replacement for it."
-- Michelle Myers, Founder, 3C Squared

REFLECTION

Think about your last truly great table turn — fast, smooth, and the guest still left happy. What made it work?
What was different about that table compared to your slowest turn of the night?

WORKSHEET: My Turnover Habits (Rate 1 = rarely to 5 = consistently)

Item 1 2 3 4 5

I read the table's pace and adjust my speed to match it [ ] [ ] [ ] [ ] [ ]

I balance efficiency with genuine warmth, not one at the expense of the other [ ] [ ] [ ] [ ] [ ]

I pre-bus proactively so the table never looks or feels cluttered [ ] [ ] [ ] [ ] [ ]

I communicate clearly and early with the kitchen and my teammates [ ] [ ] [ ] [ ] [ ]

I reset my tables completely and quickly between every turn [ ] [ ] [ ] [ ] [ ]
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SECTION 3: Pre-Shift: Setting Up to Win

The table turns you achieve tonight are decided before the first guest ever sits down. What happens in the 30
minutes before doors open determines your turn speed more than almost anything you do once the shift is
live. A server who starts service already behind never catches up — they spend the whole night managing
damage instead of managing tables.

This is the pre-shift checklist. Every item on it exists because it removes a delay that would otherwise show
up later, multiplied across every table you touch tonight.

PRE-SHIFT CHECKLIST

Question YES SOMETIMES NO

Section mise en place is fully complete before the first table sits [ ] [ ] [ ]

Water, bread/rolls, and condiments are staged and ready to go [ ] [ ] [ ]

I have communicated with the kitchen about expected pacing tonight [ ] [ ] [ ]

I know about any large parties, special events, or timing constraints [ ] [ ] [ ]

Running side work — ice, linen, glassware — is fully stocked [ ] [ ] [ ]

[INSIGHT]

A section that is fully set up before the first guest sits down is a section that turns tables all night
without ever feeling like it's playing catch-up.

WORKSHEET: 3 Pre-Shift Improvements I Will Make Starting My Next Shift
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SECTION 4: During Service: The 5 Moments That Control the Clock

Across 40-plus years in this industry — and confirmed by nearly every operational study on table turnover —
the same five moments determine almost all of your turn time. Miss one, and the delay doesn't stay
contained. It cascades into every moment that follows.

1. First acknowledgment (within 60 seconds). This sets the guest's entire perception of pace for the rest of the
meal. A guest acknowledged quickly relaxes and settles in. A guest ignored starts watching the clock — and
once they're watching the clock, every minute afterward feels longer.

2. Order taken (within 3 to 5 minutes of seating). Delays here cascade to everything else. A table that doesn't
order until minute 12 pushes their entree, their dessert, and their check by the same margin — and that
pushes back every table you seat after them.

3. Entree delivery — clearing appetizers before, not after. This is the single most common time loss on the
floor. An entree that arrives while dirty appetizer plates are still on the table forces a scramble, embarrasses
the guest, and adds minutes that were entirely avoidable.

4. The bill — presented proactively, not when asked. This is the biggest single delay in most sections. A guest
who has to flag someone down for the check has already mentally left the restaurant — and now they're
sitting in a table that isn't generating revenue for anyone.

5. The farewell — warm but complete. This is "your table is turned" energy: a genuine, unhurried goodbye that
still ends cleanly, so the table is bussed, reset, and ready before the next guest ever walks up to the host
stand.

WORKSHEET: My 5 Moments Check (Be honest — this is how you find your weak link)

Question YES SOMETIMES NO

I acknowledge every table within 60 seconds of them sitting down [ ] [ ] [ ]

I have the order in within 3 to 5 minutes of seating [ ] [ ] [ ]

I clear appetizers before the entree hits the pass, not after [ ] [ ] [ ]

I present the bill proactively, before the guest has to ask [ ] [ ] [ ]

My farewell is warm, complete, and the table is ready to turn
immediately after

[ ] [ ] [ ]

[INSIGHT]

Most table turn problems aren't a speed problem. They're a timing problem. Know which of the 5
moments is your weak link.
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SECTION 5: Communication & Teamwork

Full Hands In, Full Hands Out is a principle most FOH teams have heard in the context of general hospitality —
but it applies directly, and specifically, to table turns. Never walk past a table that needs attention. Never
walk to the back carrying nothing when something on the floor needs to go with you. Every trip is an
opportunity to keep a table moving instead of letting it stall.

At Joe's Stone Crab in Miami — one of the highest-volume fine dining operations in the country — table turns
are treated as a team sport, not an individual server's problem. Every person on the floor is trained to see
every table, not just the ones in their own section. A busser who spots a finished dessert plate at someone
else's table doesn't wait for a signal — they pick it up on their way past. That single cultural habit is worth
more to their overall turn time than any piece of technology, any scripted table-touch sequence, or any
manager standing on the floor with a stopwatch.

That level of teamwork doesn't happen by accident. It happens because communication — with the kitchen,
with teammates, and with the host stand — is treated as part of the job, not an interruption to it.

WORKSHEET: Communication Moments

What I currently do What I will do differently

With the kitchen

With my teammates

With the host stand

"A busser who spots a finished plate at someone else's table doesn't wait — they pick
it up. That culture is worth more than any technology or script."

-- Observed at Joe's Stone Crab, Miami

REFLECTION

How will you improve communication with the kitchen during busy periods? What can you do to better support
teammates during peaks?



3C Squared, LLC  |  Table Turnover Strategies  |  3csquared.com Page 9

Care * Connection * Culture. Squared. michelle@3csquared.com

SECTION 6: Measuring & Tracking Success

What gets measured gets managed. That old management cliche is true here more than almost anywhere else
on the floor. Ask most restaurant workers what their section's average table turn time actually is, and you'll
get a shrug, or a guess, or a number that's wrong by 15 or 20 minutes in either direction. That's the first
problem — and it's the easiest one to fix. You cannot improve a number you don't know.

This section is about establishing a real baseline — not a guess, not a vibe, but an actual number — and then
picking a specific, realistic target to move it over the next 30 days. Small, tracked improvements compound. A
five-minute improvement in average turn time, sustained across a full section over a full month, adds up to
real covers and real revenue.

WORKSHEET: Tracking My Numbers

Metric Current Baseline 30-Day Target

Average turn time

Time to order

Time to deliver the bill

Pre-bussing completion rate

Guest satisfaction

REFLECTION

What metric will you focus on improving over the next 30 days? How will you track your progress week to
week?
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SECTION 7: My 30-Day Action Plan

Top Focus Areas

1.

2.

3.

Support I Need

Notes & Insights
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SECTION 8: Commitment

MY TURNOVER COMMITMENT
I commit to improving table turnover in my section by focusing on the following this week:

MY TURNOVER COMMITMENT

I commit to showing up with Care — for every guest and the pace of their experience.

I commit to Connection — to read each table and move with them, not against them.

I commit to Culture — to work as a team so every turn reflects our standards.

Signature Date

Learn more at 3csquared.com | michelle@3csquared.com | Colorado, USA


