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Introduction
When considering new menu items or overseeing staff, you make countless decisions every day that directly 

impact your restaurant business. Labor shortages, supply chain issues, rapid inflation, and other industry 

challenges add complexity to these choices. At the same time, industry evolution, such as more ways to order and 

pay, gives you even more decisions to weigh.  

With restaurant tools powered by automation, you have access to a wealth of information that can guide 

decision-making, from customers’ menu preferences to daily sales trends. Analyzing this data can help you 

uncover weaknesses, identify successes to capitalize on, and make tough decisions on everything from daily 

staffing to long-term expansion planning. It can give you insights that help you cut through the complexity and 

get in front of potential problems so your restaurant runs more smoothly. However, making time to go over the 

information, let alone map data points to decisions you need to make can be its own challenge. Yet, harnessing 

insights from the data you collect every day doesn’t have to be a daunting task. 

In this eBook we’ll explore what types of data you can review to make impactful decisions for your restaurant and 

how, with key learnings and advice from other folks in the business.   

Business automation creates 
a goldmine of useful data. 
Restaurants are beginning to use automation to power many aspects 

of their businesses, from bookkeeping and inventory to ordering and 

POS payments to shift planning and customer loyalty programs.  

The keys to benefitting from the stockpile of information this creates 

are having integrated systems that talk to each other and knowing 

how to use the data to your advantage. Using payment processing 

technology, for example, automatically gives access to information 

such as top-grossing categories and items sold that can help you 

decide which items on the menu to keep or to consider swapping out.  

Team management software solutions can be integrated with 

other processes, tying individual staff activity to sales, enabling you 

to assess employee performance or make scheduling decisions 

accurately. “It’s really easy to be able to go into one application 

and process everything there,” said Jennifer Segale of Garden 

Apothecary in Half Moon Bay, CA. “I’m able to make the schedule. I’m 

able to review the hours. I’m able to look at my labor versus my sales 

report. I’m able to run my payroll. I can go in and make adjustments.”  

https://squareup.com/us/en/the-bottom-line/operating-your-business/business-automation-101-what-is-automation-and-how-does-it-work
https://squareup.com/us/en/payments
https://squareup.com/us/en/payments
https://squareup.com/us/en/point-of-sale/team-management
https://squareup.com/us/en/the-bottom-line/operating-your-business/scheduling-software-optimize-business
https://squareup.com/us/en/the-bottom-line/operating-your-business/scheduling-software-optimize-business
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Balance instinct with 
data to make tough 
decisions.  
As a business owner you know the passion and 

knowledge you and your staff bring to the food, and 

your restaurant is something automation can’t replace. 

The same goes for your care and perception about 

staff and customer satisfaction and your gut feeling 

when something isn’t going right — or when something 

is going really well. Here’s how you can harness data to 

back your intuition with facts. 

Validate tough calls.

For Black and Caspian co-owner Leyla Khanahmad, 

offering brunch at her Chicago restaurant seemed like a 

no-brainer. But her staff began to show signs of burnout 

from the longer weekend hours. “It was a red flag,” 

Khanahmad said, “so we opened Square and started 

looking at our numbers, and it was shocking.” When she 

saw the profits compared to dinner service, it was clear 

brunch was a losing proposition that they needed to 

eliminate. “It was a difficult decision because we were so 

emotionally invested in doing weekend brunch, but it just 

didn’t make sense for the business financially, and it was 

hurting our staff.”  

Having profit data helped offset the feeling of failure, 

Khanahmad said. “Finance gets personal when you have 

a small business. Those lines sometimes get blurred, and 

you have to set the right boundaries and know when to 

say no to yourself so that your business does well.” 

Sellers who use Square can 
access reports to see whether the 
numbers confirm their instincts. 
In your online Square Dashboard, 
navigate to Reports, define a date 
range, then select a report to view 
(such as Sales Summary). You can 
view all-day numbers or specify 
a time period. Click Summary and 
choose whether to compare sales 
within the set date range by day, by 
week, or by month, then scroll down 
to view your comparison report. 

 
Learn more about creating 
summaries and reports with Square. 

https://blackcaspianchicago.com/
https://squareup.com/help/us/en/article/6433-reporting-with-square-for-restaurants
https://squareup.com/help/us/en/article/6433-reporting-with-square-for-restaurants
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Be calculated about risk-taking. 

Trying anything outside your established business model and menu is a risk, but you don’t have to take the leap 

blindfolded. Sales, inventory, and staffing data can give you the insights you need to make complicated decisions 

with a clear picture of the potential costs and benefits. Use it to decide which risks you can take without breaking 

the bank and which ones seem promising enough to take the chance.  

For instance, many restaurants offer meal kits so customers can prepare dishes for themselves at home. 

According to the Square Future of Commerce report, the vast majority (88%) of restaurants plan to diversify 

revenue streams and meet consumer interest by expanding outside of their core offerings over the next 12 

months. You may be considering something similar.  

Analyzing specific data can help you determine whether you can implement a meal-kit offering with relatively 

little investment. Using shift reports can tell you whether there are regular slow periods where employees could 

assemble kits, or how many more hours or workers would be needed to add this offering. Looking at inventory 

reports could reveal whether you regularly have extra supplies that could be turned into food kits and how much 

additional product would need to be ordered. A monthlong trial run can help you decide whether your customers 

are interested and whether it’s profitable enough to make it an ongoing part of your business. 

Give fuel to your business growth. 

Your creativity and vision are what make your business unique. You may 

know what your ideal expansion project is, but you could be unclear 

on when to take the leap. Analyzing your existing data can show you 

whether it’s an opportune time to take that next step with your business. 

And the lessons you learn from using data to inform your day-to-day 

operations can help you avoid missteps. 

If you’re ready to plan a second location, for example, the insights 

you’ve gained from sales data can help you shape the new location 

for maximum profitability. If you see a majority of revenue coming from 

customers ordering drinks and small plates, that could tell you that a 

wine-and-cheese bar would likely be a winning model versus investing in 

a large kitchen for lower-margin dinner service. In the case of Michelle 

and Harry Coleman of Empanada Harry’s in Miami, a wildly successful test 

of smoked meat in their existing restaurant inspired them to make their 

next location a barbecue restaurant.  

https://square.turtl.co/story/the-future-of-restaurants-reports-2023-edition/page/1
https://squareup.com/us/en/the-bottom-line/managing-your-finances/what-is-a-profitable-business
https://squareup.com/us/en/the-bottom-line/operating-your-business/add-second-location-cost-effective-tips
https://squareup.com/us/en/the-bottom-line/operating-your-business/add-second-location-cost-effective-tips
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Make data work for your unique business. 
If you have a concept that sets your restaurant apart from others, you may think data isn’t as relevant to your 

specific situation. You may look at your POS dashboard regularly but still be unsure how to leverage the data for 

your particular decision-making needs. Here are some ways to make data work for you.

Use a system that gives you true visibility.

A truly integrated automation solution can uncover opportunities to improve operations for your restaurant. 

For instance, you may be wondering how to optimize business hours; how to staff up for busy days, shifts, and 

seasons; and how to staff the right number of people for slow periods. Using Square for Restaurants gives you 

access to data that you can tailor to look at specific locations, shifts, or even specific employees to identify areas 

to adjust staffing for maximum productivity and profitability.

According to Khanahmad’s experience with previous POS systems: 

“You’re really blind to all the percentages, like 
performance margins, that are happening 
behind the scenes. With a platform like 
Square, the numbers are there in your face, 
and there’s just no way of running from them 
or pretending they don’t exist. Using Square 
— especially for a new restaurant owner — is 
so eye-opening and so brutally honest that 
it makes you sit down and make the right 
decisions for your future.”

https://squareup.com/help/us/en/article/6433-reporting-with-square-for-restaurants
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Use metrics that help you the most. 

Rather than try to take in all data available, customize your approach to help you with your particular decision-

making needs. For instance, the best methods to track customer loyalty and satisfaction may differ based on 

what type of restaurant you run.

Loyalty programs can be particularly useful for quick-service restaurants, so focusing on their 

performance can help you track the effectiveness of initiatives to increase loyalty with repeat 

customers, such as offering special deals or discounts. Square Loyalty lets you enroll and reward 

customers directly from your POS or Square Online. Your existing Square Dashboard tracks data 

such as total enrolled customers, rewards, and top loyalty customers. You can even compare average 

spend and visits from loyalty versus non-loyalty customers.

Customer reactions via POS can offer revealing insights about the in-person dining experience for 

full-service restaurants. Square Feedback enables customers to communicate through their digital 

receipts, which lets you see how you’re doing in real time. You can access customer feedback from 

the Dashboard or the Square Point of Sale app. 

More restaurants of all types are turning to multichannel ordering, partnering with multiple third-party 

apps alongside their own ordering system to give customers choices. This can complicate inventory 

management, but if you have a centralized POS system that integrates all ordering channels and 

inventory, you can glean insights about trends that enable you to make more informed inventory 

orders, reducing the chance of underordering a popular item or overordering and letting food  

go to waste. 
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https://squareup.com/us/en/the-bottom-line/reaching-customers/how-to-start-a-loyalty-program
https://squareup.com/us/en/software/loyalty
https://squareup.com/us/en/customer-engagement/feedback
https://squareup.com/us/en/the-bottom-line/operating-your-business/manage-restaurant-inventory-across-ordering-channels
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Make time and set up a plan. 
Gathering and analyzing data may seem too time-consuming or overwhelming when you’ve already got so much 

on your plate, but it’s faster and easier than you may think. Here are some tips for creating a plan so mining these 

valuable insights doesn’t fall by the wayside. 

Make a standing date with  
your data. 

One effective tactic to harness data is to set up 

an auditing cadence. While you can run reports at 

any time to answer a question or confirm a hunch, 

you should also be looking at data regularly so you’ll 

notice any changes or trends (good or bad) early on. 

Schedule a weekly time on a typically slow or closed 

day for your restaurant to sit down with data.  

Reviewing the same types of reports each time will 

reveal anomalies or problems because you’ll have a  

baseline expectation to look for. For example, the 

Square Dashboard gives you insights down to the 

item so you can see what’s most popular, when you 

might want to consider longer hours, or when you 

should stock up on certain items.  

Drive short-, mid-, and long-range 
decision-making.

Besides checking in with data weekly, simple daily 

reports emailed with Square Dashboard enable 

you to check that day’s data on sales, items, and 

customers. These shorter-term snapshots can  

help with day-to-day decisions about staffing and 

stock. You can also set up automated monthly, 

quarterly, and annual reports to help with different 

types of decisions.

 Monthly and quarterly data can reveal trends to spur 

decisions around menu items to keep or change, 

ongoing inventory planning, and hiring or reallocating 

staff. And making a point of reviewing annual reports 

can help you with bigger-picture planning. They can 

help you determine whether it’s time to consider 

reinvesting profits to grow your business or whether 

bigger changes need to be made to solve persistent 

or worsening issues.

https://squareup.com/us/en/point-of-sale/features/dashboard/analytics
https://squareup.com/us/en/point-of-sale/features/dashboard/analytics
https://squareup.com/us/en/the-bottom-line/operating-your-business/manage-restaurant-inventory-across-ordering-channels
https://squareup.com/us/en/the-bottom-line/operating-your-business/reinvesting-capital-small-business
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Put your data to work for you. 
Once you learn how to use data to supplement your observations, instincts, and creativity, you can gain a better 

understanding of your business and find a clear path toward your goals. Using data to make tough decisions is 

within reach with a platform like Square.


