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EPISODE 19 
A RESTAURANT OWNER INTERVENTION 

SEE THE SHOW NOTES AT: http://www.davidscottpeters.com/podcast-019 

00:00 Are you an enabler? Oh, and if you are, let's talk about why being the best 
at everything is possibly your downfall. What is an enabler? Merriam 
Webster Dotcom defines the word enabler as follows, one that enables 
another to achieve an end, especially one who enables another to persist 
in self-destructive behaviors and in parentheses as substance abuse by 
providing excuses or by making it possible to avoid the consequences of 
such behavior. 

00:37 Let me be very clear here, where I'm going with this has nothing to do with 
substance abuse, but it does have to do with self-destructive behavior and 
avoidance of any negative consequences. Stay with me and I'll get back to 
this. Let me tell you a little bit about my story as a manager coming up 
through the ranks, I can tell you I started off as a teenager starting to work 
underage, but I could because I worked for the toughest manager. I know 
my mom now. 

01:04 It sucked because my mother rode my sister and I twice as hard as 
anybody else because there would be no favoritism. But growing up in the 
business, in a restaurant catering business, a mom and pop, if you will, 
before systems were a big deal, when you could you had cheaper food and 
cheaper labor. And you really all you to do is concentrate on the guest. It 
was still a tough business. Nothing has fundamentally changed in decades. 
Now, this is back in the early 80s, the 1980s. I am old. 

01:34 But I started in the industry modeling my mother, she worked her ass off 
as an owner, as the manager, my stepfather is where they met in the 
restaurant industry. But my stepfather was the chef in the kitchen. And I 
watched him put in hours and hours and hours. So I had these two role 
models say that if you want to be successful in the restaurant business, 
you have to work hard. That possibly meant long hours, that meant doing 
whatever it takes to provide your guests the best experience. 

02:05 Now, while that was a a really a gift for me and it allowed me to grow and 
elevated my career faster than anybody else around me. It didn't do me 
any favors. When I was a young manager. When I moved and grew in the 
career and I eventually started to say being a manager at Cody Springs 
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Brewing Company Cafe in Phoenix, Arizona in the early 90s, I'm young. I'm 
years, few years out of college, back in the restaurant business, starting as 
a bartender, working my way up into management. 

02:37 And as I made that management role, all I wanted to do, because I'm a 
people pleaser right there in the hospitality business, I wanted to please 
the owner and the general manager. So how could I do that? Well, I could 
work 70 to 80 plus hours a week. And back then I was making twenty one 
twenty two thousand dollars a year. But I loved hospitality, and this is 
coming from somebody who tried to get out of the industry three times. 

03:03 I mean, it is like creating a memory, working with people on a daily basis, 
taking all this raw product and creating the best food possible. That's kind 
of a disease, right? You really if you truly are hospitality professional, a 
restaurant pro. You get jazzed, you get jazzed even and especially like 
you're in the weeds and you can you're like the only person to pull you out 
of the weeds and look how we were successful today. There's something 
about the restaurant business. 

03:34 It just draws you in. Now, as I'm working 70, 80 hours a week, my thought 
process was I need to be a superhero, right? Just rip open my shirt and 
head that Superman s on my chest and I could do everything I was raised 
by you lead by example. So if I wanted to truly make an impact, I had to 
run the food. I had to to seat the guest. I had to clean the menus. I had to 
do whatever it took to make sure the guests had the best experience 
possible. 

04:04 I needed to be the superhero, the restaurant floor needed. And also. My 
values. For myself, really how I value myself, I should say. Was often 
weighed, measured, if you will, by how many hours it worked and how 
hard I worked. Why? Because I modeled my mother. I modeled my 
stepfather. 

04:31 I watch them as a young teenager work their ass off to give the guests the 
best experience possible, lead by example. Now, this behavior menace 
manifests itself in a few ways. Well, one, it was like I needed to be the best 
host, server runner and busser at the same time. You know, that feeling 
like when you're slightly short staffed and you're going to say, OK, I'm 
going to seat the guests and I'm I'm going to take the initial order and I'm 
going to grab the food, I'm going to run it to clear the table. 

05:05 Heck, I might even be a server again and drop off the check if we're a little 
behind and I might be a host again. Welcome them to come back. Just 
running around that restaurant like a chicken, my head cut off to it, 
manifested itself in. When we were staffed properly and I didn't have to 
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run around like a chicken with my head cut off, right, I could go at a more 
moderate pace. Guess what? I would still be the best host server food 
runner busser at the same time than anyone else. 

05:36 Heck, I can tell you, Kyra, Springs' is here in Phoenix, Arizona, to be one 
hundred and eighteen degrees outside. We had people sitting outside with 
Mister's, so I'd be in and out of the restaurant. The doors would open, 
closed. It got hot. And because I was running so hard, I would literally have 
sweat dripping down my nose. But I felt that was like a badge of honor. 
Look how hard I'm working. It manifested itself in three when when the 
kitchen would get backed up, you're not feeling as a manager, oh gosh, the 
kitchen's about to go under. 

06:04 You need to do whatever you can to help them get out of the weeds to 
give the guest a ticket time. That's reasonable and the best food possible. 
So I come in and I take over to the window. I'd expo. Now, don't get me 
wrong, I I'm a really good expert, but I'm not a fine dining expert. Don't I 
don't know, fire hold. I don't know that it takes a half an hour to cook a 
pork chop and we need to fire that early on when we're doing the 
appetizers. That's not me. But at a brew pub, a sports bar, everything. 

06:34 Eight to ten minute ticket times. Hell, I can I can work that window and 
stick with some of the best. Maybe I would even kick off the guy on the fry 
station. And I say, hey, go move into another station, why? Because I 
wanted to help and I knew that person was better trained because quite 
honestly, I don't have the skill sets. I don't have the culinary skills 
necessary to be really good in a kitchen. But I can do salads and 
sandwiches. I can do fry station easily. 

07:04 But you don't want to see me saute. You don't want to see me in charge of 
the grill. So I pushed somebody who had better skills over and I could be 
able to help. It would manifest itself in number four when it came to my 
management, Piers, I would take on any and every project I could. I 
wanted to shine now. Was it ego? Probably. Was it that I wanted to 
impress the owner and the general manager and I wanted to promote and 
continue my career that way? Probably. 

07:34 Was it just the fact that I'm built that way? I want to shine? Yeah, probably 
so. And last but at least number five, it. It showed itself this way, and I'm 
really going to date myself here, remember, I'm old, but my pager, yes, I 
said my pager would go off endlessly. Yes, today it's it's text messages for 
you on your phone. But for me, it was my pager. And it would be the 
restaurant I have to call the restaurant and they'd ask me easy questions, 
hey, can you come fix something or can you help with the rush? 
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08:10 Can you help us figure out how we can't balance our cash at 3:00 a.m. and 
the list goes on, they knew that if they needed something that I would 
answer that pager, I would call. Well, that didn't set me up for having time 
off to have freedom, it set me up for 70, 80 hours a week that I was 
important every minute I was in in the building. But really, was I? 

08:39 Now, let me ask you a question, does any of this sound like you? Especially 
if he came from a line position before entering management or restaurant 
ownership, because there's a as a hospitality pro. You know, especially if 
you've worked your way up in your career or you have a passion for 
hospitality, you know that you will do whatever it takes to make sure the 
guest has a great experience. Now. 

09:07 I discovered I couldn't keep this pace up. It literally was something I 
couldn't do when I was young at the time. And I didn't come to this 
revelation quickly. It took me several years of being a superhero before I 
came to this conclusion. But you might recognize how I came to this 
conclusion. I got tired, not just tired, really tired. I was so tired, I became 
irritable. 

09:38 I started to resent everyone around me, both line employees and 
especially my peers in management, why weren't they doing what I was 
doing? Isn't the same lead by example? Isn't that the saying, well, I finally 
had this epiphany. Basically, one, not everyone was going to be like me, 
and two, I was an enabler. 

10:05 I enabled people not to think they didn't have to come up a solution, they 
could page me at 3:00 a.m. because they didn't want to write down how 
you go step by step by step to make sure that the numbers balance at the 
end of the night. I enabled people not to do their jobs. I mean, it was 
ridiculous at one point in time I'd be running, running, running, sweat 
dripping down my nose and I'd have servers look at me like, aren't you 
going to bust my table? Like I worked for them? 

10:34 I enabled him not to care, why should they care? They don't have to. They 
just could do the bare minimum. I enabled him not to learn. Why do they 
need to learn? David will fix it. I enable them not to try, I don't need to try 
because even if you asked me to do something, I don't do it right, David, 
we'll do it. I enable not to improve the status quo was OK. Why? Because I 
was the superhero, they saw me whizzing around the restaurant. 

11:04 They could get on their heels, walk slowly because they didn't have to 
react. David was going to do that. I was so good at doing everyone's job at 
the same time. They didn't have to be. And it got so bad that I finally 
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noticed. That basically. When I physically bust a table, even when it was 
slow again, my servers would look at me in disgust, like, why didn't you do 
my job? 

11:35 Now, managers, my peers would sit back at manager meetings and let me 
take on every project it could offer help, right? They'd offer it's like, OK, I 
can do that. Yeah, I can do that. Or would they offer help? No, because 
David will do it. Why should they even try. Now, there will be multiple 
reasons why, but for the most part, if David's going to do it, I don't need to 
do it. And finally, when I couldn't keep up with all these things, I would 
overextend myself, right? 

12:02 If you spent any time listening to me, I tell you that if you try and do 
everything yourself, you will fail with one hundred percent certainty. Well, 
I had to learn that lesson. And so when I couldn't keep up, when I started 
to fail, those other managers would look at me and say sarcastic things, oh, 
couldn't a superstar couldn't keep up, whatever it may be. Or, heck, they'd 
even get upset because I didn't do my job. Wait, didn't do my job. 

12:32 How did everything become my job? Oh, I did it. I enabled people to not 
have to do anything, making everything my job. It wasn't their fault. It was 
mine being an enabler. Being an enabler in the restaurant is being able to 
provide your employees and peers excuses of why they don't have to do 
their jobs, it means they never get written up, never suffer consequences 
from not doing their jobs. 

13:03 Because you I. We'll try to do it for them, right? We're just going to do it 
for them. As I said earlier, I didn't see myself as an enabler for years. I grew 
up working for my mother, who was basically somebody who was a 
superstar in my eyes. And when I'd want to complain that somebody didn't 
do something or or didn't go my way, she basically said, suck it up, 
buttercup. There would be no favoritism. So that was ingrained in me. 

13:34 On top of that, it was a great to to provide great hospitality. It was about 
the guest experience. Now, when I kind of figured this out, I had to have a 
little intervention with myself. I knew that my job had to change. I was fed 
up and I was tired, what I learned and you need to learn are the following. 

13:58 When it comes to your line employees, when it comes to your line 
employees, you've got to know when it's time to just do it, when it's time 
to ask for help or help them, I should say, and when it's time to direct 
them. What do I mean? Well, if you're in the weeds, the place is crazy. 
You've already got buzzer's bussing tables and you want to turn those 
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tables as fast as possible. Then guess what? Owner, manager, get your ass 
in there and bust that table. Right. 

14:26 We're doing what we can. We are short staffed. The guest needs to be 
seated. We want to make money. Let's get her done. But there are times 
where you're busy, but it's not critical, and so you might go, hey, Bill, 
follow me, let's start bussing table 20 to take a few things up. So you got it 
from here. Great. That's time to help. And then there's time when you are 
you're doing five different things. You know, something's got to happen. 
You see people standing around and you need to direct Bill, go get table 20 
to. 

15:00 You got to recognize that there's times to do, time to help in time to direct, 
that's when it comes to line employees, when it comes to manager tasks, 
owner tasks, for that matter. Right. Basically, any tasks other than your 
own, because you've got your own job, right, you've got your own 
obligations to cover, but when we start talking about looking around and 
seeing other things that need to be done, taking on more, that's what I'm 
talking about. 

15:30 Here's the deal. You cannot live life with a philosophy if you want 
something done right, you need to do it yourself. That is a recipe for 
disaster. I cannot tell you how many times in my life I tell people that if you 
try and do everything yourself, you will fail with 100 percent certainty. 
There's not enough time in the day. There's not enough. There's none of 
these in the in the week, there's not enough weeks in a month, there's not 
enough months in a year. 

16:01 I know that sounds ridiculous, but I want to drive the point home if you are 
truly in your business. Trying to do everything yourself. There's not enough 
time you have to learn to delegate, you need to learn how to have others 
help, and that's probably one of the biggest lessons is how do you 
successfully delegate? And I'm not talking about giving somebody 
something to do, hey, would you get these things done? 

16:27 Because ultimately, they don't get it done, we don't spend the time to 
make sure that when you've got a sender and a receiver of the message. 
Communication 101, Speech Comm 101, which, by the way, was a speech 
major, graduated with a degree in interpersonal organizational 
communication from Northeastern University back in nineteen eighty nine. 
I am old, so I know a thing or two about communication. 

16:51 Textbook wise as well, you got a you got a receiver who sends a message 
and that message is a but it goes through noise, it goes through literal 
noise, music, sound, background noise. Fans write music. But it also goes 
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through noise of I broke up with my girlfriend, my boyfriend, and I'm 
having a conversation, my head, I'm sad today. I'm hungry, my stomach 
hurts. 

17:20 It could even be noise of if somebody got a little bit of of resentment for 
somebody they're talking to, they. Our prejudice, they are, you name it, 
anything that clouds your brain as that message goes through all that 
noise, it turns and the message be in the receiver gets message be. And we 
walk away and we think, man, I delivered the message, the receiver got it 
right, the manager, you asked to do something. 

17:49 Got it. Yet they fail because they didn't get it. Oh, I didn't know. You said 
you wanted that done. You know, that's exactly what I said. But that's not 
what they heard. We've got to take the time to say, hey, receiver, send 
back that message and hear message back and go, no, no, no. Let's clarify 
it until they can give you message that we're clear what the job is, how to 
do it, how well it should be done, more importantly, by win. Once we know 
that. 

18:17 Once they know their obligation, their job, they make a decision to do their 
job or not, and they're ultimately answerable, a.k.a. accountable for doing 
their job or not. If you want to hear me go in great depth on how to 
successfully delegate, make sure you listen to my podcast. Number 17. I'm 
telling you, it's the second time I've told you go back to it's one of the most 
powerful lessons, you will learn how to successfully delegate. You need to 
make sure that you you literally. 

18:51 Change three things. Number one, it really comes to your management 
style when I talk about changing three things. What are these three things 
that are a part of your management style? You need to one, you need to 
implement systems for everything you do in your restaurant. There's a 
system, a process, a way to doing anything and everything in your 
business. There's no system to small like counting out a bar door to three 
hundred dollars the same way every single time. 

19:16 Two dollars per Labor Hour worked an advanced topic looking at 
efficiencies and need a lot of other systems to supply you those numbers. 
There's a system, a process away to doing anything and everything in your 
business. And if you spend any time following, you know, it starts with 
checklists and cash controls because why? It allows us to impose our will 
without being there. That's the foundation to all your systems. 

19:41 Because if I can't get a manager to make sure all the cash makes it to the 
bank or follow a checklist and make sure gaskets are clean on a daily basis, 
what makes you think they're ready to take inventory shelf the sheet on a 
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weekly basis, on time, accurately? So think about it. Number one, you've 
got to change, there's a system, a process away. You've got to make sure 
they know that next. You've got to make sure that you need to edit. Edit 
your open door management policy, what do I mean by that? 

20:14 Well, don't you have an open door policy? Hey, any time. Come on in. 
Well, the problem is you have such easy access. You're such a superhero. 
Then when things don't get done. You fix it, right? So you got to stop fixing 
things for people, you've got to stop thinking for them, you need to teach 
your management team to come to you with solutions, not problems. 
Now, this depends on their their responsibility. 

20:45 There are authority, like if the air conditioner falls through the roof and my 
assistant manager walks and goes, hey, the air conditioner fell through the 
roof, we'll use the owner. Yeah, you got it. You got to fix that. That's not in 
their realm of responsibility or authority to make that call. But if your 
broad line distributor doesn't show up with a product instead of walking in 
and go, oh, you know the stakes, we need it for tonight's party, well, X, Y, Z 
distributor didn't bring them. And what do you do? 

21:13 You go and you get up, right. Throw down what you're doing, get up and 
you go fix it. Because what that manager did, they learned from you that 
they could not do anything about it. They could come to you and you 
would only fix it. I don't need to think. I don't need to learn. I don't need to 
do it because you'll do it. So instead, you need to teach your managers 
that when they come through your door, that they need to come to you 
with solutions, not problems. Hey, the broad line distributor didn't show 
up with the steaks. 

21:43 I called them. We could do a will call, be about a three hour turnaround for 
me to get them. I can make that happen. Our secondary vendor has the 
same stakes or about a dollar a pound more. They can't be until four 
o'clock. And we've got to be prepped and ready by 5:00. Or I go Cross 
Street, the grocery store, and I could pick up some steaks, I think probably 
the best course of action is go get the steaks across the street. What would 
you like me to do? Well, holy crap. You'd be like, well, did you think of 
number four? You could do this. 

22:12 Could you look into that, come back to me or you could say, I really like 
number one and I'll go drive there or three isn't. Your third option is a 
great idea. But see, now they're thinking for themselves. You're showing 
them. That you're listening and that they have value and that they can do 
things on their own instead of calling you in the middle of the night, say, 
hey, would you please bring your tube, your your toolkit, because there's a 
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leaky faucet in the kitchen when they could go to the hardware store and 
buy a 20 cent rubber ring and grab applier and change it. 

22:48 You don't have to be that person. You don't have to be the superhero. Last 
but not least, you need to hold them accountable. And I talk about about. 
At the beginning of this. That part of being an enabler is allowing people to 
avoid consequences. Well, there are consequences if you don't do your 
job, you may get written up, and when I write up a manager, I will only 
write a manager once. 

23:17 They're either so embarrassed that they're going to tow the rope or 
they're going to go find another job. Either way, I win. I do not want 
people on my team to sabotage what I'm trying to get done. I'd rather be 
short staffed than have the wrong people on my team. So you need to 
train them out. Their job is how to do it, how well it should be done, 
especially by women. And if you truly want to make sure you can hold 
them accountable, remember that podcast's number 17? 

23:43 Go listen to it, not only do I teach you how to delegate, but I teach you the 
step by step way to hold someone answerable, because when you do it 
right, when you teach them what their job is, how to do it, how well it 
should be done, more importantly, by when and they show you they got it. 
You're not the bad guy if you write them up, they know they screwed up 
because it's clear what their job is. So here's the deal. 

24:10 It's OK to be the best at what you do, it's just not to be the only person 
who does anything, do you understand? You can be a superhero. But the 
superhero that teaches trains coaches holds people accountable, yes, 
there are times you will do. There are times that you will help and there's 
times that you will direct. But ultimately, you cannot do everyone's job at 
the same time you'll fail. 

24:40 So let's look at it this way today was your intervention to stop being an 
enabler and to start viewing your systems and your tasks as your 
framework for success. Because now you understand that you have to 
train your team to your expectations, you need to coach them to your 
expectations and ultimately hold them accountable to your expectations, 
even if it means they quit or get fired. 

25:07 I will tell you, this lesson is stuck with me throughout my career and since 
2003, since I've been coaching independent restaurant owners. And their 
managers. I've literally conducted this intervention with owners and 
managers countless times, in fact, I tell you damn near on a daily basis, I go 



 
 

 

 

EPISODE 19: A RESTAURANT OWNER INTERVENTION 
http://www.davidscottpeters.com/podcast-019 

 10 

through this that you're not the person who can do everything. You cannot 
do everything. We need others to help. 

25:35 But that's not going to change until you can recognize if you're the enabler. 
And I will tell you this, if you need help recognizing if that's you. If you 
need help just changing your ways, understanding that there is literally a 
formula on how to get others to do things, how to put systems in place, 
how to achieve restaurant prosperity, freedom from your restaurant and 
the financial freedom you deserve because you have managers who know 
what their job is, how to do it, how well it could be done. 

26:05 More importantly, by when giving you the ability to leave your restaurant, 
knowing it's being done your way when you're there, but especially when 
you're not. And I'm going to tell you, it might be a good idea. If you want 
some hope. Hope for change, to change your mindset, to get these things 
done. You should hop on a discovery call with me. I'll be more than happy 
to help because I know from experience what it is to be that enabler. 

26:38 And today's your day to change. 

00:10 Hey, the restaurant pros, that's Dave Scott Peterson, 
welcome episode 18 of the restaurant Prosperity 
Formula. I've been coaching restaurant owners since 
2003 and the restaurant prosperity formula is based on 
what the most successful restaurant owners I've 
worked with do on a daily basis to achieve their 
success. The basic premise of the formula centers 
around achieving prosperity, freedom from your 
restaurant and the financial freedom you deserve. 

00:33 To achieve prosperity, you have to follow a very 
specific formula made up of leadership systems, 
training, accountability and taking action. Today's topic 
centers around one of the most important things you 
can ever do in your business, and that's being able to 
identify. Do you have an implementer or do you have a 
saboteur in this episode, I'm going to dive into this very 
sensitive topic. How do you know that the manager is 
so excited about change? Implementing systems, 
helping you take your business to the next level isn't 
actually who they say they are. 

01:05 I'm going to talk about how you can identify if they're 
actually a saboteur. Let's get started. But first, a word 
from our sponsor. This episode is being brought to you 
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by repeat returns. If you're a restaurant owner of a 
medium to high volume independent restaurant 
multiunit or franchise operator, and you're looking for a 
proven and realistic solution to attract, grow and retain 
customers, then you need to visit. Repeat returns. 
Repeat Returns is a modern marketing platform 
created by a restaurant owner for restaurant owners. 

01:36 It studies each customer's habits and patterns, predicts 
the most profitable outcome for your restaurant every 
single day, and deploys the marketing. To make that 
happen, you'll never lift a finger to see if repeat returns 
is right for you. Visit repeat returns dot com forward 
slash DSB. If you've been following me for any length 
of time, you know how important it is to find your 
implementor. This is the person who helps you get shit 
done. 

02:03 What I've learned coaching independent restaurant 
owners since 2003 is that you, as the restaurant 
owner, are not built to implement systems, stick to it, 
hold people accountable. Those systems you just can't 
see. You're built to lead the team, work on budgets, 
grow the company. You want to chase that shiny object 
rather than make sure everyone's following a checklist 
every day. And there's nothing wrong with that. You 
just have to recognize that's who you are. 

02:31 And the importance of, like I always teach, having an 
implementer, someone right next to you, right by your 
side who gets this information. The systems gets it all 
puts it in place, trains the other managers, holds them 
accountable for you. But over the years, I spent a lot of 
time talking about the implementor, what I don't do 
enough is talk about the person who looks like an 
implementor. But there actually is saboteur, a 
saboteur, and what is it? 

03:02 The saboteur is what do they do to you? Well, that's 
what I want to talk about today, how to recognize you 
have a saboteur as soon as possible so they don't 
delay your growth as a leader and the growth of your 
business. First, what is or who is a saboteur? Well, the 
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saboteur undermines your ability to make positive 
change happen in your business. 

03:27 Whether they're doing it on purpose or not, their 
actions or inactions, when left unchecked, will 
ultimately ensure you fail, implementing changes and 
new systems that will take your business to the next 
level. They fight for the status quo, they don't want 
anything to change. Life is good. You have left them to 
be what you thought was a good manager, a good 
employee, but in reality, they're not. 

03:54 And that's make this process really difficult because 
you're looking at somebody looking them square in the 
eyes thinking that's one of my best people, there's no 
way there's no way in heck that that person is a 
saboteur. So let me identify four different types of 
saboteurs so that as you're looking at your team, you 
can recognize any of these signs. The first sabotage. I 
want to talk about is the excuse maker. 

04:21 They say things like, I don't have enough time. You 
know, I need an office day. All this work, all these 
systems you're asking me to put in place, I need time 
or they'll say things like, it's too hard. Like I've been 
working so hard, so many hours, adding the stuff just 
makes it too hard. Or my favorite. We don't do it that 
way, like, you know, they subscribe to the most 
dangerous phrase in your business. That's the way 
we've always done it. 

04:51 They sometimes look at you and say there's just too 
much work. Isn't that similar to the other ones? Yeah, 
they're all the same, but different ways of whining. My 
next favorite is. But you don't understand, we're 
different. You know, hey, your coach, David Scott 
Peters, whoever he is, right, he doesn't understand 
we're different. What you're not a restaurant. You don't 
have people in product, and it's all about hospitality, 
the envelope, how you deliver service, what you've got 
on the menu. 

05:20 That's different. But you're not different. You're a 
restaurant, aren't you? We have the privilege of 
creating memories. Number two. That next person is 
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the negative talker. Oh, they say things like this isn't 
going to work before it, even before they even try, it 
has failed. It's not going to work. They'll kill morale with 
negative talk. Can you believe these guys, what they 
want to put in place, how many hours we're already 
working, what it's going to do, blah, blah, blah, blah? 

05:51 They hate the change. So they nip and tuck and 
bullshit and, oh, they do it with all the employees. 
Management is whining to the line employees, 
changing your culture and just taking it straight down 
the tubes. This person, well, they ask questions like 
why at every turn, you know, not like a curious two 
year old, why? Why they want to learn why that that 
little cynical whine. Why do we need to do that? 

06:21 Why do we have to change? Why what's wrong with 
what we've been doing? And this person often is so 
smart. Oh, I know everything, oh, I know how to do 
recipe cards. I know how to take inventory, I know how 
to do all this stuff. They know everything. They're just 
so damn smart. Then why the hell aren't you doing it 
right? The third saboteur is the thief. They start off by 
stealing your time. 

06:50 They steal time, they delay the process. Oh, yeah, I'm 
going to get that done. DeLay, delay, delay. Which is 
robbing you of thousands of dollars every single 
month, it's robbing you of your time, your personal 
time, because you're investing more and more time in 
this person to make sure it gets done. They rob you, 
they steal your money. Now, sometimes it's physical, 
they actually take the money out of the drawer, out of 
the safe. 

07:22 They steal your product, they take your money, but 
they could be stealing you, robbing you by delaying. 
Right through their paycheck. Because you're paying 
them to get the job done, but they're not. And here's 
the deal, the thief, they must stop the process, this 
change you want to do, they got to stop it. Why? 
Because they're going to be found out, right? You 
implement systems, you put in chains. 
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07:48 Eventually you're going to say, oh, I'm not getting it 
done, I'm in trouble or I've been stealing and I can't 
hide anymore because you're actually tracking 
numbers. You're putting measurements in place. The 
fourth and final saboteur. Is the two talker. To you, right 
to your eyes, everything is, yeah, absolutely with like, 
excitement. Oh yeah, I can't wait. That's a great 
change. I can't wait to implement that in the business. 
This is going to be awesome. Oh yeah. 

08:16 I buy in like there. Yes, yes, yes. All of that excitement, 
they're there. They show you that man. They care. But 
in reality. The answer is really, no, this ain't going to 
happen. Because they don't do the work. They 
technically this fourth saboteur is kind of belongs in all 
three that I've mentioned before, they all come down to 
the same thing. They're going to excuse the way why 
something didn't get done. 

08:45 It's just how they approach it, whether in a positive or 
negative fashion. See, your saboteur, they'll actually 
self identify themselves in about three weeks now I get 
it is probably three months for you to actually see it, 
like really see it because why? I call you a social 
worker. We're built to give great hospitality, to take 
care of people, that's who we are. 

09:12 So we want to give the benefit of the doubt to our 
employees, especially our managers, like we need 
these people. We often think, how am I going to work 
any extra hours? I need this person and they're in 
management. They should be a different level. Well, 
I'm going to agree they're at a different level and 
should be held to a higher level, a higher standard of 
what your expectations are. So as you implement, let's 
say we do a budget. And we say in month one, we're 
going to implement the key item tracker, why we're 
going to prevent theft in the kitchen, the waste tracker, 
why? 

09:45 We're going to stop dumb ass mistakes on a daily 
basis, we're going to identify the mistake today, we're 
going to stop it today corrected so we don't do it 
tomorrow, the next day, the next day, and lose the 
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same amount of money by burning steaks, ruining 
pizzas over ordering tomatoes and seeing that they're 
spoiled the rotten. That waste tracker really matters. 
We're going to implement the restaurant checkbook, 
guarding that system that I teach that allows you to 
give up ordering without giving up your checkbook. 

10:13 Hey, here's based on our sales forecast based on our 
target food cost. Based on our actual sales that have 
come in the door and the food we've purchased. Hey, 
the next delivery note, the one after that, here's how 
much money you can spend for this delivery, get you 
from this order day to the next delivery day, here's how 
much money you have. And I'm going to give you five 
hundred dollars more than that. 

10:40 One penny over, you cannot place the order without 
finding me and asking for permission because you've 
put the key item tracker in place, you've identified theft, 
you've put it in the waste tracker, you saw mistakes 
and corrected them. And so when you go over budget, 
you're going to tell me what you found, what you did to 
correct it. And then I can determine whether you need 
to order that food or because I know we don't have 
money in the bank account. I can stop you dead in the 
tracks. 

11:04 Well, that first month, if you followed any of my 
podcasts, any of my YouTube channels, seen me 
speak or you're one of my members, you know, that I 
talk about, we've got to have a budget, the importance 
of a budget to give us those targets. Well, that that 
budget translates into ordering on budget. And we are 
going to teach our managers in month one of that 
budget, we can't hold them accountable if they don't 
know what the job is, how to do it, how well it should be 
done, more importantly, by win, until they demonstrate, 
they understand that we can't hold them accountable. 

11:37 So in month two. In the budget process, I'm going to 
say, hey, we're dropping their food costs two to three 
points, I guarantee people a two to three point drop in 
their food costs without recipe cards, without to 
inventory, without heavy lifting, because we're actually 
paying attention to our purchases and the product we 
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have in store. We're not ordering over budget. We're 
finding problems and fixing them. And it's magical. But 
here's the deal, month two and I start holding someone 
accountable. 

12:09 They're going to go I'm going to see that they're not 
doing it, hey, why aren't you doing it? Excuse, excuse, 
excuse, whine, whine, whine. We're different. It's too 
hard. I need more time now. I get it. It takes time to 
learn something new. That's why I give them the full 
month before I start to hold them accountable. As long 
as they train you on what your job is, how to do it, how 
well it should be done, more importantly, by when you 
demonstrate back to me, you've got it, then we're in a 
position where I can start to hold you accountable or as 
I call it, answerable, because you know your job, you 
know your obligations. 

12:41 Right. You've proven you can do it on your own. You 
make a decision, you're going to do your job or not, 
and ultimately you're accountable or answerable for 
doing the job or not, right. The resulting consequences 
of doing the task or not. Well. If I keep coming up to 
that deadline and it's not being done each order, each 
and every order, and there's nothing but excuses, even 
though this person may go, oh, yeah, yeah, I'm really 
got this. 

13:11 There's a point in time I've got to decide whether this 
manager. Has hit a point a reached a point of don't 
know versus don't care. So we don't know is my fault, 
people learn differently, auditory, tactile, visual. Best 
trainings have all three involved because some people 
have to see it or read it. Some people have to listen. 
They hear it. They got it. Some people have to do it. 

13:37 Well, I don't know how everybody learns, so if we can 
incorporate all three of those in I've got a better chance 
of somebody learning what needs to be done. But 
either way, as soon as they miss it in that training 
process, that might be strike one, they missed it again. 
Strike two, strike three or upon the fourth strike, 
depending on what your disciplinary process is, as they 
they don't get it and don't do. We've now can identify, 
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don't know versus don't care, because each time 
there's a strike, I retrain somebody, I coach them. 

14:08 I Codal, I want them to be successful. I've invested 
money time. They fit our culture. I want this person. I'm 
going to do everything I can, but I can't lead a horse to 
water and make them drink that employee. That 
manager has to make the choice for themselves. And 
as we keep hitting these deadlines and they don't get 
things done and I hold them accountable. Well, in a 
very short period of time where I said three weeks, you 
really know, but because you're a social worker, you 
want to give them a little extra rope, maybe it's your 
fault you didn't train them to get to the point that you 
figured out they don't care. 

14:43 It might be three months. But as soon as we get there, 
as they keep missing deadlines, we've got to 
understand that they can't keep coming up with 
excuses. Hey, why didn't you do this? Well, is too hard 
and enough time this happened, whatever you might 
as well just tell me. Tell me, tell me it was locusts. 
Right, not the dog ate my homework, locusts, I tried to 
do this on a swarm of locusts, stopped me dead in my 
tracks. I couldn't break through the locusts. There was 
there was dead bugs on my face everywhere. 

15:12 I couldn't make it through and get the task completed 
because it doesn't matter what the answer is. It's an 
excuse. An excuse is an excuse, yet didn't get it done. 
And we need you to get it done. Now, don't get me 
wrong, if you run into a challenge and we're in the 
process, you asked for help. I will take the shirt off my 
back. I will help you. But if you get to a deadline and 
you didn't you failed the launch, you didn't do anything, 
you want to give me an excuse? Tell me yes, you want 
to do it, but you don't take action. 

15:43 That's a real problem, and this person often blames 
others. Those excuses are, well, we were short to 
cooks. Oh, Sally, the server didn't do this. The other 
manager didn't do that. It's always somebody else. A 
blame game, blame game, blame game. Can you start 
to identify that you might have a saboteur on your 
team, even if it's your fault? At some point in time, 
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they've either got to move out of that position. Or be 
promoted to customer. 

16:11 See, I want to make sure of the right people on my 
team that they fit my company culture, but I got to also 
make sure they can do the job I hired them for. So 
here's the deal. Look at your management team. 
Specifically, your implementor, the person who you 
think is going to help you get shit done. Are they really 
in Implementor or they really Sabater? Right, because 
they look like the same person. 

16:38 What's different is the actions they take or don't take 
the excuses they make or don't make. So you can't 
afford to have your business stalled. You can't afford to 
have the process of implementing systems stop that in 
its tracks because one, two or three employees on 
your team say it's too hard, you've got to become the 
leader your restaurant needs. And to be that leader, 
you've got to have an implementor. 

17:08 But you need to be able to identify that you might have 
a saboteur. I give you an example, I've got members 
who we've brought on in the system, they've had an 
implementer and deep into the process, we've really 
identified we need to make a switch. We need a 
different implementor. Because while they were really 
gung ho and again, sometimes the saboteur doesn't do 
it on purpose, they're just not built to get it done, and 
we've had to make that change. 

17:39 But the key is, doesn't matter as long as we keep 
moving forward, as long as we identify that we need to 
make the change, that's important. So maybe you're in 
that position now. You've got people who who you 
love, they love you and you think can do the job and 
how they tell you they want to do the job. But they're 
not. And instead of buying into those excuses, it's time 
to identify your saboteur, let them self-identified. 

18:10 So if you want to step by step process to know if you 
have an implement or a saboteur on your team right 
now, make sure you check out Episode 17 of my 
podcast. This is where I go in and teach you how to 
successfully delegate, how to hold your management 
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team accountable, because here's the deal. 
Accountability is the key to knowing if you have an 
implementer or you have a saboteur, and if you want to 
move your business forward, you must know the 
difference and be able to make that change if you've 
got the wrong person on the team in that spot. 

18:45 Make sure you listen to podcast 17, but more 
importantly, listen to this one over and over and over 
again until you can say I can identify these four 
different saboteurs and I won't let them stop my 
business. You've got this. Now go out there and kick 
some ass. Hey, that was an awesome episode. I want 
to thank you for taking the time to take action on 
building a better, more prosperous restaurant. Before 
you go, I want to give you these three thoughts. 

19:10 One, by combining leadership and taking action with 
systems and training, being checked by accountability, 
you are on your way to creating prosperity for you and 
your restaurant. To have something I need from you, 
please leave a review on Apple podcast Spotify or 
wherever you happen to listen to podcasts by leaving 
us a review. Other restaurant pros seeking out this 
information are able to find it. I read the reviews and 
hearing how this information has benefited you does 
wonders for me. 

19:39 And three, if you find any of the discussions helpful, 
share them. The more restaurant pros who have 
access to them, the better we become as an industry 
for more restaurant resources or to get in contact with 
me. Connect with me at David Scott Peters Dotcom. 
Be passionate about what you're doing. Be persistent, 
but more importantly, become better and help 
everyone around you become better and your 
restaurant is going to kick some ass. If you're tired of 
not being able to leave your restaurant because no one 
else knows how to run it, I want to make sure you 
know, it doesn't have to be that way. 

20:12 You can leave your restaurant. It is possible to build a 
team of people who know how you want the restaurant 
to run with these trained and responsible people in 
place, you can give yourself time away. What would 
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you do if you had time away from your restaurant? 
Would you sleep better? Would your relationships 
improve? Would you feel more relaxed? These are all 
things you deserve to experience as a business owner. 
It's why we own our own businesses. 

20:38 If you would like to learn how to own a restaurant that 
doesn't depend on you to be successful, click the link 
in the description to watch a free training course that 
teaches you exactly what you have to do. Also, be sure 
to subscribe to get my weekly tips and watch these two 
videos to get more information and guidance for 
running a successful restaurant. 

If you would like to learn how to own a restaurant that doesn't depend on you to be 
successful, click here to watch a free training course that teaches you exactly what you 
have to do. Also, be sure to subscribe to get my weekly tips on YouTube and watch 
more videos to get more information and guidance for running a successful restaurant. 
 
 


