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Welcome to the Mirus User Conference for 2017.
Each year I like to start by saying thank you for taking the Cme out of your busy schedule to schlep out here to Las Vegas. So,
Thank You!
This conference started with a simple concept. Let’s get our clients together to exchange ideas and thoughts on how to make
Mirus more valuable to our clients. Over the years we acted on dozens of great ideas that originated at this conference, and
most of those were implemented without any increase in our recurring fees.
There is a tremendous amount of talent and experience with analyzing restaurant data in this room. The era of analyCcs in the
restaurant industry is sCll in its infancy, believe it or not. Most restaurant companies are sCll dependent on Excel for analysis.
However, the industry is going through a very fundamental learning curve of how to study and learn from what the data is
telling us. I have always believed that Mirus clients represent some of the early adopters of analyCcs, and that includes you.
Over the next two days, reach out to the folks siTng around you and tap into their collecCve knowledge. At the end of each
presentaCon you have a chance to ask quesCons, so please ask! There are no silly quesCons. The chances are good that
someone else in the room is wondering the same thing you are, so you are doing them a favor by being the brave one to ask the
quesCon.
As you saw from Leslie’s slide, this conference tends to be a good balance between new clients and experienced clients. So, if
this is your ﬁrst or second Cme aXending, don’t fret. You may feel like a newbie today, but all of us were newbies at some point.
You will ﬁnd all of the more experienced folks to be supporCve and willing to share their experiences, but you have to ask the
quesCons.
More than anything, this conference focuses on ways we can drive restaurant performance using the data we have available.
Three decades ago, we only needed simple summarized data to know if things were going well or not. It was a wild, wild west
and you could just open more restaurants to get more sales. CompeCCon is now too intense. As an industry every Cme we open
ﬁve restaurants, we close four. According to Jonathon Maze at NRN, since the end of the recession in 2010, the number of
restaurants has grown 1.7% per year. That is less than the growth in GDP but faster than the populaCon growth. I think this type
of data proves that the industry is now mature, and success today is determined by how well a company uses data to ﬁnd ways
to gain an advantage as quickly as possible. The companies who do not evolve to being more data driven will suﬀer a severe
disadvantage.
You will hear a lot of good ideas throughout this conference. Please, try to jot them down as we go along. I can assure you that it
is too easy to forget some of the key points by the Cme we get to the end of the sessions. We actually have some forms on the
tables you can use to record the best ideas.
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Before we get into this year’s presentaCons, I would like to start with a quick review of the state of the
restaurant industry and the macro environment we operate in.
A lot has happened in the 52 weeks since we were last together. A new president sits in the White
House. The stock market shows us that longevity records are meant to be broken, and the indices sit in
record territory. This is now the third longest recovery since before the Civil War. But, the restaurant
industry is ﬁghCng some tough head winds. Traﬃc has been declining for almost two years and shows
no signs of jumping back to the posiCve. In addiCon, the compeCCve threats are increasing with
tradiConal compeCtors like grocery stores opening fast casual styled restaurants inside them, along
with beer and wine bars. Home preparaCon threats like Blue Apron are a new category of compeCCon
that has the potenCal to bite oﬀ a chunk of market share. And, Amazon and the various home delivery
businesses are evolving and could introduce further erosion of eat-in customer traﬃc.
From 2013 – 2016 commodity prices fell. Not all commodiCes fell, but each year another category of
food decreased in pricing. One year it was Beef, another vegetables, another eggs and cheese. Well,
those days seem to be over, at least for a while. The industry has relied on this de-inﬂaConary cost
trend to keep the market basket of goods they buy the same or lower than the previous year. Without
this commodity deﬂaCon, the gross margin of many restaurants are at risk.
And, of course the labor cost pressures conCnue their upward climb market by market. Passing on
higher labor costs is simply not an opCon for some brands with the new forms of compeCCon.
Finally, where have our customers gone? By our measurement, traﬃc today, on average is 8% lower
than it was in 2015 at this Cme. The industry cannot sustain this trend endlessly. If customers do not
return to restaurants, it will mean immense change for most companies.
It is a tough Cme to be a restaurant operator. Mistakes are very costly, and need to be avoided if
possible, or ﬁxed quickly when they are made.
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We talk a lot at this conference, and some themes are common. You will hear a lot about
how companies have to learn to use data more eﬀecCvely. Or how they must move beyond
just looking at one set of data at a Cme, and get beXer at blending their data so they can see
things that are not visible to them today. I encourage you to think of this process of change
as a journey into data analyCcs. A very long journey that is a progression of phases and rarely
oﬀers you the chance to jump ahead or skip over big parts of the trip.
Most of you have your eye on integraCng more of your data into your soluCon. This is a
never ending process. Clients are adding new sources of data even ajer they have been with
us for 10 years or more. Perhaps you will hear of one or two examples of integraCon you can
bring back to the oﬃce and act upon.
Another thing you might hear through the presentaCon is an appreciaCon for how each
restaurant is diﬀerent. This may sound small or even obvious, but it is a fundamental shij
away from the model the industry used through the growth phase of restaurants. Back then,
everything was designed so it could be replicated over and over to produce what was
expected to be the same result. The same sales volume, the same food cost, the same labor
cost and so on. More and more companies are realizing today the uniqueness of each
locaCon. And, if they want to get the most of each of them, they have to adjust their
thinking. Cookie cuXers don’t work as well as they used to.
I think everyone can agree that the reason we dive into the data is to ﬁnd out more deeply
what pleases our customers and how to encourage them to visit us more ojen and spend
more with us. Using data to improve cost management is well and good, but if there are
fewer customers each year, you will reach the point where you cannot cut costs enough to
make a proﬁt. We need the customers to come back.
This journey, as I menConed, consists of phases. So, let’s take a look at what I mean by
phases.
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Over the years we have seen a steady expansion of the types of data our clients put into their data
warehouses. Today there are about 80 or so systems of various types that have been integrated into
Mirus Enterprise. I have organized the use of those integraCons into three phases. While each
company’s journey is unique, these phases are quite typical of a Mirus user’s journey into data
analyCcs.
When Mirus started, the data we collected was mostly sales and labor informaCon from the POS, back
oﬃce systems and ﬁnancial systems. Those systems capture most of the minute by minute acCvity in a
restaurant, and creates a rich set of data to study. This conCnues to be the ﬁrst integraCons for all of
our new clients.
In Phase 2, the focus turned more towards the customer. Data from drive thru Cmes and kitchen
display systems are added along with a lot of data from loyalty systems and customer feedback
systems. We even see a number of companies puTng their markeCng campaign data into the data
warehouse to make it easy to evaluate the relaCve success of a promoCon or adverCsing campaign. If
Phase 1 was about measuring performance and proﬁtability of the restaurant operaCons, Phase two
focused on how well the customer is being serviced.
In Phase 3 we see an expansion of the customer-facing data. IntegraCons with online ordering,
delivery, reservaCons, and social media are all about geTng a more complete picture of the customer,
wherever they may be. We even see Saleforce being used to collect and track customer engagement
data.
There is sCll lots of data to be captured and examined that is not in these three phases. The employee
is part of Phase 1 data, but there is much more data to idenCfy the best performers, and the potenCal
managers of the future. RecruiCng and Training systems are ﬁlled with employee informaCon that can
help you idenCfy how to get the most out of your team, and keep them engaged.
For companies who franchise, the franchisee is almost a mirror of the customer in terms of a focus for
analysis. The data are diﬀerent, but idenCfying who your best franchisees are, and how to make more
of them successful is central to your business strategy.
There is also much more data related to the supply chain of food and non-food items that should be
explored. IdenCfying where there are shortages and excess inventories allows you to manage the
supply chain more eﬃciently.
Next slide

10

So, the evoluCon of restaurant data is taking us deeper into the Customer data sets. For
some of you, the Customer dimension is a new, important focal point for analysis. Using the
phases I deﬁned on the previous slide, we don’t know much about the customer in Phase 1.
We see the sales transacCons but for most operators, the customer has no name, no contact
informaCon. Nothing that allows us to track them individually.
In Phase 2, we can idenCfy the customer through the Loyalty or Rewards system. We might
only have their email address, but at least there is something we can use to start measuring
the number of visits and what they like to buy.
In Phase 3, we know where they live, their phone number, and some personal informaCon
such as anniversaries and birthdays. The picture of the customer is starCng to be detailed,
and more complete.
In Phase 1, the amount of data related to the customer is near zero. Virtually all of the data is
about the sales and labor transacCons.
In Phase 3, the volume of data about your customers is growing rapidly if you have mulCple
streams of transacCons, such as loyalty, delivery, reservaCons and online ordering.
So, what do we do with all of this customer data? Certainly we can use it to measure how
frequently the visit, and whether the trend is increasing or decreasing. Most companies want
to ensure their customers receive a consistent, quality experience, and the customer data
makes this all possible for the ﬁrst Cme.
But, how else might you use this data? Can you use it to improve forecasCng that in turn can
improve labor scheduling? Is there a way to employ your customer data when forecasCng
purchases? And, can we use this data to ulCmately ﬁnd the right oﬀers for each customer?
Something that leverages all that we know about them, and gets them to visit or order one
more Cme, or gets them to up their spending by a few percentage points? This is the fronCer
that many markeCng execuCves are exploring today, and you should start planning for this
progression if you are not already execuCng it today.
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Before I ﬁnish up, there are two other ideas I want to leave you with. Two areas of all restaurant
companies that are not top of mind when thinking about analyCcs.
The ﬁrst is your supply chain. Your restaurants order a lot of food virtually every day. If you are a
bigger company you may have someone responsible for working with the suppliers to make sure they
have in stock what the restaurants need, when they need it. That supply chain execuCve relies on data
to do their job, just like any other funcCon. What data do they use? In my experience the suppliers
provide much of the data in summaries of what the restaurants purchased over the past month, or
quarter. They may not be looking at supply levels within the restaurants to idenCfy where inventory
bubbles may be developing, or where levels are too low to be sustainable. Either of these two
condiCons will likely aﬀect ordering in the near term, and the warehouses need to know. Not knowing
will occasionally cause big problems – either too much or too liXle stock in the chain. The Beer Game
captures this dynamic in an interacCve simulaCon. MIT, Cornell, Wharton all have links for materials
related to the Beer Game. I played it over 30 years ago and I sCll recall the lessons it teaches.
Human resources is another part of your company that could probably beneﬁt from the data you
already have in your data warehouse. Hopefully, you have automated the ﬂow of data from the
restaurant into Payroll. But what about HR? You might not need to add any data, just give them access
to the system and a bit of coaching. OR, maybe you want to add some hire/ﬁre data from your Payroll
system so you can report on turnover. Staﬀ turnover and employee retenCon are problems for
everyone. You likely have every punch already in the system. Have you considered looking at your
employee data from the perspecCve of who stays with you and who leaves? Can you help HR idenCfy
which staﬀ members might be candidates for MIT posiCons?
What about training systems? Are they working? Is there any evidence based on performance whether
the staﬀ who completed training are any beXer? And in a similar way, integraCng your recruiCng data
may give you insight as to the types of backgrounds your best performers had before you found them.
HR is about people, and you have a lot of data on your employees.
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You might not think of data in this way, but in the restaurant business, everything connects to something. All of
the things a restaurant does every day is related to serving its customers. So, it kinda makes sense that the data
created in the process is also connected. I am not saying that all of the connecCons are clean and easily
understood. Just the opposite. It’s more like a bowl of spagheT, some of it gets preXy tangled up.
The ﬁnal system of record for a lot of data is the General Ledger. I can’t think of any other system that collects
more types of data. Inside the General Ledger are two key repositories, the Balance Sheet and the Proﬁt and Loss
Statement. These two ﬁnancial documents are the sum of all the checks, all the Cme punches, all the invoices and
all the expenses that take place in a company in a given period. Those are examples of data that are Directly
related to the ﬁnancial statements. However, you can also link data indirectly to the P&L, like customer
comments. The relaConship to the P&L and data like customer comments are not necessarily immediate. There
might be weeks, months or even years between cause and eﬀect. If you see an increase in customer complaints, it
might lead to reduced sales, but not necessarily right away. The same goes for store inspecCons, reservaCon
comments, and loyalty program registraCons. Examining these indirectly related measures in relaCon to the data
feeding the P&L and Balance Sheet can reveal problems early, when they are sCll easy to solve.
The P&L and Balance Sheet are not the only arCfacts that are the ﬁnal “system of record”. There are others
scaXered around the company. SomeCmes in ﬁle drawers, someCmes in spreadsheets, and someCmes in formal
systems.
Understanding these connecCons is key to unlocking the value of integraCons. As you add sources to your data
warehouse you expand the number of indirect and direct relaConships that exist between the various pieces of
data. Let me give you an example of using a two pieces of data not commonly linked. Let’s say you want to
measure the producCvity of the various staCons in your kitchen across all of your stores. A Kitchen Display System
would make it easy because it would provide direct, detailed data for that analysis. But, we don’t have a KDS, so
are we out of luck? No, there are ways we can use indirect relaConships to esCmate producCvity. Note I say
esCmate. This is not going to be as accurate or precise as a KDS, but it will give us a reasonable measurement of
producCvity.
As you listen to the presentaCons over the next couple of days, look for examples of direct and indirect
measurements and relaConships between data. SomeCmes discovering big value only takes a bit of imaginaCon.
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We have a full agenda for you over the next two days. We have increased the amount of training in
the agenda, in response to requests. We have two training sessions this morning, two more this
ajernoon, and again tomorrow.
Loss PrevenCon is covered in several ways, including a roundtable discussion following a case study by
Mike Scaﬁdi from Unos.
Other topics include workﬂow automaCon, menu analysis, the value of integraCons, and changing
your corporate culture of using data.
We spend the end of today presenCng informaCon on the roadmap for Enterprise. I want to take a
minute here to ask you a quesCon about the direcCon we are taking with Enterprise. Six years ago I
stood up here and described how our long term product development plan included bringing all of the
funcConality of the Edit Pages out to the Dashboard so you could create and edit reports directly from
the Dashboard. First, does everyone understand what I mean by Edit Pages? Any confusion there?
Okay, so the quesCon I want to ask you is whether eliminaCng the Edit Pages is a good thing, or maybe
not so good thing in your mind?
Dina is going to give us an update on where we stand with regard to exposing more ediCng capability
within the Dashboard, later this ajernoon.
Tonight we have a recepCon in the Santa Monica meeCng room starCng at 7pm tonight. I hope you
can come and network with everyone, and we present some awards this evening as well.
I have been up here too long, so let me hand this back to Leslie and get you on to the ﬁrst session.
Thank you for coming, and I hope you enjoy the conference.
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