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INTRODUCTION 

  
Before we even think about possibly getting ready to consider boarding this 

train and start discussing this business of lowering your pour cost percentage 

and putting in a better system for you and your managers, let me say this so 

we’re sure that you aren’t wasting your time: 

 

This is what I do. In fact, it’s ALL I do (ask my wife). These bar maximizers—this 

program—I’m going to give you in this manual works like magic. It’s not an 

opinion, it’s a fact. It reduces losses and lowers pour cost percentage by 4 – 5% 

on average, saving managers hours of time, saving bar owners $1,000’s every 

month and putting tens-of-thousands of dollars of increased profits into their 

bank accounts. I’ve proven it over and over again with the bars and restaurants I 

work with.  

 

When it doesn’t work, it’s ALWAYS for the same reason: the person or persons 

overseeing the system didn’t execute the plan. They didn’t stay on top of their 

employees. They didn’t follow-up and ask why. They didn’t care enough to 

make their mark on the world. The system didn’t fail. They did. 

  

The Bar Patrol App and Software that we use to carry out this program is 

nothing but a weapon or tool or any other metaphor that will help you grasp the 

concepts to come. And it’s an extremely valuable tool, but when you fail to use 



it, like any tool, it just collects dust on your work bench and doesn’t fix anything. 

Nothing gets built. No repairs are made. 

 

One thing you’ll learn about me if you haven’t already worked with me or read 

any of my material is that I don’t fuck around pretending to be something I’m 

not for the intent of pleasing people. If that offends you, I apologize, but this is 

what you get. The purpose of becoming TheRealBarman was to be authentically 

true to the mission of helping people get what they want, whether it be a 

bartending job or a better bar owner/manager, and in being authentic I don’t 

hold back much anymore because I spent the first couple years of my business 

walking on egg shells and dipping my toe into the water to test the 

temperament of bar owners and managers, hoping that I wasn’t being too pushy 

or making suggestions that they would scoff at. I was afraid my ideas might 

offend them, even if I knew my ideas were spot on.  

 

Sorry, but I simply don’t have time for that shit anymore. I don’t have time for 

owners/managers who want to run a bar instead of a business, and besides that, 

it’s counterproductive. I am determined to make a change in the industry and 

help as many bars/restaurants as possible get the most out of their business, 

and if that doesn’t appeal to you, I’m fine with that. You do your thing, I’ll do 

mine. I don’t have the energy anymore to try and convince someone who isn’t 

ready to hear what needs be to heard, which is that you’re too passive to be a 

leader to your staff and that your inventory—your profits—are walking right out 



the door (or more accurately being poured down guests’ throats) because steps 

aren’t taken to set-up a system that protects those profits. 

  

I’m not trying to be macho or tough, just cut-through-the-horse-shit honest. And 

quite frankly, I’m exhausted by it all: the cat and mouse game of me trying to 

convince owners that there is a better way and owners pushing me away 

because they don’t want to hear another sales pitch. 

 

But I don’t bullshit for the purposes of selling my system and services, mainly 

because if I have to deceive someone into changing the way they do things, it 

will always ends with someone unhappy and that result is bad for your business 

and it’s bad for mine. Lose-lose. I’m only interested in win-win situations and I’m 

determined to develop that sort of relationship every time I set out to work with 

an owner and/or manager. 

  

The truth is, this program you are reading contains massive value, but no matter 

how good the information or plan is in this manual or anything else you read, if 

you don’t execute it, and KEEP executing it, you’ll just keep getting the same 

shitty results you’ve always gotten (definition of insanity, blah, blah, blah), and 

before you know it, you’ll find yourself throwing your hands up like an angry 

orangutan who had his banana taken away while stomping around the room 

asking the heavens why things never work out for you. 

  



I’ve worked with owners like this, and to this day they’re still wondering why 

their staff sucks and nothing ever gets done right, yet they do nothing to 

actually manage them or carry out the plans that were set-up from the 

beginning. 

 

These people can’t be helped because they won’t take responsibility. But let’s 

forget about them, because here you are, right in front of my face, ready for 

something better. So I will stop scolding you and give you what you’re here for. 

  

 For the most part I will focus on the bar side (after all, it is a bar program), but 

once in awhile I will cross over to the food side and discuss tactics to increase 

profits there as well. When you get right down to it, it’s all the same anyway.  

 

People always think of the bar & restaurant industry as a service and hospitality 

industry, and it is. People won’t visit you again without outstanding service, but 

isn’t that true of any business? No one is coming back to get a haircut from the 

lurching gargoyle of a lady who snipped your locks and bitched about her 

teenage daughter for 30 minutes. 

 

So, customer service is king, but in our business, the queen comes first, and 

from a technical standpoint, our business is an INVENTORY business. You buy 

products at wholesale and you sell them at retail for a profit, so whether we’re 

talking about cocktails or swordfish, the tactics are usually the same when it 

comes to running a profitable program. 



 

CONFORMITY IS CONTAGIOUS 

When I first started my business in the winter of 2010, I was shiny and naïve and 

thought every owner would want something that would prevent the 

hemorrhaging that was going on in their bar. 

 

In fact, during the first few weeks while I was walking into bars to talk to bar 

owners/managers about their inventory and cost control systems to see if they 

needed help, I discovered exactly what I was up against. 

 

At around 11:00 a.m. on a Tuesday morning, I walked into a Greek restaurant in 

San Francisco to talk with the GM, who also happened to be the owner’s wife. 

  

I asked her a few probing questions about her pains and struggles, and then 

moved on to their beverage program and how often they took inventory, their 

entire process to see how much time and money we could save them. 

  

I then went on to explain what we do at Bar Patrol and how we help put a 

system in place that is faster and easier and helps track their inventory to see 

how accurately the bartenders are pouring so they can help improve their 

bottom line.  

  



To this she replied: “Oh no, we couldn’t do anything like that here. The 

bartenders have been here for years and they wouldn’t like it.” 

  

“Oh, ok,” I said, “so…wait, what?” 

 

“Yeah, if they knew that we were monitoring them, they would probably quit. 

They wouldn’t like it if we watched them like that, and we’ve been very lucky 

here to be as busy as we have been.” 

  

At that moment, I couldn’t decide if I should use my pen to take notes or simply 

jam it into my neck to end the anguish of listening to this person tell me that the 

bartenders wouldn’t like it if someone were to keep track of how much they 

were stealing from the business. 

  

No, I guess they wouldn’t like that. They wouldn’t like that at all. After all, 

systems that keep you honest can be a bit annoying when you’re trying to give 

away other people’s products and embezzle their money. 

 

Turns out, this is not uncommon in the industry. 7 out of 10 owners/managers I 

speak with tell me, “Oh, we factor in shrinkage for the bartenders over-pours 

and waste. We know they’re going to give a little away, but they’re pretty honest 

for the most part. You know how it is.” 

 



Yes, I do know how it is. In fact, I know exactly how it is. I have run thousands of 

inventory variance reports for bars, and no, bartenders are not “pretty honest for 

the most part”. Take your head out of your ass and wake up! 

 

The average mid-sized bar is losing 27% of its products and around $5,000 - 

$6,000 per month of real money. 

 

Before moving on, let me take a minute to clear something up: I bartended for 

15 years. I’m no angel. For years I did exactly what I now try to prevent, like a 

former convict who helps troubled teens. I wouldn’t say I was excessively 

stealing, but to say I wasn’t pouring heavy for good-tipping guests or hooking 

up my friends would make me a hypocrite. In fact, I would like to take this 

opportunity to confess my past actions, lest my karma be struck down by a 

righteous bolt of lightning from above. 

  

Conformity is contagious. It’s a fact. As someone new behind the bar, you do 

what others around you are doing, especially if the senior people are doing it. 

Not to mention the people down the street, in the next city, across the country. 

We’re talking EVERYONE in the bar industry hooks up good-tippers and friends. 

And if you think they’re just doing it a little bit and that your staff is more honest 

than most, I’d like to sell you a nice bridge I own, located in the heart of 

beautiful downtown Brooklyn. 

  



I left the Greek restaurant that day a little dazed. I had started Bar Patrol to help 

owners and managers be more successful and give them a better way to track 

their inventory, but it wasn’t until I had walked into bar after bar and speaking to 

hundreds of them that I began to realize the hard shell of beliefs I was going to 

have to crack. They all believed that THIS was the way it was supposed to be or 

that they didn’t have time to manage this part of the business, and it’s not until 

they either go out of business or wake up one day and realize how mediocre it is 

that they understand what a horrible mistake they’ve made. 

  

What’s the point to this babbling sermon I’m spewing on to these pages? The 

point is, I’ve made it my Mission Impossible to make a wrinkle in an industry that 

has been brainwashed into thinking that losing 25% of its products is just the 

way it has to be. It’s my mission to help managers too intimidated to confront 

their bartenders for fear of being thought of as “un-cool”. 

 

Let me tell you something right now, whether you own the bar or are managing 

the bar: running your business by micro-managing your staff is not un-cool. 

Losing money day after day, week after week, month after month, year after year 

because you are a quivering jellyfish too faint-hearted to confront your staff is 

un-cool. It’s not only un-cool, it’s down-right lunacy, and I can’t imagine that you 

feel too good about it. Do you? 

 

 



GENTLEMEN, CHOOSE YOUR WEAPONS? 

Right now I’ll assume that you most likely have a clipboard inventory system in 

place, which is a sort of tool, but it’s an incompetent one compared to what we 

have available these days. It’s as if your job is digging ditches and you’re using a 

gardening trowel instead of a shovel. 

  

And yet when someone like me walks into your business one day and says, 

“Hey, I have this new product called a shovel. You can use it to increase your 

ditch digging efficiency by 500%” and it will only cost you $10,” and you tell 

them, “No, I’m good. I like doing it my way,” I get it. I get why you tell them 

“No”. It’s because you’re tired of sales people coming in trying to sell you shit 

you don’t need; plus you don’t have time for it, so your “decision switch” is on 

automatic “No.” 

  

I get it. Believe me I get it. I spent years myself kicking stupid, self-serving sales-

people out of my bar who only cared about meeting their sales quotas. I mean 

really, who can you trust anymore? Everybody is promising that their product is 

the biggest and best thing since bubble gum. And maybe it is, but it’s the 

APPLICATION of the product that makes real change in your business. The on-

going EXECUTION. 

  

For instance, there are a million exercise gadgets out there. We’ve all seen them 

on t.v. Some of them are downright ridiculous (insert “Shake Weight” here), and 



yet they all have one thing in common: they ALL work. All of them. You could 

buy a giant boulder for $699 and if you would just lift it over your head day after 

day, you would see results.  

  

But what happens? You get excited, you have grand plans to get fit and punish 

your new machine until your muscles are bulging and your stomach is flat and 

firm as a cutting board.   

 

 But soon the feeling fades. Your discipline wanes and before you know it you 

find yourself back on your couch with sour cream & onion chips all over your 

chest as you snack and watch Monday Night Football and complain that getting 

into shape is impossible. 

  

In case you’re dull as rubber knife, let’s use one more example and go back to 

our ditch-digging business because though they seem to have nothing in 

common on the surface, when it comes to inventory management and 

implementing a profit maximizing beverage program to lower pour cost and 

raise profits, ditch-digging and inventory management share the same goal, 

which is to take advantage of a better, more efficient way to do things that in 

the end saves both time and money.  

  

In other words, instead of using a trowel or even a shovel, you could choose to 

invest in a bulldozer and you would have a HUGE advantage on everyone else in 

the ditch-digging community because they’re still using a trowel. 



  

But if you don’t take advantage and you just let the bulldozer sit there and don’t 

demand that your employees execute and use the machine you put into place, 

it’s worth the same as the gravel it’s sitting on.  

  

And yet again, I get it. I do. I totally get it. In order to make all this happen 

requires a learning curve and for you to change the way you’ve always done 

things. And change can be difficult. In simpler terms: 

  

Change = Disruption 

  

In order for you to implement something new into your daily, weekly, monthly 

routine, the problem has to be a bigger pain-in-the-ass than the disruption it will 

take to implement something new or you won’t take any action to change it, and 

you DEFINITELY won’t take continued action to enforce it. 

  

Let’s be real, though. In our case, as managers, those pains are pretty goddamn 

big.  

  

First off, counting shit sucks. It’s monotonous, mindless work that feels like an 

exercise in futility. Nobody wants to do it, but it needs to get done. Nobody 

wants to dig ditches either, but we need irrigation or all the vegetation dries up 

and nobody eats. 

  



Second, the only thing your current clipboard inventory system is telling you is 

what your pour cost percentage (profit margin) is and your usage (assuming you 

record the invoices that come in). That’s it. It isn’t doing the most important 

feature of taking inventory which is tracking it, or more accurately: comparing 

what was rang into your POS system to what is being poured by your 

bartenders.  

  

Basically, clipboard inventory RECORDS your inventory, the Bar Patrol App, and 

systems like it, TRACKS your inventory. There’s a big difference here. 

  

Remember, on the technical side, this is an INVENTORY business. You buy 

products at wholesale and you sell them at retail, same as Target or Macy’s or 7-

Eleven.  

  

That seems obvious, but no one ever views it that way. They want to use 

promotions and marketing tactics to get everyone in the bar, they try their best 

to make sure their employees are giving good customer service and that the 

menu is out-of-this-world and the food and drinks are tasty, and then they let 

25% of their products—their inventory, their profits—be poured right down the 

drain. 

  

And if 25% of your products are being given away (and they are) because you 

aren’t tracking what your salespeople are doing, you aren’t a business owner 

yet. You’re still just a bar owner with a delusional belief that “It’s just part of the 



bar business” or that “We need to hook up our regulars or they won’t come 

back.” 

  

No. No no no no no no no!!!  No. 

  

It’s like pulling a bag of boulders up a hill trying to get owners and managers to 

understand that inventory is EVERYTHING. You are not getting them to come in 

because you’re a garage sale. You get your regulars to come back by selling 

them an experience, which means your staff needs to be well-trained and full of 

personality. Your inventory—the products you sell—puts the actual money in the 

bank, and if you aren’t monitoring your bartenders, I will bet my first born child 

(and possibly my second) that they are taking HUGE advantage of you and 

sabotaging the potential of your business.  

  

 

 

 

 

 

 



 

SYSTEMIZING 

One of the most important things you can do as an owner/manager is systemize 

the business. Perhaps you’ve heard of systemizing or perhaps you haven’t, but 

the more you can systemize your business, the more efficient it will be, the more 

you can get done and the more time, money and sanity you’ll have. 

  

Our inventory control system is just like any other business system you might put 

into place, whether it’s a schedule to post on Facebook every day or the 10-step 

system you have for customer service. The trick to any system though, as I’ve 

previously mentioned, is you have to enforce it or it’s worthless. 

  

The beverage control system I’m about to give you works like magic if you 

enforce it. If you don’t, it will work as well as the server who doesn’t follow step 

5 in your customer service system, which says to refill drinks. Glasses will remain 

empty, save the few remaining melted cubes of ice. The second you slack off 

and don’t stay on top of them, they won’t do it because they know you won’t 

enforce it and then that’s when the bad Yelp reviews come rolling in. 

  

I want you to carve this into your office wall or the side of your computer 

monitor or into your left forearm; I don’t give a shit, just don’t forget it: 

  

Systems are only as good as the leaders who oversee them. 



  

Tools and systems are a dime a dozen—hell, a dime a thousand—but leaders 

are rare. True leaders. And I know it’s scary to lead and to confront lazy 

employees and deal with irrational, hypercritical guests, but your job isn’t to be 

perfect. Your job is to become better at your job, each day in every way. But 

progress = growth, and growth = increased value, and the more you increase 

your value, the more you are sought after and the more opportunities you open 

for yourself which means a brighter and happier future for your career. 

  

You see, you can use all of this for selfish reasons. In fact, you SHOULD do it for 

selfish reasons because people in general care more about themselves than 

anyone else, so what bigger motivator to do good in your bar/restaurant than to 

become better at what you do which leads to you being selfishly happy, as well 

as advancement in your business and in your life? Shit gets done when people 

are selfishly motivated, and yet it can still benefit the whole. 

 

Ok (sigh), enough preaching. Let’s get started on the steps you need to 

implement to not only save your bar a ton of money, but make your life easier 

by systemizing, which might be even more important to you in the long run. 

 

 

 

 

 



 

 

PHASE 1: THE BASIC STEPS 

 
STEP 1: GLASSWARE 
STEP 2: PORTION SIZE 
STEP 3: DEAD STOCK 
STEP 4: MAXIMIZING DRAFT BEER 
 

Ok, I can hear you all through the pages of this book now: "Ok, Dave, we get it, 

we suck. We need to be leaders and execute. Jesus! Can you just give us the 

goddamn program now?" 

 

Yes. Thank you for your patience. And just so you know, you don't suck, because 

you're here reading this, trying to improve your business. Kudos and whiskey 

shots to you. 

 

So if you're ready, follow me and let me walk you through the evaluation 

process of your bar so you can see what needs changing and what can stay the 

same. 

 

The first thing I do when I sit down with a manager is to ask them some 

questions to find out their policies and inventory process. So you can ask 

yourself these same questions: 

 



How often do you take inventory? 

How do you count the inventory (it's usually the clipboard/tally mark method)? 

Who takes the inventory? 

How closely do you analyze the numbers? Do you use pour cost percentage to 

determine how your bar is performing? 

How many oz. do you pour for: 

Ø Shots/mixed drinks (i.e. Jack and Coke) 
Ø Neat/Rocks 
Ø Martinis 
Ø Wine 

 
Do your bartenders free pour or use a jigger? 

Is your staff allowed to drink on the job? 

Do your bartenders ring in everything that is spilled/sent back/wasted so it can 

be comped? 

How do you charge and ring up doubles? 

 

These are the initial questions I ask so I can get a feel for how structured their 

process is. Based on these answers I can get a general idea of how much I can 

help them. Now that we have the interview process down, let’s move on to the 

first step of the 12-step program. 

 

 

 

 

 



 

STEP 1: GLASSWARE 

 

Nobody puts too much thought into their glassware beyond how cool it looks, 

but you'd better start, because I find glassware to be one of the biggest causes 

of waste and profit loss in the industry, specifically the size of the glassware. 

When I'm at a bar overlooking the glassware, I'm not too concerned about the 

style of the glasses, unless it looks like they came straight out of my great Aunt 

Melba's kitchen cabinets, and then I might make a soft suggestion. 

 

The style of glasses you use is up to you, but the size of your glassware should 

be closely evaluated. I know that you found these big, classy glasses that are so 

modern and chic you can hardly stand it, but the problem is, with big glassware, 

the guests complain that the drinks aren't strong enough which causes the 

bartenders to feel obligated to fill them up more so the guest stop bitching at 

them. 

 

This brings up one of the most powerful concepts in the business world, and 

especially the bar/restaurant industry, and that's the concept of Perceived Value. 

 



Meaning:  What the guests thinks he/she is getting vs. what he/she is actually 

getting. 

 

As an example, I work with a large corporate chain that will go unnamed so I 

don't lose my position with them. In my opinion, they have a beverage director 

(a national corporate beverage director responsible for all 200+ locations) who I 

believe should be working as a receptionist instead of a beverage director for all 

the good she is doing the corporation. 

 

This person creates the cocktail menu that will go out to all the restaurant 

locations nation-wide, and when I first started working with some of the local 

stores, I was blown away at the portions of each cocktail on the specialty menu. 

Many of the drinks recipes were for 3 oz. of alcohol, yet it wasn't reflected in the 

price. For those of you unaware, the most standard portion size is 1.5 oz., so the 

people going to the restaurant are getting doubles for the same price as a 

single (I know you're screaming at me right now to reveal the name of the 

restaurant so you can go get plastered at half price). 

 

What does all this mean? Well, besides the obvious, which is that they are losing 

money on over-portioned drinks, is that the guests HAVE NO IDEA that they are 

even getting such an amazing deal. What's the point of offering such an 

amazing deal if the guests don't even appreciate it. 

 



This is the value of happy hour. It is difficult to measure exactly how profitable 

happy hour is to your business because you offer a discounted deal to get more 

people in, with the hope that they will spend money on other more profitable 

things. So a cocktail that is normally $7 might be $5, so you're losing $2 per 

drink but your bar is busier now which is good, but that's not even the real 

value. The real value is that the guest have a PERCEPTION that they are getting 

a great deal, so they come back again and again, and even better, they 

excitedly tell all their friends about it, so now you have more people coming to 

your place. They perceive it as a great deal. 

 

You can think of your happy hour as a marketing tactic. The money lost in 

discounts is sort of like paid advertising. Word-of-mouth baby! 

 

How does all of this tie back into glassware?  

 

1. You as an owner/manager want to serve a regimented portion size that is 
cost-effective. 
 
2. Your guests want to be able to taste the alcohol so they feel like their getting 
a good deal. 
 
So you have to find a glass size that fits the criteria for both. 

 

When you have giant highball glasses or a large rocks glass, it doesn't matter 

how beautifully crafted they are. The guests don't give a shit about 

craftsmanship as much as they do about what’s inside it. They want their 



money's worth. And the best way for them to FEEL that way is to have visually 

pleasing glassware that is economically sized, for lack of a better term. 

 

So let’s get down to glassware size. If you have sizes other than this, it’s ok. Go 

ahead and use them until they eventually break and you move into the new 

glassware. In the meantime, open up your glassware catalogue for whatever 

company you use, and start ordering new glassware with these sizes (you can 

keep the same style, of course): 

 

ü Highball: 10 oz. 

ü Rocks: 4 oz. 

ü Martini: 6 oz. 

ü Wine: Varies—just know that the larger the glass, the smaller the portion 

amount appears to be 

ü Shot: 1.5 oz. 

ü Snifter: 6 oz. 

ü Beer: Non-factor 

 

SHOT GLASSES 

If you don't have shot glasses, you need to get them. The only exception would 

be if you have an upscale place and you aren't comfortable serving shots to 

guests like they’re a bunch of young horny college kids. I get that. But if you're 

any kind of casual bar, sports bar, etc., shot glasses will automatically save you 

money, because f you have 1.5 oz. shot glasses, the bartenders will not pour 



them all the way to the top or the liquor will spill, so they will actually be pouring 

about 1.25 oz. which will save you ¼ oz. per pour, but the guests won't know 

that or feel like they've been gypped because all they see is a shot of liquor. 

 

The most import thing here is, it is physically impossible for bartenders to over-

pour in a shot glass, so if you are pouring shots into a rocks glass, change your 

policy. 

 

PACKING ICE 

    

     Strong-Tasting             Weak-Tasting 

 

A common problem in bars is that bartenders are not properly trained so the 

drinks they are putting out are not consistently the same so different guests that 

order the same drink from different bartenders aren’t getting two drinks that 

taste vastly different. 

 

For now we won’t get into the cocktail menu recipes with multiple ingredients 

and making sure those portions are correct. All I want to emphasize at the 



moment is to make sure your bartenders are filling the highballs to the top with 

ice before they pour their drinks. There are two reasons for this: 

 

1. There is no ambiguity when you say pack the glass and fill it to the top with 

ice. It’s consistent. 

2. The drink will taste stronger. 

 

I can’t tell you how many times I’ve seen a bartender make two Jack & Cokes 

and fill one glass two-thirds of the way with ice and the other one to the top. 

Two of the same drink, yet one will taste weaker than the other because it has 

more mixer in it. 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

STEP 2: PORTION SIZE 

 

Whenever I ask owners what their portion sizes are, I find that about ½ of them 

know what they are. The other ½ crinkle their brows and think for a moment and 

then try to sputter out and answer and pretend they know what it is, but they 

can’t bullshit me. I can tell within 2 seconds if they have portion sizes set or not. 

 

Setting portion sizes is one of the most important things you can do in both your 

bar and kitchen. It’s even more important to do it in your kitchen if you sell more 

food than booze. 

 

Setting portion sizes is all about systemizing and then enforcing the standards 

that are set. 

 

Below are the portions that I recommend. If you want to vary from these 

portions, that’s fine, but just make sure whatever portions you set, that they are 

enforced. If you want to pour 2 oz., I don’t recommend it, but that’s fine. Just 

make sure that you enforce 2 oz. pours or your portion size will be whatever the 

bartender decides it is, not you. 



 

RECOMMEDED PORTION SIZES 

 

ü Shots/Mixed Drinks (i.e. Jack & Coke): 1.5 oz. 

ü Neat/Rocks: 1.5 – 2 oz. (if you make it 2 oz., you should upcharge $2) 

ü Martinis: 2.5 oz. 

ü Wine: 6 oz. 

ü Most Ports: 3 oz. 

ü Beer: Whatever the glass size is (this one is easy) 

 

One final note: If you ever go out and want to get the best bang for your buck 

(translation: get wasted on the least amount of money), order a martini. The 

most common thing bars do is upcharge $2 for a martini, yet the bartenders 

generally pour a double (at least). This is why I have the martini listed at 2.5 oz. 

instead of 3 oz. Pouring an extra 1 oz. for $2 is bad enough. 

 

It’s also why your martini glass shouldn’t be too big because the bartenders will 

want to fill it up and then all the sudden guests are getting a 5 oz. pour. 

 

For martinis, simply have your bartenders fill the shaker with plenty of ice and 

pour in the 2.5 oz., because nothing melts ice faster than liquor. After the 

shaking and the dilution and the olive/onion you put in the martini glass causing 

displacement, the glass should be plenty full of liquid. And if the guest 

complains it’s not poured to the top, I like to pull out shot glasses and pour the 



liquid into them. It will fill almost 4 of them, and when the guests sees that, they 

shut their trap in a hurry. 

 

TO FREE-POUR OR NOT TO FREE-POUR 

This conversation comes up A LOT. In fact, nearly every time I’m sitting down 

and visiting with the manager, he/she will ask my opinion on whether or not 

bartenders should be allowed to free-pour or not, and whether they should be 

forced to use jiggers. 

 

First, a word about jiggers. Back when I first started bartending, to use a jigger 

meant that the bartender needed training wheels because he/she was not 

capable of pouring an accurate shot. In other words, it was viewed as being 

extremely un-cool.  

 

All of that has changed with the mixology movement. Nowadays, some of the 

best mixologists (a.k.a. bartender; don’t get me started on this conversation) in 

the world use jiggers to measure out their pours to make sure the cocktail they 

are preparing tastes perfect, so there is no shame in using jiggers at all these 

days. 

 

Some bartenders still feel inferior using them and will complain that it slows 

them down or use another excuse so they won’t have to use them. But really, 

the answer to this question is fairly simple: if the bartenders are capable of free-

pouring accurately, then allow them to. If not, make them use a jigger. Either 



way, the bartender can easily over-pour, even using a jigger, so don’t think 

using a jigger will prevent theft and heavy pours. 

 

If you do allow free-pouring, you should pour test the bartenders once per 

week. Once per month, MINIMUM. You can easily do this by purchasing an 

Exacto-Pour testing kit on Amazon. It’s like $50 or $60 and you will have it for 

life and be able to pull it out whenever you wish (by the way, I am not an affiliate 

for Exacto-Pour; I just like it). 

 

 

 

Simply set up four highball glasses on the bar and have them pour ½ oz., 1 oz., 

1.5 oz. and 2 oz into each of the glasses and then pour each amount into the 

test tubes to see how accurately they poured so they can adjust and try again. 

 

If you’re not sure about how to train them on free-pouring, CLICK HERE and you 

can watch my video on how to teach free-pouring. 

 

 



 

STEP 3: DEAD STOCK 

 

Don’t let this cheerful idiot fool you. He’s just trying to move a bunch of shit that 

the owner decided to bring in because the liquor vendor at Southern needed to 

meet a quota or promised it was the next great thing. 

 

If there’s one thing I’m certain of: Dead Stock is killing your bar.  

 

It’s the truth. Every bar I walk into has WAAAAY too much stock on-hand, and 

that’s of the stuff they actually sell. If you walk into your liquor room right now, I 

guarantee you have multiple bottles that have been sitting there for months, if 

not years.  

 

You don’t need 12 bottles of Jim Beam Devil’s Cut or Rumchata or any other 

obscure brand of liquor. Nobody is going to order it, even if it’s good.  

 



After taking inventory at bars for a few weeks, I can determine exactly how many 

weeks-worth of each brand they have on-hand. I’ve helped bars that are carrying 

5 years-worth of certain liquors or wine, just sitting in their liquor room not 

moving. Cases of the stuff. 

 

Dead-stock or over-stocking is hurting your bar in multiple ways: 

 

1. It ties up capital. You don’t need $1,000’s sitting on your shelves in the liquor 

room. You need to put it to work in other areas or to pay the bills. Buying 

products that sit means your money is tied up. 

 

2. It’s taking up space. Maybe you have a huge venue with lots of room, but 

that’s always the most dangerous because it makes you feel like you need to fill 

it with something. Most of the time liquor rooms are simply packed with 

unnecessary products and you can’t even get to the Grey Goose because it’s 

stuffed behind a case of Peppermint Schnapps. 

 

3. It causes extreme disorganization. It’s bad enough to have a disorganized 

storage room, but when it starts to show up behind the bar, it looks absolutely 

terrible. Having your shelves stuffed with bottles, especially unrecognizable 

brands, makes your bar look junky and disheveled. Not a good look if you want 

people to keep coming back. 

 



More about how much inventory to have on-hand coming up so you can have a 

minimal amount in stock without running out. 

 

WHAT TO DO ABOUT DEAD STOCK 

Moving out dead stock really isn’t that hard. You just have to execute (as usual) 

and make sure it gets done. The good news about dead stock is that a lot of it 

might be free bottles you received from vendors to test out. It’s good news 

because that’s all profit it you can move it at a discount. 

 

A quick word about freebies: stop accepting them unless it’s a plain liquor like 

vodka, gin, whiskey, rum, etc. that you can sell off in the well. Same goes with 

wine. If they give you a red or white wine to try out, accept it and pour it off as 

the house wine. Pure profits. 

 

Stop taking random liqueurs for free though. You don’t need any Barenjager. 

Nobody wants that for any discount. 

 

With that said, any dead stock you have, you can move out in a couple ways: 

 

1. Create a drink special. Get creative here, talk to your bartenders and create a 

special for the day or week or however long it takes to get it out of the bar. 

 



2.  Hold a contest and give away a bottle as the prize. This helps boost sales via 

the contest because your staff will be pushing something to sell, and it moves 

product out.  

 

It’s that simple, it won’t take long to set-up a special or contest, and it will help 

your profits. You just have to take the action to make it happen. 

 

 

 

 

 

 

 

 

 

 

 

 



 
STEP 4: MAXIMIZING DRAFT BEER 

 

With the craft beer movement semi-recently coming to the forefront, having a 

large selection of draft beers has become all the rage. Some bars will have 40, 

50 or even 100+ beers on draft. This is great for the guests, of course, but it’s a 

pain-in-the-ass if you’re the manager who has to count, order and store all those 

kegs, or the barback who has to change kegs all the time and move the new 

ones into the cooler.  

 

If you’ve never tried to lift a keg before, no need to put it on your bucket list. 

The ½ barrels weigh 160 pounds and have caused more back injuries than 

Lawrence Taylor (the retired linebacker—in case you’re not a sports fan—who 

played for the New York Giants and obliterated QB’s from the blind-side on a 

regular basis). 

 

So even though having a large selection of draft beers can be super-cool, if you 

aren’t monitoring the foam coming out of the taps, your bartenders are pouring 



so many profits down the drain it’s downright scandalous. In fact, it’s estimated 

that improper draft beer systems waste as much as 25 – 30% of the keg.  

More waste in the bar industry. What a surprise. 

 

WHY IS THE BEER COMING OUT FOAMY? 

There are a number of reasons why the beer coming out of your taps is foamy, 

so you need to troubleshoot and check each of these factors. The fastest way to 

solve the problem is to contact one of your beer reps and have them send 

someone out who is familiar with draft beer systems. But if you’re a DIY-er, here 

are the most common causes of foam: 

 

1. The beer isn’t cold enough.  

Warm beer = Foamy beer. Your keg cooler should be between 36 – 38 degrees. 

Any colder and the lines will freeze. Any warmer and you got yourself a beer 

with all head. Also, make sure that the beer kegs awaiting their turn to enter the 

land of the cold aren’t being stored in an area that is too warm or foam will 

form. 

 

2. Too much pressure.  

If your regulator is not set to the correct PSI (pounds per square inch) the beer it 

will be forced out of the tap way too fast and cause excessive foaming. CO2 

tanks for lagers and ales should be set to 12 – 14 PSI while nitrogen tanks for 

stouts and other beers reliant on nitrogen should be set at approximately 25 PSI. 

 



3. Too little pressure.  

It’s for different reasons, but the result is the same. Beer with that “soapy foam” 

is the result of low-pressure regulators. 

 

4. The beer lines haven’t been cleaned.  

This is just flat out disgusting, and it happens because you have a shitty beer rep 

who isn’t doing his/her job. When lines aren’t cleaned, yeast builds up in the 

faucet which causes foam when the beer makes contact with the yeast. If your 

beer reps aren’t taking care of the lines that is pouring their beer, threaten to 

change beers to another vendor and they will have someone out quicker than 

you can say “hops and barley”. 

 

5. You pour beer like a novice. Pouring a beer correctly does not take a Harvard 

business degree, but it does take a little common sense and practice. Sticking 

the faucet halfway into a glass will result in no head at all. Letting the glass sit on 

the grate while the beer flows like a giant Hawaiian waterfall will cause 2/3 of the 

glass to fill with foam. Try a happy-medium and you’ll get the results your 

searching for. 

 

6. You don’t have an FOB detector system in place.  

“What in the hell is an FOB,” you ask? FOB stand for Foam on Beer, and these 

systems stop the flow of beer through the lines when a keg blows (empties). This 

keeps the liquid in the line and keeps the air and foam out until you change the 



keg. Once you prime the chamber and allow the beer line to open up again, 

beer will continue to flow without interruption. 

 

FOB DETECTORS 

 

 

Anyone who has draft beer and does not use FOB detectors knows what 

happens when a keg empties. Air gets into the line, and once the keg has been 

changed, the bartender fills up approximately 12 pitchers of foam before the 

liquid finally starts to flow again.  

 

FOB’s are no joke. This is priority #1 if you don’t have a system in place. Despite 

the upfront cost, I suggest you seriously look into getting one, as it will pay for 

itself many times over. 

 

 

 

 

 



 

ALL ABOUT POUR COST PERCENTAGE 

 

We’ve been working hard on learning the first 4 steps, so let’s take a much 

deserved break before moving on to the Intermediate steps. If we’re going to 

talk about how to lower your pour cost percentage, we should make sure you 

understand what it measures and how to calculate it. If you already know 

everything there is to know about PC%, then you can skip it and move ahead. 

 

I do want to say one thing though: Pour cost percentage is not the holy grail to 

tracking and measuring what’s going on in your bar. Variance Percentage is 

because it shows you how much is physically missing, but we won’t get into that 

right now. First, let’s conquer PC%. 

 

WHAT THE HELL IS POUR COST % EXACTLY? 

Pour cost % measures the gross margin of profit on your products and goods. 

“And what the hell does that mean?” 

  



That means if your pour cost % for your beer, liquor and wine is 21%, that the 

bar made 79% in gross profit from those products. 

In kindergarten terms: At 21% pour cost, for every $1 you sell, the bar gets 

$0.79. 

  

Got it? I hope so, or you should stop managing bars, or be allowed to 

participate in society as a citizen in general anymore. 

 

HOW TO FIGURE MONTHLY POUR COST % 

Chances are many of you at least have a notion of what pour cost % is and what 

it measures. Calculating it can be a bit trickier if you have never done it before, 

so let’s dive right in. 

  

HOW TO FIGURE POUR COST % FOR INDIVIDUAL PRODUCTS 

Being able to figure the pour cost % for individual products is extremely 

valuable in helping you set your pricing. The good thing is once you have 

figured out the pour cost % for one product, it will apply to many of your other 

products as well, so you won’t have to do math for every single brand you carry. 

  

In other words, all 1 liter bottles that sell for $8 per shot will have the same pour 

cost, so you only need to figure the cost for one bottle with that price point. 

  

Once you have your individual products figured out, you can determine if you 

need to raise or lower the price to meet your target pour cost %. 



With that said, let’s get to calculating. 

  

The formula for figuring pour cost percentage for a single product is simple: 

Wholesale Price / Retail Price x 100 = Pour Cost % 

  

In order to figure the pour cost %, we must know the wholesale cost and retail 

price of a product, which is easy, but you must make sure to use the same 

quantity for both. In other words, figure the cost and price for an entire bottle or 

figure the cost and price for an oz. of that product, but be consistent in figuring 

them at the same portion. 

 

I find doing the entire container is easier, so this is the way I will teach you. 

Figuring the wholesale price is the easy part: simply retrieve that information 

from your invoices. 

  

Figuring the retail price of the product takes a little more effort, which I’m sure 

you’ll be happy to put forth because you are such an awesome, hard-working 

manager, so let’s go ahead and discuss what we need to figure the retail price 

of a single product. 

  

To figure the retail price we must know: 

ü The size of the container in oz. 

ü The portion size of the product being served (i.e. 1.5 oz. shot; 6 oz. glass 

of wine, etc.) 



ü The retail price of that portion (i.e. $7 for a shot of Jack Daniels) 

 

That’s it. So here are some common containers and how many oz. are in each: 

Ø 1 Liter Bottle = 33.81 oz. 
Ø 750 ml Bottle = 25.36 oz. 
Ø 15.5 Gallon Keg = 1984 oz. 
Ø 7.5 Gallon Keg = 960 oz. 
Ø 5.16 Gallon Keg = 660 oz. 

  

Now let’s go over an example of how to figure the pour cost percentage of the 

following: 

  
ü 1 Liter Bottle of Grey Goose 

ü 750 ml Bottle of BV Cabernet 

ü ½ Barrel Keg (15.5 Gallon) of Coors Light 

____________________________________________________________ 

GREY GOOSE 
Wholesale Price = $38 
Bottle Size = 1 Liter 
Portion (Shot) Size = 1.5 oz. 
Retail Price = $9 per shot 
  

Figuring Retail Price of Bottle 
33.81 oz. / 1.5 oz. = 22.5 shots per bottle 
$9 x 22.5 = $202.50 
Pour Cost % = WS ($38) / RT ($202.50) x 100 = 18.77% 

____________________________________________________________ 

BV CABERNET 
Wholesale Price = $9 
Bottle Size = 750 ml 



Portion Size = 6 oz. 
Retail Price = $8 per glass 
  
Figuring Retail Price of Bottle 
25.36 / 6 = 4.23 glasses per bottle 
$8 x 4.23 = $33.84 
Pour Cost % = WS ($9) / RT ($33.84) x 100 = 26.60% 

____________________________________________________________ 

COORS LIGHT DRAFT 
WS Cost = $129 
Keg Size = 1984 oz. 
Portion size = 16 oz 
Retail Price = $5 
  
Figuring Retail Price of Keg 
1984 / 16 = 124 pints per keg 
$5 x 124 = $620 
Pour Cost % = WS ($129) / RT ($620) = 20.81% 

 ____________________________________________________________ 

 

Make sense? Good. Let’s move on to figuring pour cost percentage for your 

entire bar using your old school inventory process. 

  

HOW TO FIGURE OVERALL POUR COST % 

The formula for figuring overall pour cost % via your monthly inventory is: 

  

Beginning Inventory + Purchases – Ending Inventory 

                ___________________________________________     x 100 

Monthly Bar Sales 

  



In simpler terms, it’s basically your monthly wholesale usage ÷ your monthly 
sales. Remember, anytime you are doing pour cost %, whether individually or 
overall, it is wholesale value / retail value or sales. 
 
Let’s give a quick example: 
  
June 1st – You take a full inventory of beer, wine and liquor and the wholesale 
value = $12,743 
  
During the month of June, $11,500 worth of products are delivered 
  
July 1st – You take another full inventory and your wholesale value = $12,158 
  
Monthly Sales for June = $50,649 
  
So let’s do the math: 
  
Beg. Inventory ($12,743) + Purchases ($11,500) - End Inventory ($12,158) ÷ Total 
Sales ($50,649) x 100 =23.86% 
 

That’s a quick overview of pour cost percentage and how to figure it. If you have 

any questions about it, you are welcome to email me at 

Dave@therealbarman.com 

 

 

 

 

 

 

 



 

PHASE 2: THE INTERMEDIATE STEPS 
 
STEP 5: ITEM COSTING 
STEP 6: SETTING PARS 
STEP 7: WELL VS PREMIUM 
STEP 8: MENU ENGINEERING & UPSELLING 
 

 

STEP 5: ITEM COSTING AND PRICING 

 

 

Item costing can be a tedious process to set-up, but it’s vital to increasing your 

profits, both behind the bar and in the kitchen. Don’t be scared though. Like 

Tom Hanks said in A League of Their Own: “If it was easy, everyone would do it. 

Hard is what makes it great.” 

 

Maybe that doesn’t make sense to you. How can hard be great? But it’s true. 

Since it’s hard, it means not many people will do it, and if only a handful of you 



are doing it, you will have the competitive advantage of making more money 

and surviving longer. 

 

WHAT IS ITEM COSTING? 

So glad you asked. Item costing is the process of determining the wholesale 

cost of each item you carry, and then creating recipes with exact portion 

amounts for each menu item so you can price them correctly and determine cost 

percentage and how profitable each one is. 

 

The Bar Patrol system has Item Costing set up in the software, so all you have to 

do is enter the ingredient, the portion amount and how much the menu item 

costs retail and it figures the total cost, the cost % and the profit margin for you. 

 

We also have an awesome item costing template with all the formulas built in for 

both your bar menu and your food menu so you can manage both your cost % 

and see what your most profitable menu items are. Again, send me an email and 

I will send you the link to this template and a few others that will help you 

dominate in your business. 

 

Moving on to the Bar Patrol Item Costing feature: let’s say we want to item cost 

an Absolut Cosmopolitan. This particular cocktail has four ingredients: Absolut 

Vodka, triple sec, cranberry juice and fresh lime juice. 

 

The portions are: 



ü 1.5 oz. Absolut Vodka 
ü 0.5 oz. Triple Sec 
ü 0.5 oz. Cranberry Juice 
ü Juice from ½ a lime 

 

The wholesale prices for each of these has already been set up in the software 

for the entire container (except for the lime, which has been priced per lime), 

and it automatically calculates the cost of each based on the portioning you 

enter. 

 

  

As you can see above, all of the portioning has been entered, along with the 

price, which is $9.00 for an Absolut Cosmo. 

Based on the wholesale prices entered in the software, it knows that: 

1.5 oz. Absolut = $1.14 
0.5 oz. Triple Sec = $0.15 
0.5 oz. Cranberry Juice = $0.02 
½ Lime = 0.05 
 
Which tells us that: 
 



Total Cost = $1.36 
Retail Price = $9.00 
Cost % = 15.11% 
Total Profit = $7.64 
 

And all of your recipes can be exported into an Excel spreadsheet so you can 

see all of your data at one glance. What we’re looking for when we view the 

overall numbers is to create a menu with items that have BOTH a lower cost % 

AND a higher profit. Just having a low cost % isn’t enough. Remember: You 

can’t put percentages in the bank. Only dollars. 

 

Now, this can all be filled out and figured in a spreadsheet on your own as well, 

but it will take a much more significant amount of time to calculate it, and it 

won’t be built into the software.  

 

However, if that’s the only way you have to do, do it anyway. For both your 

drinks and your food. It’s THAT important. Don’t just throw a bunch of products 

into the recipes without costing them out. Just a couple percentage points can 

make all the difference when it comes to surviving or going under. 

 

PRICING 

Pricing correctly is one of the simpler processes to implement into your bar. Yet 

in my experience, with the many managers I’ve spoken with, I find that many 

places have simply slapped prices on drinks and food items without any logical 



thought or process put into it other than, “That’s about what they charge at 

Bob’s Steakhouse.” 

 

Great strategy (insert sarcastic voice). First of all, it’s most likely that Bob’s theme 

and customs are different than yours. If it’s a high-end steakhouse and you’re a 

sports bar, you shouldn’t be comparing prices. People will have different 

expectations. The type of establishment you run will influence your pricing. 

 

Second, this is like cheating off someone in class when you have no idea who 

the person is. What if he’s a moron? Then you just copied from someone who is 

about to get a 59% of the test. Same with Bob. How do you know he’s even 

making a profit? He might have copied his prices from some other idiot.  

 

My point being, there is a mathematical way to price your menu items which 

we’ve already discussed for the most part so you don’t have to cheat off your 

competition. Just like you can figure your cost % by dividing the wholesale price 

by the retail price of an item, you can also figure the ideal price by first 

determining what cost % you’d like to have and then arrange the price to match. 

For instance: 

 

If you are trying to hit ideal industry standards for liquor of no more than 17%, 

then you can price your products accordingly. You simply need to know: 

 

 1) Your portion size 



 2) The wholesale portion cost 
 3) The cost percentage goal 
 

That’s it. So let’s say you are trying to price Grey Goose. Here are the facts:  

ü Bottle size: 1 Liter (33.81 oz.) 
ü Wholesale bottle cost: $34 
ü Percentage goal: 17% 

 
To find the portion price:  divide the wholesale price (34) by total oz. in the 

bottle (33.81) and multiply by portion size (1.5). 

Portion Price = 34 ÷ 33.81 x 1.5 = $1.51  

 

Now choose your target percentage—17%—and divide 1.51 by 17%. 

1.51 ÷ 0.17 = $8.88.  

At this point you can round up to $9.00. 

 

Not all of your liquors are going to hit 17% exactly. As you will learn in the Well 

vs. Premium section coming up, your well liquors will pour in the single digits 

and super premium liquors might pour in the high 20’s. However, this pricing 

formula will give you a scientific way to price both your bar items and kitchen 

items so you can make sure you’re hitting the right standards and finding that 

balance of a good deal for your guests and maximum profit for your business. 

 

 

 

 



 

STEP 6: SETTING PARS 

 

 

It’s likely that you already have something resembling pars arranged for your 

products or you would not be able to do your ordering each week. Or, you may 

have nothing at all and you just sort of gaze at the bottles and kegs and then 

order some shit from the vendors that you might think you need. 

 

Either way, 9 out of 10 bars I visit are doing it wrong because they have way too 

much on-hand and they have a bunch of crap they don’t need on-hand. 

 

THE 15% RULE: DETERMING HOW MUCH STOCK YOU HAVE 

The first thing we want to do is find out exactly how much crap you have that 

you don’t need and where you stand currently so we know how far you have to 

go. This is why I came up with the 15% rule which tells an owner/manager how 



far away they are from being a mean and lean business. Ideally, we want your 

bar to be at a 15% Sitting Inventory to Monthly Sales ratio. 

 

Here’s what you need to do to figure out the 15% rule: 

STEP 1: Determine how much inventory you have on-hand in wholesale dollar 

value. That means if you haven’t entered all of your wholesale prices for each 

product that you need to get it taken care of. It’s what grown-ups do. 

 

STEP 2: Look-up your monthly sales. This will obviously be a retail value, as you 

sell your products at retail price. 

 

STEP 3: Divide sitting inventory on-hand by total sales. 

 

I’ll use and example of a bar I visited recently. They had $19,689 worth of sitting 

inventory on-hand and their monthly sales were $61,493. If we divide $19,689 

by $61,493 we get 32.02%. 

 

Where do we want to be? Yep, 15%, which means we have more than double 

the inventory we need to be running smoothly. Do this for your bar to find out 

where you’re at so you know how much inventory you have to shave off to get 

where you need to be. 

 

 

 



PARS AND RE-ORDER POINTS 

Ok, so we just talked about determining how much stock you should have on-

hand using the 15% rule, and now we’re going to talk about how to set your 

pars to keep those levels right where they should be week after week so that 

you can free up capital and run lean numbers month after month. 

 

Don’t take this process of setting up pars lightly. Setting pars can be a bit time-

consuming, but it is a process that needs to be set-up if you want to run your 

place like a business and not just a bar. 

 

STEP 1: VIEW HISTORICAL DATA 

If you have a quality inventory management system, setting pars is easy, but 

even if you don’t, you can view the spreadsheets you use to take inventory to 

determine how much usage your bar goes through for each product. If for some 

reason you don’t keep good inventory records (which you’d better start), you 

can go to your POS back-office and run a sales data report to see what has been 

selling the best.  This can be a bit trickier because you will have to figure out 

how many drinks per bottle and then divide to figure out how many bottles you 

went through. Not extremely accurate, but it will be better than nothing. 

 

STEP 2: DETERMINE USAGE PER WEEK 

As per the example above, you must determine how much product you are 

going through per week in order to set up accurate pars. I recommend taking 



the past 12 weeks, as this allows you to go far enough back to get a big picture 

of what is being used while at the same time seeing recent trends. 

 

In order to do this, we simply need to divide by 12 to figure out how many 

containers per week are being used. For example: 

 

Stoli à Total Bottles Sold = 43.69 ÷ 12 = 3.64 bottles per week 

Kendall Jackson à  Total Bottles Sold = 57 ÷ 12 = 4.75 bottles per week 

Coors Light à Total Bottles Sold = 33.35 ÷ 12 = 2.80 kegs per week 

 

STEP 3: MULTIPLY USAGE PER WEEK BY 2 

Multiplying by 2 means  you should have 2 weeks-worth on-hand which should 

be plenty. Some managers I work with can’t stand the idea of running out of 

anything, so they need a cushion in order to sleep better at night. Others are 

fine running out once in awhile, as long as it doesn’t happen over and over. 

 

My recommendation is to do what’s best for you, but 2 times your weekly usage 

should be plenty. However, most bars have products with 10 - 20 times their 

weekly usage on-hand and it’s just plain poppycock (see, I’m not always 

offensive). 

 

So again, based on the above examples, these would be your pars for Stoli, 

Kendall Jackson and Coors Light if you multiplied by 2: 



Stoli: 3.64 x 2 = 7.28 bottles → Round to 7 

Kendall Jackson: 4.75 x 2 = 9.5 bottles → Round to 10 

Coors Light: 2.8 x 2 = 5.6 kegs → Round to 6 

This does not always work perfectly when you need to order by the case. For 

example, wine and bottled beer is almost always ordered by the case, so for 

Kendall Jackson, you par might be 8, but if you have 4 on-hand, you can’t just 

order 4 bottles, so although it isn’t a perfect science, it will help you be more 

efficient, which leads us into the final step. 

 

STEP 4: DETERMINE RE-ORDER POINTS 

Setting the re-order point for your products will help you know when it’s time to 

order. What is a re-order point? This is the point your stock reaches that alerts 

you it’s time to order more product. Again, good inventory systems have this 

built in, but you can still do it manually and it will make your life easier. 

 

Using Stoli from the above example, we have determined that the par for Stoli is 

7. You might say that once the count for Stoli reaches below 4 that it is time to 

order more. I used 3 here because this bar is going through 3.64 bottles per 

week, so you want to make sure the levels don’t get too low before you order. 

So here, 4 would be your re-order point for Stoli. 

 

With the Bar Patrol System you can set up your pars and re-order points and 

each week it will tell you exactly how much to order, broken down by vendor. 



Again, this is a luxury that is nice to have when you have a to-do list longer than 

a jungle vine. 

 

Bar Patrol Purchase Order Report 

 

As you can see here, each of these products have gone below the re-order point 

and so they show up on the purchase order, which tells you how much of each 

brand to order by vendor and the total cost to you. 

 

That’s it, so get started on setting your pars. It’s time-consuming, but it’s your 

job, so take action. Let’s do our jobs and run our bars lean and mean like 

successful businesses do (gosh, I’m inspiring!). 

 

 

 

 



 

STEP 7: WELL VS PREMIUM PRODUCTS 

   

 

To sell well or not to sell well, that is the question. 

 

Sounds like one of those tongue twisters, doesn’t it? For those of you who aren’t 

quite sure what the hell I’m talking about, allow me to elaborate. Right now 

we’re going to talk a little more about pour cost % and how it has been 

deceiving you into thinking everything’s ok. Don’t freak out, it’s a small lesson. 

 

In the bar you have products that range from the cheapies to the high-end. All 

the cheap stuff, as you already know, is called the “well”. The mid-range stuff is 

sometimes referred to as “call” drinks, as the guest will “call” for a specific 

brand (i.e. Jack Daniels). The good stuff is referred to as “premium” or “top-

shelf” and then some like to go one step further and include a category called 

“super premium” for really high-priced items. 

 



Because of this wide range of products with different price points, pour cost 

percentage becomes a very weak indicator for how well your bar is doing 

financially. Pour cost percentage simply does not tell you the most important 

metric, which is what’s physically missing behind the bar. In other words, you 

know what your pour cost percentage is, but you have no idea what it should 

be. Stay with me here. 

The reason why is because pour cost % widely varies because there are so many 

factors, including:  

 1. What you buy your products at 
 2. What you price your products at 
 3. Bartender theft 
 4. The accuracy of the inventory count 
 5. The amount of happy hour or discount specials you sell 
 6. How much of each different products are ordered by the guests 

 And it’s the last one that owners and managers rarely take into account. Since 

you cannot control what your guests order, you cannot possibly determine the 

financial stability of your bar based on pour cost % because it is going to 

bounce around simply based on your sales mix.  

For example, well liquor typically runs at 5 – 10%, while premium products can 

be 18%, 20%, 25%, 30% or higher. Wine runs 30 – 35%, beer at 20 – 25%. Every 

bar is losing money on martinis. How in the hell are you supposed to determine 

if your bartenders are over-pouring when the products you pour run from 5% – 

35%? Did your guests order a lot of wine last month, or mostly draft beer? Did 



they order 30 shots of Don Julio 1942 at $25 per shot and a 33% pour cost, or 

did they order 200 shots Montezuma well tequila at 7%? 

 

 

                

The point? You can’t possibly monitor what’s going on in the trenches behind 

your bar using pour cost % because 1) pour cost % is based on the price margin 

of your products, 2) it involves so many more factors than you can keep track of, 

and 3) it doesn’t show you what is physically missing (which is called variance %). 

All of this is based on what the guest is ordering, not how accurately your 

bartenders are pouring (which is also still a major factor though). 

 

Managers are under constant pressure to lower the pour cost percentage, and if 

they were smart, they would tell the bartenders to push the well liquor so the 

pour cost would drop and the owner would beam happily like an idiot. 

 

However, this is not good for the overall health of the bar, and the reason is 

because premium liquors bring in more profit. Yes, their percentage is higher, 



but they make more money, which is the name of the game when running a 

business. I’ll say it again: you put money in the bank, not percentages. 

Look at the chart below to see the different pour cost percentages and profits 

each brand makes: 

 

Product   Serving Cost      Sell Price          Cost%            Profit 

Burnett’s $0.26  $6.00  4.30% $5.74  

Grey Goose $1.75  $9.00  19.40% $7.25  

Jose Cuervo $0.57  $7.00  8.10% $6.43  

DJ 1942 $5.96  $20.00  30% $14.04  

BV Cab $1.87  $7.00  26.70% $5.13  

Delon Cab $4.00  $12.00  33.30% $8.00  

 

As you can see, Burnett’s and Jose Cuervo have the best percentages, but Grey 

Goose and Don Julio 1942 bring in more money. Same with the wine. It’s nice 

the BV Cab has a 26.7% pour cost, but as an owner, I’d rather be pushing the 

Delon Cab because it’s going to make me $2.87 more per glass. 

 

So, well drinks have a fantastic profit margin and low cost to you, but higher 

sales and profit is what it’s all about. This means that the cocktail (and food) 

menu should be set-up to highlight the most profitable items, and it’s your job 

to make sure they’re profitable. 

 

This is where Item Costing comes into play. By costing out all of your menu 

items, you can find the ones that have both the lowest cost percentage and 

highest profit. 

 



So now we circle back to the definition of pour cost percentage and what it’s 

REALLY telling you. Most bar owners/managers believe this is all they need to 

get an accurate snapshot of how their bar is doing financially, but that’s all it is: a 

snapshot. Pour cost percentage simply reports what the gross profit margin is on 

your items. It does not tell you what your shrinkage is, or what has gone missing. 

Let me repeat that: POUR COST PERCENTAGE DOES NOT TELL YOU WHAT’S 

MISSING BEHIND THE BAR. 

 

Or to put more bluntly: it doesn’t tell you how much the bartenders are stealing 

from you. And this is why you need an inventory tracking system or you are not 

running a smart business at all. 

 

So to answer the question at the beginning of this step: push the premium 

products that produce the most profit. NOT the well. 

 

 

 

 

 

 

 

 

 

 



 

STEP 8: MENU ENGINEERING & UPSELLING 

 

Menu engineering. I know, sounds a little ridiculous, doesn’t it? Like a janitor 

calling himself a custodial artisan. However, it’s more than just a fancy name. 

Intelligent menu design can and will result in higher profits for your 

bar/restaurant. Same goes for upselling, which I’m sure you know all about, but 

the question is, do you actually enforce the habit? Menu engineering and 

upselling aren’t new and pioneering tactics, yet they are rarely practiced. 

 

We haven’t reached Step 11 yet, which is Report Analysis, but one of the most 

significant actions you can take is start tracking how many guests come in your 

business and how much each of them spend while they are there. Ideally what 

we want to do is go through your back office POS system and data mine—

meaning search through your data reports—to find out how much each guest is 

spending at your place. My guess is, you probably don’t keep track of such data, 

and the only reason I say that is because not many bars/restaurants do, not 

because you’re a worthless piece of shit. That’s not what I was implying. 



 

With that said, if you have a decent POS system, your employees should be able 

to enter how many guests are at each table or seat when they start a check. This 

is important because it will tell you how much each guest is spending on 

average.  

 

For example (and we’ll keep the math easy here), if your total weekly sales are 

$10,000 and you had a total of 1,000 guests come in to eat/drink, your Check 

Average would be $10.00. You can only know this if your staff is ringing in how 

many guests are on each check though. 

 

The reason this is important to keep track of is because when you start re-

designing your menu and training your staff to upsell, you can see if there is a 

significant difference or not. It comes back to tracking and monitoring. If you 

don’t track and monitor, you are in the dark, and you have no power to test and 

improve things. 

 

Through menu design and upselling, if you could raise the check average just a 

measly $1.50 to $11.50 per check, and the same amount of guests came in each 

week, you would have an extra $78,000 in revenue per year. So you can see the 

power of analyzing these numbers, because just 6 shiny quarters per guest can 

add up to big profits. 

 



It’s important to understand that in this case, more revenue does not mean 

there is more overhead. Not in this situation. It doesn’t take any more labor or 

expenses to put more profitable items on the menu or guide the guests to ones 

that will best feed your bottom line. The only cost you incur are the new menus 

you have to print, and if you’re smart, you can have your beer or liquor vendors 

pay for the menus by having the cocktail menu be heavy with their products. 

 

If you’re thinking right now, “That sounds all and good, Dave, but I’m just going 

to be honest: I don’t have time to data mine and find out check averages.” 

 

I appreciate you honesty. I HIGHLY recommend you try to figure out check 

averages, but even if you don’t, making some of the changes and taking some 

of the following actions, will automatically increase your revenue, even if you 

aren’t tracking it. So let’s get into those actions now. 

 

WHAT EXACTLY IS MENU ENGINEERING? 

In cold technical terms, menu engineering is the act of creating a menu that 

highlights specific menu items and influences your guests to spend more 

money. In more artsy-fartsy terms, menu engineering is a dance between owner 

and guest. The owner wants high-profit, low-labor menu items so he/she can 

walk to the bank with his/her pockets bulging with cold cash. The guests want 

the best tasting and biggest portions at the lowest price possible so they don’t 

have empty pockets when they walk out. Your job is to find the sweet spot that 

appeals to both. That means going through your POS system to find the highest 



selling items (most popular) and then pricing them out to see how profitable 

they are (item costing). 

 

To be a menu engineer means you get to be the influencer—like a Jedi master 

using his mind powers—which means you are able to direct where the readers’ 

eyes are going by drawing their attention to the menu items that are most 

profitable. 

 

In addition, there are other well-known tactics and strategies that have been 

scientifically proven (hopefully with guys & gals in long white lab coats because 

that seems super-official) to help persuade the guests into ordering higher 

priced items than they normally would. 

 

8 MENU ENGINEERING STRATEGIES YOU NEED TO IMPLEMENT 

1. DESCRIPTION MATTERS.  
When you get a chance, grab one of your cocktail or food menus and take a 

look at the descriptions for each of the items. If you were a guest, would it get 

you excited and make your mouth water. Or do you simply list the ingredients? 

Let’s look at two examples: 

 
Austin Sunset 

Tequila, Campari, Grapefruit, Lime Juice, Agave 
 

Austin Sunset 
Herradura Blanco Tequila paired with Campari, fresh squeezed grapefruit and 

lime juices, balanced with a splash of authentic agave nectar 
 



     
 
 
Ingredients Only Menu 
 

 
 
As you can see by this real menu example, that first example is not an 

exaggeration. I see cocktails with just ingredients listed just like that all the time. 

You need to put a little creativity into your descriptions. Hire someone if you 

need to, because the descriptions not only get the guests mouth watering and 

excited, there is a second benefit to doing this. 

 
2. BLEND THE PRICES WITH THE DESCRIPTION 
If the descriptions are good and they stand out, they will deter the guests from 

seeking out the price first. When I was a kid, my dad always told us to order by 



reading the menu from right to left (because the prices are on the right, in case 

you’re a complete ding-bat).  

 
But with vibrant descriptions and a small number next to the items, your guests 
will often make up their minds before ever getting to the price. 
 
3. DO NOT USE WHOLE NUMBERS FOR PRICES 
This tactic has been around since my great grandfather was drinking at the local 

saloon and brothel. But it still works. Instead of $10.00, 9.95 subconsciously 

feels like you’re spending less. The message here is, keep doing it until they 

stop you. 

 
Menu Blending Prices & Using Non-Whole Numbers 

 
 
3. DO NOT USE DOLLAR SIGNS ($) NEXT TO THE PRICES 
This is a simple tactic that takes no work for you to implement. They’ve done 

studies on this. Dollar signs make people unconsciously think something is 

pricier. We’re going for one simple number. That’s it. 

 

4. DO NOT BOLD THE PRICES 
This one is just plain common sense. It doesn’t take a genius to understand that 

bolding draws the attention of the eyes. 

 



 

 

 
5. DO NOT USE A DOTTED LINE FROM ITEM TO PRICE 
You might as well stand next to them and circle the price with a bright red pen. 

Like an episode of Dora the Explorer, all that dotted line does is provide a road 

map for their eyes to follow straight to the price. 

 

“Follow the Dotted Line, Boots” 

 
 
 
 
6. USE SMALLER FONT FOR THE PRICES 
If you haven’t figured it out yet, we are trying to de-emphasize the number next 

to the menu item. Did you ever see Roxanne with Steve Martin where he has a 

tremendously large nose? Menu pricing always makes me think of that scene in 



the movie where Martin’s character goes to a someone who tries to use make-

up to shade and de-emphasize the size of his nose. That’s the word they use in 

the movie: “De-emphasize”. That’s what we’re trying to do with the pricing in 

your menu: De-emphasize the size of its nose. 

 
7. USE BOLD, BOXES, BORDERS, ILLUSTRATIONS OR PHOTOS FOR ITEMS 
In the same manner we want to draw attention away from the price, we want to 

emphasize the most profitable menu items by highlighting or featuring them 

with one of the above tactics. Using bold, boxes, borders or pictures 

accomplishes this goal and makes people think that this must be the best thing 

to order on the menu because it is featured by a fancy indicator. 

 

Check out the example below. And look how much their charging for it. High-

profit item for sure. The only thing I don’t like is that the number is too big and 

bold. And the positioning, which we’re going to talk about now. 

 

 

 

 

 

 

 

 

 

 



 

 

Where do Your Eyes Go First? 
 

 
 
 
8. POSITION IS IMPORTANT 
In their exhaustive research, those mad scientists in their long white lab coats 

also did extensive tests on where guests eyes go first when perusing a menu. I’m 

not going to draw out a diagram for you. Just know this: In general, the eyes go 

first to the top-right-ish of the menu, then move up, then left, then down. After 



that they move in a zig-zag fashion back and forth from left to right as they move 

down the menu. 

Unless you’re a sloth who sleeps all day in trees, it doesn’t take much to figure 

out that your most profitable menu items should go in a box or border near the 

top right of your menu. If it’s your cocktail menu and it simply one row, like the 

example we just looked at above, then simply put it where? At the top. Good 

boy. Don’t hide it at the bottom. That’s just plain buffoonery. 

 

UPSELLING 

We do not need to spend days and weeks on the benefits of upselling and how 

to do it. As I mentioned, it’s simply a matter of making sure your staff is doing it 

minute after minute, hour after hour. Even so, let’s go over each briefly. 

 

BENEFITS OF UPSELLING 

This will be short and to the point. We already discussed what an impact a 

simple $1.50 per guest can have on your bottom line to the tune of $78,000 in 

the example we used, so hopefully that ends the benefits discussion and lights a 

fire under your ass. End of lesson. 

 

UPSELLING TACTICS 

Based on Step 7 (Well vs. Premium), we know now that your premium products 

bring in more profit than your well products. There is a simple question your 

bartenders can ask (that I’m sure you already know about) that works like magic, 



but you need to train them to use it and then make sure they are asking it every 

single time. Here it is: 

 

When someone asks for something like a vodka/soda or a whiskey/Coke or a 

Manhattan or an Old Fashioned, simply ask them, “Do you have a (vodka, 

whiskey, etc.) preference?” Or similarly, “What is your favorite (vodka, whiskey, 

etc.)?” 

 

I like the second question better, as people take pride in identifying with a 

certain brand and will often choose one because they are too embarrassed to 

say, “The well is fine,” or “Whatever’s cheap,” in front of their friends because 

they want to appear important and also not cheap. 

 

I find that about 70% of the time, the guest will name a brand that is much 

higher profit than the well. This simple question can quickly and easily raise your 

check average. 

 

Next, when your guests are ordering food items, upsell add-ons, such as bacon 

or cheese or avocado (please make sure you are charging extra on each of these 

or you’ll actually be LOSING money). If you will train your staff to upsell add-on 

items, check averages will again rise. 

 

One final obvious upselling point is to simply have your servers and bartenders 

recommend the highest profit items on the menu if the guests ask for a 



recommendation. That doesn’t mean you’re being sneaky or unethical, just 

because you suggested a high-profit item, as long as it is actually a very good 

recommendation. You shouldn’t have high-profit items on the menu anyway if 

they aren’t quality or your guests aren’t coming back anyway. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

PHASE 3:  THE ADVANCED STEPS 

 
STEP 9: THE INVENTORY TRACKING SYSTEM 
STEP 10: SPOT-CHECKING 
STEP 11: REPORTS ANALYSIS 
STEP 12: COMMUNICATION 
 

STEP 9: THE INVENTORY TRACKING SYSTEM 

 

 

Oooooh yeah! This is my wheelhouse baby. Sorry if I get all passionate and 

aroused while speaking about this step of the program, but this is where I save 

bar owners hordes of money, which makes both of us very happy. 

 



Before diving into this step, let’s define what an inventory tracking system is in 

case it seems vague to you, because I know that an “Inventory Tracking System” 

might sound complicated and intimidating, like something the government uses 

a stealth bomber for in order to infiltrate ISIS. 

 

However, it’s like anything else you have learned to use that has made your life 

better. Could you ever imagine going back to a flip-phone or a typewriter or 

television before the DVR? In those instances you had to learn how to use a 

smart phone and a computer and the DVR, but can you ever imagine life without 

them? 

 

It’s the same with taking inventory. There are faster, more accurate ways to do it 

now that make your life easier and allow you to solve this 25% missing products 

problem. And there are a many systems out there that will do the job. You 

simply need to find one that you feel most comfortable with based on ease of 

use, affordability and customer support. Let’s quickly go over what you should 

be looking for in an inventory system.  

 

7 THINGS YOU SHOULD LOOK FOR IN AN INVENTORY SYSTEM 

1. It should be easy to use. Yes, every system will have a learning curve because 

technology is involved, but you shouldn’t have to get a degree in aeronautics in 

order to count shit quickly. 

 



2. It should count shit quickly. This is one of the biggest advantages of bringing 

on a new system, because your clipboard/tally mark method is as tedious as 

long division. The Bar Patrol App matches app to shelf so that all of your 

products appear in the exact same order every time, and then all of that data 

syncs immediately to your online dashboard. Simple and fast. About 60% faster 

to be precise. 

 

3. It should have the ability to weigh partial bottles. This is not a deal breaker. If 

you are vehemently against weighing bottles and want to point count, that’s 

fine. Just know that weighing the bottles is 10 – 12% more accurate, and when 

you’re factoring your monthly numbers, 10 – 12% is a lot. At Bar Patrol we 

provide a Blue Tooth scale that is both fast and accurate. 

 
4. It should NOT have a scanner. This not an absolute rule. Scanners are not 

horrible, but in my opinion they are bulky and awkward and could break at any 

time. You don’t need that extra hardware. With the app to shelf method the 

products appear in the quantity box window and you don’t have to spend time 

trying to line the laser up with the bar code, cursing and swearing when it won’t 

beep. 

 
5. It should be able to do ordering for you each week. Once the pars are set, the 

system should tell you exactly how much to order each week and break it down 

by vendor so you can easily send your orders off. 

 



6. It should be able to upload your POS sales data. Some systems can do this, 

some can’t. The only way to actually track how accurately your bartenders are 

pouring is to measure what they are physically pouring against the sales data. In 

other words, based on the inventory counts, you know that 25.49 shots of Jack 

Daniels were poured during the week, but only 15 were rang in. 10.49 shots are 

missing. You won’t know that if you can’t upload the sales data. If the system 

can only have you manually enter the sales data, move on. That alone will take 

you 30 minutes. 

 

7. It should be affordable. When I first had the Bar Patrol software developed, I 

charged quite a bit to my local clients because I was going in and helping them 

face-to-face with their business and it cost me a lot of my time. I’m talking $250 

per month, but more recently, since we are now serving bars all over the country 

and the world, my business partner and I changed our business model and 

made it our goal and purpose to get a powerful, cutting-edge inventory system 

into the hands of every bar owner who wanted one without a huge monthly 

expense. Thus, we dropped the price considerably to meet our goal. For $59 

per month (or $49 per month if you pay annually) you can have a system with the 

same features and benefits as other systems charging $150 - $300 per month or 

more. There’s no need to spend that much, so be smart when shopping around. 

For $1.63 per day, you can have system that does everything you need and 

more. 

 



After that it’s a lot of bells and whistles, which are nice, but those are the basics 

you should look for. You need to be comfortable with it, and then you need to 

use the tactics in this book to use the information you get from the system to 

improve your numbers. 

 

PROFITS AWAIT 

Now let’s talk about why all of this is so important: Tracking your inventory holds 

the biggest potential in your bar for you to increase your profits. It’s simply the 

truth. When bartenders are not monitored, they will do whatever the hell they 

want, and what they do is give away your booze so they can walk with more 

money in their pockets. Coming up in a little bit I have an excerpt from a blog 

post I wrote called The Remarkable Power of Monitoring Employee Actions. This 

article demonstrates how powerful monitoring people can be for your business. 

 

I don’t want to bore you with too much of my super-intelligent facts and data, 

but bar owners/managers seem to be the most stubborn breed of business 

people on the planet, so let me re-emphasize how important this area of your 

business is. 

 

Whether you love Jon Taffer or think he’s a douche, you can’t deny that he 

knows what in the hell he’s talking about when it comes to the bar business. 

Taffer claims over and over that the #1 reason that bars & restaurants are failing 

one after the other is (pay attention here because it’s THE #1 REASON 

according to the aficionado of the bar business): The staff is robbing them blind 



because the owners and managers are not aggressive enough when it comes to 

enforcing cost controls or they don't believe there is a problem. THE #1 

REASON! Did I mention that? The staff isn’t monitored and therefore are 

wasting 25% of the profits. Why don’t owners and managers give a shit that 

every 4th drink poured is free!!??? 

 

Do you know what the waste or shrinkage is in the retail business? 1 - 2%. Do 

you know why? Because they have systems in place to monitor their staff, and 

they don’t say stupid shit like, “Hey, you know how it is, giving away shoes and 

coats is just the way it is in this business.” Plus they don’t drink bourbon on the 

job like we do while selling shoes.  

 

Do you know what the result is? I bet you could guess. They save billions of 

dollars each year. That’s BILLIONS! With a “B”. The bar industry is no different. 

Studies show that the bar industry loses approximately $10 Billion per year 

because there is no monitoring system in place for the bartenders. That’s 

BILLION. Like the number of $1 bills Bill Gates has. Times 40. 

 

When we first start working with bars, we take a week-long inventory without the 

bartenders knowing it to see how they’re doing. After collecting data for 5 years, 

here are the results for the average mid-sized bar: 

 

Shrinkage: 27.23% 

Real Money Lost Per Month: $4,992 



Real Money Lost Per Year: $59,904 

That’s $60,000 per year lost in JUST shrinkage. Forget about all the other cost 

control areas we are discussing. I can’t imagine why 85% of bars either lose 

money or break even. 

 

So how is an inventory tracking system different? It will still give you your 

precious pour cost % so you can fill in your P & L’s, but it will also give you a 

Variance Percentage, which tells you what is physically missing. Another name 

for this process is Unit Analysis (I know, sounds important, huh?). 

 

Unit Analysis is the method used by the retail industry and it’s the same method 

we use at Bar Patrol. In the past it was too difficult to use Unit Analysis in the bar 

industry because there was no way to track liquid. In retail it’s much easier. 

Count how many shirts you have on-hand and see how many were sold. The 

differences should match. Simple dimple. 

But now we can do it all. The software can calculate down to the 1/100th of an 

oz. what’s missing so you can better train your bartenders not to waste your 

profits. 

 

 

 

 

 

 



Here’s how Unit Analysis works: 

UNIT ANALYSIS METHOD 

Product Used Sold Short      % Short 

Smirnoff 40 oz. 30 oz. 10 oz. 33% 

Grey Goose 32 oz. 28 oz.  4 oz. 14% 

Jose Cuervo 24 oz.  22 oz. 2 oz. 9% 

DJ 1942 11 oz. 10 oz. 1 oz. 10% 

BV Cab 20 Gls 17 Gls 3 Gls 17.60% 

Delon Cab 9 Gls 9 Gls 0 Gls 0% 
 

Using this method, we can measure Actual Pour Cost Percentage against Ideal 

Pour Cost Percentage and find the missing gap. For example, this is what most 

owners see when they only keep track of their actual percentage: 

 

 

 

There is absolutely no reference here to determine whether this Cost % is good 

or bad. 
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The value of implementing Bar Patrol’s inventory control system is that we can 

determine what the Actual Pour Cost % is and what the Ideal (or Potential) Pour 

Cost % should be so we know exactly how much potential profit is being lost 

each and every week. 

 

To find out how much profit is missing each week, we need to measure Actual 

Pour Cost % against Ideal Pour Cost % to see how far of a gap exists between 

the two. The narrower the gap, the more profits for the taking. 

 

 

In the month of March we see that the Actual Pour Cost % is at 21% and the 

Ideal Pour Cost % is 18% which means 3% of product is missing for one reason 

or another. 

 

In December Actual Cost is at 27% and Ideal Cost is at 20% which means there 

is now 7% missing.  This difference adds up to thousands of dollars lost, but if a 
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bar just keeps track of Actual Pour Cost % they would never know the 

discrepancy. 

 

LOSS AT WHOLESALE VS. LOSS AT RETAIL 

A common (and misguided) way of thinking in the bar industry is to think of lost, 

gifted or stolen inventory in terms of how much the purchase cost was.  In other 

words, how much it cost the owner to purchase it from the vendors. 

For example, if you think giving away a shot of Grey Goose only costs you $1.36 

at wholesale instead in terms of its potential value of $9.00, then you will think 

there is nothing wrong with allowing a few drinks to be given away or drunken 

by the staff.  But the truth is… 

 

GIVING AWAY PRODUCT  

KILLS PROFITS! 

 

In order to become a successful, profitable bar, owners need to think in terms of 

potential RETAIL profit lost instead of product lost at cost. 

 

 

 

 

 

 



 

GETTING THE MOST OUT OF YOUR POS SYSTEM 

 

The POS system can be a whole other ball game when it comes to complicating 

things, but in order to get the most out of it, at the very LEAST you need to 

make sure all of your beer, liquor and wine are entered, as well as all cocktails 

on your menu, and any cocktails/shots that are ordered in your bar. 

 

As you get new products in, or new drinks are being ordered, you need to add 

them so that you can keep accurate tabs on what’s moving. Hopefully you are 

semi-adept at putting in new buttons and adding new products, changing 

prices, etc. If not, you need to contact your rep and have someone teach you, 

because you don’t need to pay someone to do some of the simple steps like 

adding new products and buttons. This should be fairly easy. 

 

TRACKING MARTINIS & DOUBLES 

To ensure that your inventory tracking is dead-on accurate, you will also need to 

set-up your POS for martinis and doubles or anything else in which you pour 

extra portions. In other words, if the sales data shows that 20 Grey Goose were 



rang in, the system might be set-up to account for 1.5 oz. per shot so the 

expected usage would be 30 oz. 

 

But if 5 of those Grey Goose are martinis being poured at 2.5 oz. and you don’t 

have a separate button for a Grey Goose martini, there is no way of knowing 

what is what. 

 

95% of the time POS systems are set-up so that the bartenders ring in Grey 

Goose à as Martini. The “as Martini” is a modifier here, so on the sales data all 

we see are how many martinis were sold but we have no idea which liquor to 

apply them to. Let’s look at the snap-shot below: 

 

 



As you can see here on this sales data report, 26 martinis were rang in, but we 

don’t know for which liquors. In order to remedy this, you need to create a 

separate button for your all you vodkas and gins so they have their own button 

for martinis. When we help managers set this up, we simply identify them as 

Grey Goose and Grey Goose X. The one with the “X” means it’s a martini. 

 

The same would apply to bars that pour extra portions for “Neat” or “Rocks”. 

 

Here’s an example of how we set-up the Aloha system:  

 

 



As you can see, the buttons on the left are on the main screen. Here a Martinis 

Vodka and Martinis Gin have been added, as well as Neat buttons. Once you 

select one of those it takes the server/bartender to a screen where they can 

select the Martini X or Neat X button. These have their own POS ID number and 

are separate from the basic liquor ring-in buttons for 1.5 oz. pours. 

 

Now, I know this all might seem extremely analytical and complicated, but you 

can start as basic as you need to and add functions as you go. But I would be 

doing you a disservice if I didn’t provide you with the complete system and all 

the details of how we do things.  

 

Once the POS has all the buttons necessary (you can work on the martini screen 

later, just make sure you get all the products you sell into the system) the 

Variance Report is able to break down all of your products and shows you the 

Actual vs. Ideal pour cost percentage and of course the Variance Percentage, 

the most important metric of all. 

 

Here is a sample Variance Report from Bar Patrol. As you can see on the far right 

of the report, it shows the variance of each brand, broken down so you can see 

precisely what is happening. We will break it down a bit more in the Reports 

section of the book. 

 

 

 



 

Bar Patrol Variance Report 

 

 

Before moving on, I want to remind you what we talked about at the beginning 

of this book, which is that we are an INVENTORY business. We buy at wholesale 

and we sell at retail. If you aren’t tracking what’s moving in and out of the 

business like the retail industry does, you will be part of the $10 Billion in losses 

statistic, as well as the 85% of bars that are losing money or breaking even 

statistic. Start thinking in terms of inventory instead of JUST service and you will 

be WAY ahead of 90% of the owners and managers out there. 

 

 

 

 

 



 

STEP 10: SPOT-CHECKING 

 

I love this step. Mainly because when I first started my business and I was doing 

full service inventories for bars, I would spot check a Tuesday night bartender by 

taking a COMPLETE inventory on Tuesday, then come back and take another 

COMPLETE inventory on Wednesday to find out how accurately he/she was 

pouring and how much money the bar was losing because of them. 

 

But then I eventually stopped taking stupid pills and realized that I didn’t need 

to count the Galliano or the Peppermint Schnapps or the other 150 bottles that 

were only poured a few times per month. That’s when the beverage program 

shifted a bit and I started doing spot-checks the smart way. 

 



 

INVENTORY FREQUENCY 

When I first sit down with an owner or manager, one of the first things I ask them 

is how often they take inventory. The most common answer is once per month 

(about 60%), followed by once per week (25%), followed by every day (10%) and 

then I occasionally get an owner who tells me they do it once per year or that 

they don’t do it at all, which to me is the same thing as a policeman saying, “No, 

we don’t really arrest people.” In other words, they simply aren’t doing their job. 

 

Inventory frequency will vary from bar to bar depending on the size of the 

inventory and how long it takes. Smaller places should definitely be taking full 

inventories at least once per week. For the busy manager, at a mid-sized bar, I 

recommend taking liquor inventory once per week (as this holds the most 

potential loss) and a full inventory once per month, with spot-checking in 

between.  

 

For huge venues, or for managers who simply aren’t going to take inventory 

once per week, I recommend doing a full inventory once per month and spot 

checking once to twice per week. No matter what, you need to be taking a full 

inventory AT LEAST once per month so you can fill out your P & L’s and other 

financials. Once per year is not doing anything. 

 

 

 



SPOT-CHECKING: THE 10-MINUTE MIRACLE TRACKING METHOD 

With spot-checking, you really have no excuse not to monitor your staff. With 

the Bar Patrol App, you can literally take a spot-check inventory in 5 minutes on 

a Tuesday, then do it again on Wednesday and simply run the sales data to see 

how accurately individual bartenders are pouring. 

 

HOW TO SPOT-CHECK 

Spot-checking involves selecting a specific amount of products and just 

counting them, instead of your entire inventory. I recommend choosing 5 – 10 of 

your highest moving products and counting them two days in a row and you will 

immediately find out what’s going on behind your bar. I also recommend spot-

checking on week nights when bartenders who have their own shift as opposed 

to having multiple bartenders on because then you won’t know who over-

pouring the worst. 

 

For instance, you might select Jack Daniels, Jameson, Grey Goose, Ketel One, 

Well Vodka, Patron and your house Chardonnay. Using the app (or your 

spreadsheet) you will count just these 7 products, but you need to make sure to 

count them in every area of your bar, i.e. bar rails, dog house, shelves, storage 

room, etc. 

 

Once they are counted, you are done. Then the next morning, count them 

again. After that, run a sales data report for the 24 hour period and measure 



how many were sold vs. how much the bartender poured to see how much 

money you are losing. 

 

My other suggestion is to mix-up the products you spot-check or they will just 

over-pour and steal something else. If you’re always checking random liquors, 

beer and wine, you will keep them off-balance and honest. Or honest-ish. 

 

It’s also important in the beginning that the bartenders don’t know you’re spot-

checking them so you can find out your variance and how much you are losing. 

After that, you WANT them to know because then they will stop doing it once 

they know they are being watched. It’s really powerful stuff. Believe me, I’ve 

seen pour cost and variance percentages drop dramatically time and time again 

because of this powerful method.  

 

And it doesn’t just work behind the bar. You can spot check food items as well, 

like steaks or filets to see if your cooks are walking out the door with anything. 

 

If you want to see Spot-Checking in action, CLICK HERE to see my video on how 

we do spot-checks to increase profits at Bar Patrol. 

 

 

 

 

 



 

STEP 11: REPORTS ANALYSIS 

 

 

I’m not sure what kind of person you are. I mean, I’d love to get to know you, 

but for now I have no idea. The reason I say this is because some people LOVE 

spreadsheets and reports and analyzing data, and for other people, they’d 

rather eat a wheelbarrow full of compost than sift through numbers. 

 

So depending on what type of person you are, you will need to adjust the depth 

with which you dive into data and reports. There are dozens of reports you could 

run for your restaurant tied into your POS, but for the purposes of the beverage 

program we run at Bar Patrol, I will keep it simple and tell you what’s most 

important. Some of it will simply be tying everything together that we’ve already 

discussed. Some of it will be me being redundant and telling you that you need 

to execute each of these steps to make a difference in your profits while you roll 

your eyes at me with disdain. Either way, don’t fret, because I’m about to give 

you the basic process we use to save bars money. It’s simply five things. 



 

THE BAR PATROL 5-STEP INVENTORY PROCESS 

 1. Take full inventory at least once per week (take spot checks during the 
 week to monitor individual bartenders). 
 2. Enter Invoices when they come in. 
 3. Upload the sales data for the two inventory dates you are analyzing (i.e. 
 March 14 – 20). 
 4. Run variance report and analyze results. 
 5. Communicate results to staff. 
 

It’s really that simple. The process of counting everything isn’t fun, but if you 

follow these five steps, your cost percentage WILL go down and your profits 

WILL go up. And once you get an inventory system that works for you, it should 

take you half the time to count as it used to. 

 

Earlier we looked briefly at the Variance Report, but let’s take one more look at 

it so you can see how accurately you can pinpoint where the problem areas are. 

 

First off, let’s look at the Overview Tab. 

Variance Overview Tab 

 



This report is from a real client where we came in and took a one-week inventory 

to see how their bartenders were pouring. From the Overview Tab we 

get…ummmmm…oh yeah, an overview of what’s going on behind the bar. As 

you can see it breaks down each category on the left: Bottled Beer, Draft Beer, 

Liquor and Wine. From here you can see the POS sales, how much was rang-in, 

both Wholesale and Retail amounts, by the bartenders, how much was used, 

and how much money was lost or gained as a result of the pouring. And then 

finally on the right it shows the overall variance of each category. 

 
This bar was right on the average of bars across America: 27.86% shrinkage. The 

Overview tab will also show you how much was lost at Wholesale and Retail. We 

find that the actual money lost is about halfway between the Wholesale and 

Retail amount lost, so if loss at Retail is $3,500 and loss at Wholesale is $760 

(which is what it was on the above example), the actual money lost is 

approximately $2,100. Again, par for the course for most bars not tracking their 

inventory.  Let’s move on to the Results Tab: 

 

 

 

 

 

 

 

 



 

Variance Results Tab 

 

This is a snap-shot of a results tab. From here you can break down every brand 

and see how many were rang in, how much the bartenders physically poured, 

and how over/short they were on those pours.  

 

This also shows you losses at wholesale and retail but here it does it for each 

individual brand in detail.  

 

For those of you who love pour cost percentage, the report also shows the Ideal 

PC%, the Actual PC% and the gap between the two. For this bar the Ideal PC% 

was 21.66% but the Actual PC% ended up being 27.39%. A 5.73% gap. 

 

And finally, the results tab from the Variance Report shows (duh!) the variance, 

which is the most powerful metric in the report because it shows you how much 



is missing. For example, if we look at Jagermeister, the bartenders rang in 6 oz., 

they poured 10.14 oz., so they were 4.14 oz. short. This has a variance of 

69.07% which is outrageously bad. Our goal at Bar Patrol is to get it down to 

5%, or at the very least keep it in single digits. 

 

Once we show these results to the bartenders and they become aware that they 

are being watched, the variance and pour cost % magically drop and thousands 

of dollars are saved. Which moves us into the final step of the 12-Step program: 

Communication. 

 

 

 

 

 

 

 

 

 

 



 

STEP 12: COMMUNICATION 

 

Ahhhh, you made it. The final step. I’m going to have to be a little 

condescending here and tell you that I’m proud of you for making it this far. 

Sorry, I can’t help it. I see so many promising owners and managers who ruin 

what they have because they don’t have the energy to follow through. But here 

you are. If I could put my arm around you and pat your shoulder, I would. 

 

And it’s a good thing you made it this far too, because I will tell you this: when it 

comes to tracking your inventory and reducing your waste, without the final 

step, none of it will work. That’s right, it will all be flushed right down the toilet 

and carried out to that great big sewage plant in the middle of nowhere. 

 

 Communicating the results of the variance report to the bartenders so that they 

know they are being watched, and so they can learn from and cut down on their 

mistakes, is far more powerful than you can even fathom. 

 



To do so and continue doing so takes discipline and grit and the realization that 

you’ll need to actually manage and confront your staff when it is revealed that 

they are losing money for the business. 

 

Earlier in the book I provided a link to an article I wrote on the the Bar Patrol 

Blog called: The Remarkable Power of Monitoring Employee Actions. I’m not 

going to post the whole article here, but here is an excerpt from it which will 

give you the gist of it so you realize what an important step this is: 

 

In 2011, a group of scientists at New Castle University released a study called, "Effect 
of eye images on everyday cooperative behavior: a field experiment." In this study, the 
scientists would hang posters of eyes in different locations around campus, at eye-level 
to see how people would react. 
  
Over a 32-day period they monitored people eating in the cafeteria to observe their 
littering behavior and how often they cleaned up after themselves. At first they hung 
posters of flowers on the wall, and nothing changed. But when they switched to eye 
images, littering was reduced by more than double. Just from IMAGES of eyes. 
  
Similar experiments have gone on in business offices where images of eyes were hung 
up and it was determined that productivity increased by 34%. From FAKE eyes 
watching them. From a poster! 
  
These studies are fascinating and prove that people's behavior is greatly affected if 
they believe others are watching. Personally, I love these studies but I am not surprised 
by them because I see the exact same results with our clients when we start taking 
inventory for them. 
  
The average bar we take inventory for the first week, without the bartenders realizing 
that we are counting, is losing 27% of it's inventory due to over-pours and bartender 
theft. After we inform them that we are monitoring and watching them, that number 
drops to 5%. Like MAGIC!!! 
 



I want you to understand that while it might be easy to slack off on staying on 

top of your bartenders, if you don’t do it, they will take advantage. Every. Single. 

Time. 

 

EMAIL COMMUNICATION 

 

In my experience I’ve found that emailing the results of the variance reports to 

the staff seems to work best for most managers, mainly because I think the idea 

of confrontation makes them nervous. And you know what? That’s fine. I believe 

that the staff should be there to please you, not the other way around, but I see 

it so often (“it” being fear of confrontation or the hassle of confrontation) that I 

decided to find solutions to the problem instead of trying to convince them to 

do it another way. 

 

When I do full inventory services for bars, this is exactly what I do, meaning 

email. I take the inventories once per week, I enter the invoices, I run the 

variance reports and then I email all the bartenders, sharing the results with 

them and telling them the areas that need improvement. And it works. And if it 

doesn’t work, I threaten to do individual audits to find out who isn’t following 

the standards. That usually cleans up the numbers, but if it doesn’t, I actually 



come in and individually audit them, and because of those audits some 

bartenders have lost their jobs. 

 

I wouldn’t say I’m proud of that fact, but at the same time, I don’t feel bad for 

them. They were warned more than once what was going on, and when you 

come in and do an individual audit on someone who knows what they are 

supposed to be doing and you find out that they are still giving away 5 shots of 

Crown Royal in one night to a good-tipping regular, they get what they deserve. 

 

Here is an example of what the bartenders receive in the email. It’s just a simple 

template called the Quick Summary Report which gives them an overview of the 

week. I don’t send them the entire report because that is for the eyes of the 

owner and managers only. I just send them what they need to know. 

 

As you can see below, I give them an Overall Summary, then I show them the 

Major Discrepancies. Sometimes the list is short, sometimes it’s long. Then I add 

Additional Notes and finish up with a Quote of the Week to give them 

something to think about. 

 

 

 
 
 
 
 



 
 

QUICK SUMMARY REPORT May 31 – June 6	
 
OVERALL SUMMARY:   
A	little	bit	better	this	past	week.	No	missing	bottles	at	least.	See	below	for	the	discrepancies.	
	

MAJOR DISCREPANCIES 
	

PRODUCT	 Expected	Use	(oz)	 Actual	Use	(oz)	 Usage	Difference	(oz)	
Korbel	Brandy	 0.00	 11.50	 -11.50	
Zaya	 1.50	 2.71	 -1.21	
Patron	Silver	 7.50	 23.59	 -16.09	
Fireball	 0.00	 3.04	 -3.04	
Jack	Daniels	 21.00	 31.11	 -10.11	

 
ADDITIONAL NOTES: 
That	is	definitely	a	much	better	list	than	last	week.	Tanqueray	was	poured	great,	as	well	as	
some	of	the	liquors	with	a	lot	of	usage.	The	main	puzzlers	are	Korbel	which	didn’t	have	any	rung	
in,	yet	7.5	shots	were	poured,	and	Patron	was	over-poured	triple	for	what	was	rang	in.	
	
Some	of	the	ones	that	only	have	1	rang	in	you	can	really	see	the	over-pours,	like	Zaya.	1	shot	
rang	in,	but	a	double	was	nearly	poured.	
	

QUOTE OF THE WEEK: 
	
“If	you	do	not	change	direction,	you	may	end	up	where	you	are	heading.”	
	
	~	Lao	Tzu	
	
Have	a	great	weekend.	Make	a	million.	
	
Thank	you.	
	
Dave	
 



You’re welcome to use a template like this or you can simply share the report 

results in the body of an email. Either way, I recommend you have it on your To-

Do List once per week, using either full inventory results or spot-checking 

results.  

 

The other great thing about the email process is that you will often get 

responses from bartenders who might otherwise not feel like voicing things in 

person. They may have seen something or remember a broken bottle, etc. This 

communication process works both ways, and I have also seen it open up other 

conversations about separate areas of the bar/restaurant that need attention. 

Communication in general is a good thing when managing employees, and 

as I have repeated over and over again, the monitoring and communication 

together work like a charm in saving you money and increasing your profits=. 

 

PRE-SHIFT MEETINGS 

The other option, if you have no problem with talking to them directly, is to 

simply gather them together, look them in the eye and tell them what’s going 

on. This can often be done during a pre-shift meeting. If you aren’t doing pre-

shift meetings in general, I highly recommend them. It gets everyone on the 

same page and reminds them of the standards they should be following. It’s at 

this time you can also direct your conversation to the bartenders and share the 

variance report so they are aware that you are keeping an eye on them. Even 

when you’re not there. 

 



 
THIS IS THE END 

I know, so sad. This is where we must part ways and say our good-byes. I know I 

had fun on my end. I have high-hopes that you are able to implement most, if 

not all, of these steps into your beverage program so that you have a system in 

place that will eliminate the disjointed (or possibly non-existent) system you 

currently have in place. 

 
I have preached enough, so I will leave you with one final preaching: just like 

anything else you do in life, the more effort you put in the better results you will 

achieve. You will have to decide how to balance your time and effort at the bar 

with your huge to-do list and all you have going on, and then you’ll need to put 

your energy towards those things you think will get the best results for your 

business. 

 
If you have any questions or need help with anything, feel free to email me at 

Dave@therealbarman.com. 

 
You can also check out the blog at barpatrol.net for helpful tips on managing 

your bar/restaurant. 

 
I appreciate you being here and I wish you the very best. 

 
Cheers, until we meet again. 

 
Dave 


