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The article examines how labor-intensive ethnic-cuisine production can be converted into a repeatable, scalable restaurant 
format without degrading sensory identity. Relevance stems from the operational fragility of manual techniques (e.g., 
hand-pulled noodles) under peak-load variability in multi-unit expansion. The novelty lies in an integrated standardization 
methodology that treats recipe specification, workstation layout, and staff routines as a single, evidence-driven system 
rather than separate managerial documents. The study aims to build a methodological framework for standardizing 
complex technological processes in ethnic-cuisine chains while preserving authenticity, throughput, and safety. To achieve 
this aim, the paper applies analytical synthesis of recent research on lean service models, standardized work, kitchen SOP 
design, HACCP-oriented standard systems, and technology-enabled food-safety governance. The sources reviewed cover 
service-time reduction through standardized work and layout planning, standards adoption barriers, SOP formalization in 
kitchen labor, portion standardization, and smart-kitchen monitoring. The concluding section outlines an implementation 
sequence for chains and franchise-ready replication. The article is intended for founders, chefs, operations leaders, and 
franchise developers.
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INTRODUCTION
Ethnic cuisine scaling in the United States frequently collides 
with a structural contradiction: the market rewards speed 
and predictability. At the same time, the product’s perceived 
value often depends on manual, craft-intensive operations 
that are difficult to simplify. In Central Asian cuisine, laghman 
functions as a “technology-heavy dish”: noodle dough 
development, manual pulling, controlled boiling, sauce 
production, and plating synchronization form a coupled 
process where minor deviations reshape texture and flavor. 
When such a dish becomes the signature of a growing chain, 
throughput targets amplify error probability because cycle-
time pressure compresses training, weakens adherence, and 
increases variability at the most sensitive steps. Empirical 
observations in standardization research show that waiting 
time, service consistency, and repeatability correlate with 
customer satisfaction and retention, especially in high-
frequency restaurant formats where tolerance for deviations 
remains low.

In the U.S. market, the transition from a niche ethnic 
offering to a multi-unit format is often triggered not by 

generic “international food” interest, but by a founder-led 
product narrative that makes unfamiliar dishes legible to 
mainstream diners. A Central Asian concept built around 
laghman illustrates this dynamic: the dish itself is defined 
by labor-intensive, time-coupled steps (dough development, 
hand pulling, boiling synchronization, sauce finishing), 
yet customer expectations are framed by fast-casual speed 
norms. When a founder–chef simultaneously designs the 
menu, adapts traditional recipes to local sourcing realities, 
and trains teams to reproduce texture-critical steps, demand 
formation and operational standard formation start to co-
evolve: the market learns the product while the kitchen 
learns repeatability. This coupling becomes decisive once 
expansion beyond the initial New York location begins and 
the brand is pressured to deliver the same sensory identity 
across different labor markets and peak-load profiles.

The article aims to develop a methodology for standardizing 
labor-intensive technological processes in ethnic-cuisine 
restaurant chains so that manual craft can be reproduced 
across locations with auditable consistency. The objectives 
are:
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1) to formalize a standardization architecture that links 
recipe specification, standardized work, and kitchen layout 
into a unified production system;

2) to define evidence, artifacts, and control points that 
protect sensory quality and food safety during high-load 
operations; 

3) to operationalize the methodology through a chain-scaling 
case lens (Laghman Express) that shows how a founder–
chef’s expertise becomes a transferable system across units 
and states. 

Novelty rests in treating the founder–chef as the primary 
carrier of tacit process knowledge and converting that 
knowledge into a multi-layer standard package suitable 
for expansion, training, and franchising, with traceable 
operational evidence rather than informal “taste policing.” 

MATERIALS AND METHODS
To ground the proposed methodology in recent empirical 
and analytical work, the study draws on: N. Ríos, B. Arce 
and J. Taquia [1], who validate preparation-time reduction 
through standardized work combined with systematic layout 
planning; C.K. Anumudu, J. A. Augustine, J. A. Uhegwu et al. 
[2], who synthesize smart-kitchen technologies for safety 
and operational control; M.M. Awad, A. Hashem, H.M. Naguib 
[3], who operationalize lean practices in service settings and 
link them to measurable performance and sustainability 
outcomes; D.A. Cohen, M. Preciado, A. Voorhees et al. [4], 
who examine feasibility of standardization at the plate 
level and show how guidelines and training translate into 
adherence; G. Gašparovski [5], who documents real-world 
presence and non-implementation reasons of HACCP/
SOP/standardized recipes in restaurants, framing adoption 
barriers as a practical constraint for chains; P. Ostrowska, 
P. Walentynowicz [6], who systematize lean thinking in 
catering operations and emphasize repeatability and waste 
elimination as operational imperatives; N. De la Rosa-
Reyna, A. Onaga-Nishimura, M. Ruiz-Ruiz [7], who propose 
an integrated lean-service and layout-planning model and 
quantify time and satisfaction effects; N. Sattarzadeh, A. 
Tsiami, C. Maxim, E. Iordanova [8], who analyze authenticity 
management in ethnic restaurants and show how provider 
perceptions shape execution; R. Singh, R.K. Sarangal [9], 
who connect innovation practices to satisfaction and loyalty 
mechanisms in quick-service settings, relevant for chain 
growth logic; S. Vithanwatana, J. Sriaroon, S. Papassarakan 
[10], who formalize chef/employee SOP structure inside the 
kitchen workplace.

Methods: analytical review and synthesis of the listed 
sources; comparative method for aligning standardization 
instruments (recipe cards, SOPs, standardized work, layout 
planning, digital monitoring) with chain-level performance 
targets; case-anchored operational reasoning using the 
Laghman Express scaling narrative as an applied lens for 
translating chef expertise into formal standards.

RESULTS
A workable standardization methodology for labor-intensive 
ethnic cuisine requires a layered design in which “taste” is 
treated as an output of controlled inputs, controlled actions, 
and controlled timing rather than a subjective end-of-shift 
evaluation. The reviewed evidence supports an operational 
position: standardization succeeds when it is engineered 
as a production system combining explicit specifications 
(recipes, portions, safety constraints), standardized work 
sequences for people, spatial logic that minimizes motion 
and handoffs, and evidence artifacts that make compliance 
observable. Restaurant-sector implementations of lean-
service models show measurable improvements in waiting 
times and customer satisfaction when standardized work is 
paired with layout planning and validated through pilot tests 
and simulations [4; 6].

Figure 1 translates those findings into a chain-ready construct 
tailored to ethnic cuisine, in which the “technology” of a dish 
(e.g., laghman) involves steps that are both skill-dependent 
and time-sensitive. The model separates what must be 
identical across units (non-negotiables) from what can be 
localized (supplier equivalents, packaging variants, service-
channel adaptations), while preserving a single operational 
grammar for kitchen execution. The “non-negotiables” are 
encoded as recipe specification with measurable thresholds 
(hydration ranges, resting windows, pull count or pull-time 
cues, boil-time bands, sauce viscosity indicators), station 
SOPs for dough, pull/boil, sauce, garnish, and pass, and a 
pace-control protocol that links order intake to batch logic 
so that manual work does not collapse under peak demand. 
In published restaurant improvement work, standardization 
is treated as an early enabler that exposes bottlenecks and 
makes subsequent tools (5S, SMED, layout redesign) more 
effective by reducing process variability first.

Figure 1. Integrated construct for standardizing high-skill 
kitchen processes in restaurant SMEs and chains (adapted 
from the Lean Service + SLP “research construct” and 

validation logic) [4]
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Within ethnic cuisine, authenticity functions as a managerial 
variable rather than merely a marketing label. Studies of 
ethnic restaurant operators show that providers often treat 
authenticity as vague and rely on personal beliefs rather 
than formalized standards, which produces drift when teams 
change or when expansion introduces new labor markets 
[7]. The methodological implication is direct: authenticity 
protection in a chain requires “sensory standards” expressed 
operationally—color, aroma, mouthfeel targets linked to 
controllable parameters—so that training and audits can 
detect deviation without relying on the founder’s continuous 
physical presence.

The Laghman Express case profile clarifies how founder-
centric expertise can be transformed into a transferable 
system. 

A founder-driven Central Asian chain that began with an 
initial Brooklyn footprint and later expanded into Georgia 
(Atlanta) provides a practical illustration of why the “founder-
as-standard-bearer” assumption must be engineered into 
the operating model rather than treated as a personal trait. 
The unit-level operating load (high manual skill density per 
order) amplifies the value of codifying tacit expertise into 
artifacts that travel: version-controlled recipe cards, station-
level SOPs, competency sign-offs for hand-pulling technique, 
and peak-mode pacing rules that prevent queue collapse 
during high-volume windows. In this trajectory, growth 
signals (inbound interest from additional U.S. cities, investor 
and franchise inquiries) function as a stress test for process 
transfer: expansion demand rises faster than the founder’s 
physical capacity to supervise. The methodology, therefore, 
treats the founder’s menu authorship and training practice 
as the primary input into a reproducible standard package, 
so that the same texture and sauce balance can be delivered 
without relying on continuous in-person “taste correction.” 
The founder–chef’s identity combines product authorship, 
operational leadership, and training authority, which resolves 
a typical scaling failure mode: delegating a craft process 
without encoding the craft. In practice, this conversion can 
be organized as a three-tier standard package.

First, a technological card tier converts traditional knowledge 
into measurable instructions. Portion feasibility research 
indicates that when guidelines are expressed in weight/
volume rules and paired with training, restaurant teams 
can follow them with acceptable adherence [2]. Translating 
this principle to laghman means moving from “pull thin” 
to measurable cues (dough feel descriptors plus target 
diameters, stretch lengths, and boil-time windows) and 
defining “reject rules” (when to discard a batch to protect 
brand reputation).

Second, a standardized work tier specifies who does what, 
when, and in what sequence during regular and peak periods. 
Restaurant-sector improvement studies report substantial 
reductions in preparation time when standardized work 
is combined with systematic layout planning, because 

sequence discipline and shorter walking distances jointly 
compress cycle time without requiring automation [6]. For 
labor-intensive noodles, this tier typically requires batching 
logic for dough and partial pre-prep, explicit role separation 
between “pull/boil” and “sauce/pass,” and a pass-control rule 
that prevents overproduction and rework during rush hours.

Third, a kitchen SOP tier specifies behavioral routines and 
compliance checkpoints. Kitchen SOP research emphasizes 
that chef and employee actions become more stable when 
the workplace defines explicit operating procedures rather 
than relying solely on informal mentorship [9]. In ethnic-
cuisine chains, SOP design must cover sanitation rhythms 
that do not disrupt manual steps, tool readiness (pulling 
boards, flour stations, strainers), allergen segregation where 
relevant, and a “handoff language” between stations to 
prevent timing collapse.

A persistent constraint for scaling is the uneven adoption of 
formal standards in authentic restaurants. Field evidence 
from a large restaurant sample indicates that mandatory and 
voluntary standards (HACCP, SOP presence, standardized 
recipes) are often incomplete or missing, with non-
implementation driven by capability gaps and operational 
neglect rather than ideology [3]. For chains, the methodology 
therefore must treat implementation capability as part of the 
design: standards must be buildable, teachable, auditable, 
and lightweight enough for busy operations.

Technology-enabled monitoring strengthens that capability 
when used selectively. Reviews of smart-kitchen systems 
describe how sensors, IoT devices, and digital traceability tools 
support hygiene control and provide operational evidence 
without requiring continuous managerial observation [8]. 
For a chain like Laghman Express, the realistic design is not 
“full automation,” but targeted instrumentation: temperature 
logging where safety risk concentrates, timestamped batch 
labels for sauces, inventory traceability for core ingredients, 
and structured training records tied to competency sign-off.

Lean management evidence in service industries shows 
that performance gains depend on a customer value focus, 
waste elimination, employee engagement in continuous 
improvement, and flexibility to customer needs [1]. In the 
context of ethnic cuisine, customer value can be divided into 
two non-substitutable dimensions: sensory identity and 
service speed. Waste elimination targets rework (overcooked 
noodles, separated sauce, inconsistent portioning), motion 
waste (layout), and waiting waste (misaligned station 
pacing). Employee engagement becomes operational through 
micro-certifications for complex skills (noodle pulling) and a 
refresh cycle that prevents skill decay across locations.

The scaling trajectory described for Laghman Express (origin 
in Brooklyn, expansion to Georgia/Atlanta, and inbound 
interest from additional U.S. cities and potential franchise 
partners) intensifies the requirement for a founder-centered 
standard transfer mechanism. In ethnic cuisines, the “carrier” 



Page | 16

Methodology for Standardizing Labor-Intensive Technological Processes in Ethnic Cuisine 
Restaurant Chains

Universal Library of Business and Economics

of quality is frequently a single master practitioner; removing 
that carrier without a robust standard package often results 
in immediate degradation of texture consistency and brand 
trust. The proposed methodology addresses this by explicitly 
encoding the founder’s tacit knowledge into measurable recipe 
and sensory checkpoints, standardized work sequences with 
pacing rules, SLP-based layout templates for new stores, and 
evidence artifacts (training sign-off, shift check logs, periodic 
internal audits) that maintain repeatability across states. 
The appearance of imitators (“clone effects”) in product 
presentation and signature beverages, as described in the 
case narrative, can be interpreted as market validation of 
demand creation, while simultaneously increasing the need 
for tighter process control so that the original brand remains 
the quality benchmark rather than only the first mover.

DISCUSSION
The results support a managerial inference: for labor-

intensive ethnic cuisine, standardization is not a loss of craft; 
it is the formal language that allows craft to survive scaling. 
The decisive question is not whether to standardize, but what 
to standardize, at what granularity, and with what evidence 
burden. Restaurant improvement studies show that time 
and satisfaction gains materialize when standardized work 
and layout planning are treated as a coupled intervention 
rather than separate initiatives, because motion reduction 
without sequence discipline simply shifts bottlenecks, while 
sequence discipline without spatial logic preserves excessive 
walking and handoffs [4; 6].

Table 1 consolidates the standardization artifacts from the 
reviewed sources into a chain-focused package suitable for 
Laghman Express and related concepts. The table emphasizes 
evidence outputs, because non-implementation research 
indicates that standards often fail at the “operational proof” 
layer: documents exist, but daily compliance is not visible [3; 8].

Table 1. Chain-grade standardization artifacts for labor-intensive ethnic cuisine and their evidence outputs (synthesized 
from the reviewed literature) [3; 4; 6; 8; 9]

Artifact group What gets fixed across 
locations

Evidence output expected 
in daily operations

Primary rationale supported by 
sources

Recipe & sensory 
specification

Portion rules; measurable 
sensory checkpoints; reject 
rules

Versioned recipe card; 
portion verification logs; 
deviation notes

Standardized guidelines + training improve 
adherence; sensory drift needs operational 
anchors

Standardized 
work

Sequence, roles, timing gates, 
peak-mode pacing

Shift start checklist; station 
timing sheets; training sign-
off

Standardized work reduces cycle time 
and improves service performance when 
validated

Layout template 
(SLP)

Station adjacency, handoff 
points, and pass location

Layout blueprint; motion 
audit notes after launch

Layout planning reduces time lost to 
movement and supports higher capacity

Kitchen SOP Hygiene routines; tool 
readiness; handoff language; 
skill micro-certifications

SOP compliance checks; 
refresher training records

SOP formalization stabilizes chef/employee 
performance; the absence of standards 
undermines consistency

Digital monitoring 
(selective)

Critical safety parameters; 
batch traceability

Automated logs; audit-ready 
evidence packs

Smart-kitchen monitoring strengthens 
safety governance and accountability

A second issue concerns “authenticity governance.” Ethnic 
restaurant research indicates that operators may rely 
on personal beliefs and underuse formal standards for 
authenticity and sensory design [7]. For Laghman Express, 
the founder–chef’s individual talent and identity drive the 
market, yet the same founder-centric advantage poses a 
scaling risk: the brand’s quality becomes inseparable from 
one person’s continuous presence. 

In founder-led ethnic cuisine, the strategic risk is not 
“dependence on a personality” in a marketing sense; it is 
dependence on a single sensory calibration mechanism. 
Operationally, this shows up when the founder’s palate and 
technique are the only reliable reference for what counts 
as acceptable noodle elasticity, broth density, and sauce-
to-noodle adhesion under different batches, cooks, and 
rush-hour conditions. A scalable response is to formalize 
a founder-authored sensory constitution that is testable at 

the station level: observable checkpoints, reject rules, and 
corrective actions tied to specific deviations. This design 
is particularly relevant in brands that report strong digital 
traction (audience growth and UGC dynamics) and unusually 
high public ratings across multiple locations, because 
reputation becomes a quality contract with new customers 
in each market. The emergence of imitators who copy 
signature beverage formats or plating cues can be treated 
as indirect market feedback that the category has been 
shaped, yet it simultaneously raises the cost of quality drift 
for the original brand: differentiation must shift from “first 
to introduce” to “first in repeatable excellence.” The practical 
solution is a founder-authored “sensory constitution” that 
defines non-negotiable taste/texture attributes and links 
them to process variables that teams can measure and audit, 
turning charisma into repeatable production.

Table 2 maps safety-and-consistency governance to the most 
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failure-sensitive steps in a labor-intensive noodle dish, using 
restaurant standards evidence and smart-kitchen safety 
governance as the basis for information [3; 8]. The table is 

framed as a discussion tool for chain design: it does not claim 
universal hazard frequencies; it formalizes control logic that 
reduces both safety risk and sensory variability.

Table 2. Governance mapping for high-skill kitchen steps in ethnic noodle production: control points, SOP focus, and evidence 
artifacts [3; 8; 9]

Process step 
(example: laghman)

Typical variability driver Control point encoded in 
standards

Evidence artifact that 
supports audits

Dough mixing and 
resting

hydration drift; inconsistent 
resting time

fixed measurement protocol; resting 
window rules; batch labeling

batch labels with timestamps; 
spot-check records

Hand-pulling / 
stretching

skill variance; fatigue under 
rush

standardized work sequence; micro-
competency sign-off

skill sign-off sheets; supervisor 
observations logged

Boiling and rinsing timing errors; batch 
congestion

timing gates; batch size limits; pass 
synchronization

time stamps; station timing 
sheet

Sauce finishing and 
holding

temperature drift; separation holding rules; temperature checks 
where relevant

temperature log; hold-time 
record

Plating and pass portion inconsistency; handoff 
confusion

portion rule + handoff language portion verification; pass 
checklist

Across both tables, the unifying interpretation is that 
standardization must be “light enough to run” but “strong 
enough to prove.” Lean-oriented studies in services emphasize 
employee engagement and flexibility as drivers of sustained 
performance [1; 5]. In ethnic cuisine chains, engagement is 
not motivational rhetoric; it is a training economy: repeated 
certification, rapid feedback, and visible competence ladders 
that reduce turnover-induced quality collapse. Flexibility is 
not recipe improvisation; it is controlled localization (supplier 
equivalents, packaging, service-channel adaptation) without 
altering the dish’s sensory identity.

CONCLUSION

The developed methodology resolves the three stated 
objectives by defining a standardization architecture that 
unifies recipe specification, standardized work, and layout 
planning; by specifying evidence artifacts and control points 
that protect sensory quality and operational safety; and by 
translating founder–chef expertise into a transferable, audit-
ready system suitable for multi-unit expansion.

First, the architecture layer is operationalized through 
a linked stack: measurable recipe/sensory checkpoints, 
standardized work sequences with peak-mode pacing, and 
SLP-based layout templates validated through time-and-
satisfaction improvement evidence in restaurant settings.

Second, the evidence layer addresses the observed gap 
between “standards on paper” and real implementation by 
requiring daily artifacts (checklists, logs, training sign-offs, 
batch labels) that keep compliance observable and resilient 
to staff turnover—an issue documented in restaurant 
standards presence research and reinforced by smart-
kitchen governance literature.

Third, for Laghman Express and comparable concepts, the 
founder–chef remains the market driver because demand 

formation and authenticity perception concentrate around 
the creator’s product and training authority; the methodology 
converts that concentration from a scaling vulnerability 
into a scaling engine by encoding tacit craft knowledge into 
standardized, teachable, and auditable operational language. 
For a chain expanding from New York into additional states 
while planning further openings in major U.S. cities, the 
methodological contribution is most evident in the transfer 
mechanism, which converts founder-dependent craft into 
a documented, auditable production system. The founder’s 
personal authorship of sauces, recipe adaptations, and 
training routines becomes a structured asset that can be 
taught, verified, and refreshed, reducing quality degradation 
risks typically observed when high-skill ethnic processes 
are replicated under new staffing pools. In such cuisines, 
losing the primary standard carrier commonly produces 
immediate reputational decline; the proposed standard 
package is designed precisely to prevent that failure mode 
by making “who knows how it should taste” replaceable 
with “what evidence shows it was produced correctly.” This 
conversion supports expansion beyond a single “hype” city. It 
sustains brand reputation in new markets by protecting the 
dish’s defining texture and flavor while meeting the speed 
expectations typical of chain growth.
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