Developing a New Restaurant Concept from Scratch

Suoner or later, most of
us in the management
advisory services
Community are
approached by a
prospective client
whose intention is to
develop a restaurant
concept from

scrarch, Often, that
client is reacring to a
favorable crend
reported in the trade
press. More frequently,
however, they have
patronized a successful
concepe in another city and are convineed it
will worlk equally as well in their own neighborhood. After

all, if it works in Minneapolis, why not in Bakersfield?

And they cannor be deterred; the idea has completely
captivated cheir imagination and created visions of grandeur,
vast wealth and a personal appearance on “The Tonight
Show.” They are convinced their idea or variation on & theme
can and will become the next Outback Stealchouse or Boston
Chicken, complete with an IPO or acquisition by PepsiCo.
And sometimes their marker instincts are dead-on right. Let's
face it, fairy tales like California Pizza Kitchen rend 1o keep all
of us humble,

Somerimes we pet lucky and the client has experience in the
business (although often they know enough to be dangerous,
yer not enough to be successful), but usoally chey are
neophytes to our industry. Not to say they haven't been
successful in another unrelated feld, like real estate — after
all, chat’s where all cheir capital ariginated. And now they are

dying to invest all their hard-earned
money in somezhing thar looks so
painfully simple and has an
established track record (albeit
in anorher city or state).
This is a dilemma
most professional
MAS consultants
have faced many
times in the
course of their
practice, and the
question is inevitably
raised, *Where do we stare?”
I believe cthat answer lies in
presenting the clienc — righe at the
start — with a concept development outline
which sers forth all phases associated with the successful
development of a restaurant concept prototype, all the way
through che post-opening period. This aucline helps
immeasurably in framing the scope of a project in terms of
timeline, management resources and capital requirements.
It also should be noted thar individual phases will always
overlap and will have to be developed simultaneously.
Moreover, the cost and duration of consrruction will
always vary significantly based on project budget, local
building codes and owner prerogatives. But essentially
these steps represent a “templace” which can be used 1o
coordinate the entire project, as well as a critical path o
identify who does what, when they do it, and when it muse
be compleved. The Concept Development Oucline is the
uldimare flight plan which can allow the MAS consultant wo
best serve the client in keeping the project on track, on
budger and on purpose,

Fhasel:Strategre Canning

I always recommend an intensive one-
to two-day strategic planning exercise
facilitared by an experienced sorategic
planner, qualified management
consultanc or advisor. It is eritical that
the client identify his objectives in terms
of financial impact and capabilicy, degree
of management commirment, and, most
impaormantly, lifescyle implications, Make
cerrain this session is held in a separace
setring, away from the interruptions and
distractions of the office. Horels are
particularly well suited for chis.

Maoreover, if the client agrees to the * Capital requirements and budget
serategic planning process, you have an limitations
excellent chance of identifying all the * Onpoing minagement requirements and
issues, both business and personal, which expectations

* Marketing strategies and racrics
* Financial feasibility and ROT expectations
* Acquisition/remadel/new construction

drive the project. As a result, you build a
solid foundarion on which to proceed.

The following areas need to be options

addressed: * Design protocols and space planning

* Mission statement limitations

» Financial capabilicies of principals * Real estate or lease considerarions

* Concept positioning and menu * Long-term exit strategies
composition
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PIASEZ: Coneept entilieation

Once the serategic planning discipline
has established an overall projecr
direction, the process becomes a shaping
of the concepr intw a tangible form with
character, heart and soul. At chis point
you are really establishing the positioning
statement and brand personality from
which all fueure marketing aciviries will
flow. Key aspects include:
= Resgaurant name and secondary

descriprors
» Menu adapration and refinement
= Price points
* Graphics, loga, descriptive collateral
= Signage
« Sqguare footage of building foorprine
» Hours of aperation, meal dayparts
* Operational configurasion (rakeour,

delivery, catering)
« Management and seaff job profiles
= Industry rrends for your market segment

PUASES: Site Sedectionand Feastbilily

A variery of site criteria will be
developed in phase 2 which will dictate
the proper approach to developing the
pratotype: e.g., acquisition/remadel, new
construction or space rerrofic. At this
poin, the characreristics of the marker
must be identified in conjunction with
the physical parameters necessary to
deliver the concept in a way that it can be
inherently profirable. This means
“matching” the concept to the marker
and then finding a site which is
complimentary. Important information
needed includes:

+ Demographic and psychographic
{lifesryle) dara

» Drofile of adjacent business, induserial
and/or residential area

* Competitive structure and saturation
(similar concepts)

» Ease of access (ingress and egress} and
street visibility

*» Traffic patterns and car counts

= Commercial trading area porential and
oriencation _

* Major waffic generarors (hospirals,
shopping malls, stadiums, exc.)

» Government prerogatives {long-term
development, freeways, parks, etc.)

* Parking and entry arrival considerations

FHASES: Desion Development

Once a locarion, concepr and facilicy
configuration have been established,
suirable outside vendors, advisors,
consultants and contractors muse be
sourced and rerained. Experience in
foodservice is a cricical factor in the
success of a new concept, so do not allow
the client to bring in individuals or firms
with extensive résumeés, yet no foadservice
background. When they say, “We've
never done a restaurant, buc we've always
wanted to,” eliminate them from serious
consideration.

It is also important o bring the key
players together at the outset: architecr,
general coneractor, food facilities planner,
interior designer and operations manager.
Share the results of phases two and three
in a well-writren discussion outline,
accented by key bullet points. In this way,
all the major coneributors to the project
can share a commeon viston and can each
be “invested” in your success, One final
suggestion: If passible and/or appropriate,
actively check references — particularly
from the aperations area. There is no
better way to eritique a potential
contractor or supplier than to inrerview
the operations manager for one of their
prior clients. Design is cerrainly one
element, but the acid rest is function.

Key participants include:

» Incerior design and space plan

» Archireceural (building codes and
construction overview)

* Food facilities design

* Graphics, logo, signage, markering
collareral

* Tabletop {china, glass, silver)

= Construction {general coneracror)

= Conrtract furnishings and fixturizarion

= Menu design and layour

* Point of sale, cash registers

= Artwork, decor, specialty appointments

= Accounting and MIS computerization

* Credit card processing

+ Fax and telephone communications

= Television, VCR, satellite, music

» Exterior landscaping and parking

PHASES: Specilications
and Constraction
Completion of the final design and
specifications must be reconciled with

the budgert and the project completion
timeline. Once construction is

underway, a compurerized critical path
should be monitored to ensure quality
conrrol at each stage of completion.
Communiry relations now becomes
important, requiring appropriate
temporary signage on sire, and
generation of press releases to inform of
the new concept, employment, menu
style, opening dare, telephone number,
erc. Malke cerrain there is a complece
sign-off by all che key project
parricipants, including operations
management and absentee ownership.

PUASEG: ManagementStructure
and Opganization

Developing a management
organizational chart consistent with
industry standards and established labor
cost parameters i§ essential to success and
profitability. Most new concepts are top
heavy with management, and a problem
often arises when sales revenues are
overestimated, leading to painful layoffs
and cutbacks after the post-opening
“shakeour” period. Every job function
should have bach a job profile and a
written job description. Owners should
discuss employment agreements and
bonus programs in principle, with
formal guidelines se afrer six months of
Full operatians.

A well-defined management
infraseructure should contain the
following components:

» (General employee handbook

« Management policy handbool

e Personnef handboolk

= Written job descriptions and pay grade
scales

= Operations training programs for
managers and employess

* Recruismene, interviewing and selection
criteria

« Operations audit and mystery shopper

* Administrative office protocols

» Wage, salary and benefits guidelines

* Evaluation and promortion criteria

* Management philosophy and
performance guidelines

Phasec-Operating Systems

The success and profitability of any
restaurant or foodservice operarion,
whether commercial or non-commercial,
is directly linked to che simplicity and
effectiveness of its operating systems and
cost conerol disciplines. Management
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Roast, bake, simmer, poach,

blanch, cook-and-hold, boil,
baste, steam, defrost, reheat,
gritl, preserve, pasteurize,
vacuum-cook.

All in one easy Lo use, easy io
clean RATIONAL® Combi-Steamer.

All with incredible consistency.

Don’t
believe

it till
you see

it.

The new RATIONAL
Combi-Steamer C-Line.

From counter models to
roll-in racks. Available
in gas or electric.

[RATIQINAL|

Prave it to yourself with a
Menu Test at one of our
nationwide Demonstration
Centers: call 800-728-RCS)

RATIONAL Cooking System, Inc.,
Commerce Tech Center, 50 £, Commerce
Drive, Suite D, Schaumburg, 1L 60173
Phone: 708-884-9944 Fax: 708-884-0945

accountabiliry should be monirored

through weekly flash reporis on prime

costs, cover couns, employee turnover

and disciplinary and complimentary

actians. Every successful concept features

tight, sensible praducc and labor contsel

systems which are easy to check and even

easier to execuie. Systems must be fluid

and flexible, easily refined, upgraded and

modified to fir operational challenges.

Managers must be ingrained with this

“systems culture” from the beginning,

and must view proper execution as a

religion, not an impositien. The most

impartant areas of focus are these:

* Safery, security and sanitation manual

= Cost contral disciplines

* Inventory and producs reconciliation

+ Weekly management accountability
protocols

» Seating, relephone and puest contace
scripts and procedures

* Purchasing and receiving guidelines

= Variance and communication journals

* Vendor, purveyor and supplier selection
criteria

* Accounting and financial managemenc
systems

« Payroll preparation and labor law
compliance

*» Maintenance and opening/closing checklises

PHASES- Trammime

In the highly compericive "90s, there
can be no more important issue than
training. Most markerts are already
experiencing a deterioration af their
available labor peol, and reducing
employee turnover is mandarory.
Successful conceprs must have a
formalized commitment to eraining ac all
levels. Good training ensures operational
readiness, performance and execurtion,
and is a natural complement to effective
marketing and promodon effors. A
well-organized, professional foodservice
operation should have fully developed
and defined training programs and
protocols in the following areas:

* Training modules for all pasitions

» Administrasive positions by funeton and
by paosition

= A complete management development
program and strategy

+ A comprehensive evaluation and
advancement program

= Internal customer recagnition and
aAWareness

» Employee focus group and empowerment

program

* Wairer/waitress selling focus and
initiarives

* An established employee assistance
prograim (EAP)

* Continuing education and outside
training emphasis

Fhased-Harkelimy

There is no function more important
than markering, particularly when sales
are accelerating upward, “Fish when the
fish are biting,” is an old adage that says
it best. Operational performance can be
easily fine tuned when sales are high.
Poor service always occurs when sales are
slow and customer counts are down.
Progressive operators malee a financial
commitment to marketing as an
investment, not an expense.

Once the concept has been shaped and
2 locadion identified that is compatible
with the local marker, most of the
available resources should be focused on
the popularion within a five-mile raclius
or a 10-minute drive from the sire. A
fully developed markering plan is a
must, complete with stracegy, tactics and
implemenratdon guidelines. An annual
budget of 3-5 percent of revenues is
recommended, and then administered by
an “in-house” marketing manager or
intern. Remember: “Marketing creates
the air thar overhead breaches.”

Key components to a successful

marketing commitment include:

* A 12-month marleeting plan
{post-opening) .

* An in-house neighborhood marketing
manual

* TProfessionally created and developed
marketing collareral and POP

* Guest comment cards and follow-up
procedures

* Focus graup and trial rejecter disciplines

= Community support parameters
znd budger

* Media relations scrategy

* In-house public relations capability

Phase 10-brand Qpenmg

Inroducing a new restaurant or
concepe to your client's marker must be
done professionally and witch great care.
A guest’s first experience must be
positive since today’s savvy consumer
can be extremely unforgiving. Make
cerrain you orchestrate ar least three pre-
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opening parties: one for the contractors
and their families (they are the most
forgiving), followed by two sessions in
which you split your elient’s staff in two
representative groups and allow them to
serve cach other as customers. Do nort
invice special guests and public
dignitaries for ar least two weeks; allow
for a complere operational “shakeous.”
Defer these ribbon-curting ceremonies
until you believe the client is
operationally ready. Once pre-opening
meals are finished, take one or two
complete days off 1o finish correcring all
the little problems, and to guarantee chat
the staff and management team will be
well rested and fresh.

Open on a Monday or Tuesday with
minimal fanfare. “Soft” openings allow
for a gradual build-up and provide staff
with confidence as they master new
faciliries and systems. A grand opening
manual should provide a srep-by-step,
sequential blueprint for each internal
phase of the grand opening process.

A concept development outline is the
ulrimare checklist, and allows the MAS
consulwanr o guide this difficule process
through a logical evolution of events and
activities from serategic planning through
the grand opening. As a discipline, it will
save your client thousands of dollars by
properly prioritizing marketing, training
and systems implemencation before the
doors open. And maybe most important
of all, it can make you a hero and save
your sanity. Amen. J
Bill Main, FCSI, is a San Francisco-based
operations and financial consultant
specializing in food and beverage
profitability for both commercial and non-
commercial operators, He is a nationally
recognized speaker, consultant and
restaurant owner/operator, as well as a
director of the California Restaurant

Association and an adjunct instructor at
the University of San Francisco,

The Hot Dog Of
Hot Dog Grills.

The Lot dog roller grill package. Designed smart. Built solid.
Call 1-800-527-2100 or fax us at 214-565-0976 for information.

TR

728 Third Avenve, Dallus, Texas 752206

Won’t Roast
Your Toa

The AT-10 toaster. Designed smart. Built solid.
Call 1-800-527-2100 or fax us at 214-565-0976 for information.

7249 Third Avenue, Daollas, Texas 75226




