


Lunch garden 22/3/18
Part 1: the past
Retail business
 Do step 1,2,3 and 4 at the same time
1. Fixed basics
a. Strong team
i. Skills + fit
b. Changed estate 
i. Kitchen etc
ii. Airco’s 
c. Changed way of operations
i. Quality
ii. Cleaning
iii. Show people what you want & do it together with them
iv. Internal, external controls
d. Improved supply chain
i. Changed supplier
e. Changed it to a marketing based company
2. Modernised concept
a. Restaurants, food offering, marketing, pricing
3. Opportunities for growth
a. Selected openings
b. TOTAL agreement
4. Future?

Marketing: brand, pricing & experience
1. Give brand identity back
1. Name change necessary?
· No because 92% brand awareness
2. Update concept
· What do customers expect etc. (market research)
· Just keep doing what you’re doing but make it better & more modern
· Focus on their 3 target groups (slide 10)
2. Increase Price-Quality perception
3. Offer experience instead of meal


Need to know who customers are: segmenting
· I-consumers (we)
= not focus
· Splitsers/families
= generate 20% revenue
· High gear/seniors (still active)
= generate 56^
· Time rich/seniors (elderly)
= very loyal, need to be pampered
 Always think: who do we do this for?

Product scope
= standardized basic offering but providing diversity at any time of the day

Geographical scope
= 75 restaurants in Belgium –high traffic areas
(lot of them remodelled in 2010/2016)
 why remodel?
· Ebitda going down
· Private equity demands payback within 3y
 So ebitda after remodelling also should be able to payback in 3y
· First the worst performing restaurants
· More salad bars x coffee corners

New pricing strategy
· Simplified & transparent P
· Optically less expensive P
· Clear bundle allowing full menu under €15
· ! What is WTP
= procurement has to find product tht fits in P with quality & everything
e.g. €5 too cheap for vol-au-vent, €15 too expensive for LG

CRM & Managing customer loyalty
= Don’t really follow economic fluctuations
= recession, still eat out in a cheaper restaurant like Lunchgarden

! Every 15y all heavy investments must be changed


Cost structure
· Labour costs
= 1 of major costs & problems of LG
· Fight with unions
· 2013: able to lower labour costs (after Ford Genk, Caterpillar,… fiascos)
· Franchisee
= if Ebitda 10-15% look for them
= independent bs man & will manage restaurant better + knows local people
· Right people, in right place/restaurant, at right time
= move managers btw restaurants etc
· All activities have to follow (supply, IT, operations,…)

Turnaround: key activities
1. Timing
- Open new restaurants
2. Labour agreement breakthrough
3. Management team
4. Shareholder support
5. Retail network

Partnership Shell?? (benzinestation) for highways
 If you miss window of opportunity, you have to wait
 Dare to do it
 Shareholders should know what you’re doing & do it together
 Need management team, partners, … 


Part 2: future (case questions)

1. What is lunch garden’s competitive advantage?
· Locations: LT leases (cheaper)
· Labour costs
· Discount when LT no see
· Very consistent story
· Family, knowing customers, loyalty
= heavy users (once a week), general once every three weeks
“we miss you, please come back” after three weeks

2. What should LG do? Growth options?
· Catering
· Hospital visitor restaurants
· No fierce competition
· Close to current strategy
· International expansion
· Bigger market, not lots of expansion left in BE
· Need to adapt to other countries!
· FR: similar competitors already have best locations
· GE: different culture, low P but competitors also big portions & low P
· Ne: don’t know vol-au-vent, drink milk & eat bread at lunch, not warm foods
· UK: brexit etc, not good moment to enter UK
· Musea visitor restaurants
· Just entered tender for Waterloo Site + partner
· Alma situated in price-based competition: LG doesn’t want to enter this market
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