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After the basics…



WHY 
TO EMBRACE

DELIVERY



• Higher market growth
• More occasions to serve
• Opportunity for independents

WHAT digital & delivery OFFERS

• Better guest experience
• Better guest intelligence
• Better marketing 





• Consumers want more 
convenience

• Consumers are willing to pay 
for convenience

• Consumers have become 
used to digital convenience

The consumer has changed

• Not the pandemic

• Not the venture capital money

• Not the tech companies



• Other verticals (retail, travel) 
have increased consumer 
expectations of convenience

• Digital has created 
“IWWIWWIWI” (I Want What I 
Want When I Want It)

• Frictionless digital interfaces 
are the most convenient

Consumers demand convenience



• Adults spend a small and 
declining fraction of their 
lives in a nuclear family

• “Renting Rich”

Economics of Cooking at Home vs. Eating Out have Changed



• Increased diversity → 
demand for global flavors

• Increased nutrition 
knowledge → demand for 
“healthy” foods

• “Food as Identity”

• Result = personalization that 
only digital can deliver

Consumers want more variety and more nutrition 



• Digital self-service enables 
personalization, recommendations, 
dynamic pricing

• Digital enables hospitality at scale

• Your restaurant experience can be 
like your Amazon experience

The future of restaurants is Ecommerce



Monthly fee model lowers barriers to entry

• Site selection
• Mobile ordering
• POS terminals
• Kiosks
• KDS systems
• BOH / Labor systems
• Accounting systems
• Ghost kitchens
• RaaS (Robots as a Service)



Consumers STILL WANT THIS



The opportunity is there; but it isn’t always easy

? Incremental (marginal) economics at best

? Poor consumer experience

? Lack of guest engagement

? Cog in the wheel of dine-in operations



THE 
DIGITAL RESTAURANT

MATURITY PATH



The Path to Digital Maturity



DON’T BUILD ON ROCKY FOUNDATIONS



third-party
optimization



Elephant in the Room: 3rd Party Marketplaces

+

-

+ Hungry customers in active 
decision-making window (customer 
acquisition)

+ Incremental customer (marginal 
profitability)

- Limited customer data visibility
- % of Revenue fees
- Increasing paid advertising costs



Using Digital Marketing 
to Your Advantage

Be Where Your Customers Are

• Awareness through TV, radio, 
mailers and signs

• Trial through broad offers
• Repeat through more TV, 

radio, mailers, signs and offers
--> Half & half, but which?

• Awareness through social media, 
3PD, search and podcasts

• Trial through targeted offers
• Repeat through brand 

engagement
--> Measurable



Customer acquisition

$10K mailer reaching 5K 
households offering a 25% 
discount

1% (500) act on the mailer

Customer acquisition cost = 
     $20 per customer mailer
+ $25 per customer food costs

 $45 per customer assuming     
they are all incremental

Traditional Marketing 3rd Party Marketplace Marketing

20% fee to the marketplace

10% pay-per-click

Customer acquisition cost = 
     $20 per customer fee
+ $10 per customer marketing

 $30 per customer known to 
be incremental*

Note: Assumes $100 check
*Customers are incremental within any given platform



Source: Yipit Data

FREQUENCY OF USE IS INCREASING so GROWTH IS NOT JUST INFLATIONARY 

DoorDash 
receives 5 orders 
on average per 
month per user



DASHPASS CUSTOMERS MAKE UP 40% OF MONTHLY ACTIVE USERS, 
THEY ACCOUNT FOR  60% OF SALES and ORDER 7X a month

Source: Yipit Data



…And Some Consumers 
Will Always Prefer a 

Marketplace



Even the Very Best Digital Restaurants Have 
Significant Revenue through  3rd Party Marketplaces



Paid Marketing 
Sponsored 

Listings on 3PD



Sales Growth Rates of Select Delivery Platforms, vs. ‘19
National; Spend per Panelist by Quarter; Relative % Change vs. Equivalent Quarter in 2019

MICRO FULFILMENT 3rd PARTIES DISRUPTING C-STORES
 IN THE SAME WAY RESTAURANTS WERE DISRUPTED.



C-STORES have STARTED TO EMBRACE PARTNERSHIPS BUT…?

“42% of respondents had attempted to 

order products for delivery from c-stores in 

the past 12 months but were unable to 

because the store did not offer delivery 

services. Even so, 62% tried to order 

delivery again within a few months.” 



90% of C-STORES ARE INACTIVE OR INITIATING 1st PARTY  CHANNELS THAT 
ARE COMPELLING & DRIVE FRICTIONLESS OMNICHANNEL COMMERCE





3rd PARTIES ARE IMPORTANT 
But 1st PARTY CONVERSION IS MORE



HAVING A DIRECT CHANNEL IS IMPORTANT

Source: Yipit Data

Lower margin
No customer data

Higher margin

Customer data



FIRST PARTY ORDERING RESULT IN HIGHER Frequency OF USE

Source: Yipit Data



●but first you need functionality…do you need an app?



SO HOW DO THE BEST BUILD 
GREAT DIRECT FIRST PARTY 
ORDERING CHANNELS?

The Capability Triangle - Delivering the Digital Restaurant: The Path to Digital Maturity



TRILATERAL
FUNCTIONALITY 

STARBUCKS

https://docs.google.com/file/d/1ezHw-ngEq-V4YMwP9Z-CSu63fv-hw7Fv/preview


SMOOTH 
INTERFACE: 

CAVA

https://docs.google.com/file/d/15-dJGjpTIXDzW18bfRg0bHUJD4QYmKiw/preview


APPEALING
PHOTOS

WITH FORMAT 
CONSISTENCY

WAGAMAMA



AVOID
POINTS OF

RESISTANCE
WAGAMAMA



WATCH
YOUR 

CUSTOMER 
INTERFACE

http://www.youtube.com/watch?v=rFfTGa9zKWI


COUNT THE CLICKS

YOUR
Restaurant?

“No amount of discounting will overcome friction.”



DIFFERENTIATE 
WITH EXCELLENT 

INTERFACE
ITSU 

https://docs.google.com/file/d/1P-x1wDd3llKr3j3ol9jlyYwCHEGud0de/preview


MAKE SIGN 
UP EASY

POLO BAR 24

https://docs.google.com/file/d/16JNT6D3ir3jahNDeCPQlA3OQXrXNa_7B/preview


MAKE SIGN 
UP EASY

CHIPOTLE



EXPLAIN WHY 
THEY SHOULD 

SIGN UP
CHIPOTLE



Easy 
PAYMENT



3PD to 1PD 
Conversion 

is about using 
every touch-point 
across channels

In-Store

Convert guests 
to digital 
ordering 
in-store

In-Packaging

Tell guests how 
you want them 

to order and 
what’s in it for 

them

Marketing

Acquire & 
retain digital 
customers 

through 
mailers, social, 

digital ads & 
presence



IN-STORE TOUCHPOINTS:
CALIFORNIA 

PIZZA
KITCHEN

In-Store

Convert guests 
to digital 
ordering 
in-store

https://docs.google.com/file/d/1f6b36l9dZgcgvdOAPeZn--9A_KhJo6iv/preview


Tell guests how you want 
them to order and what’s in 

it for them

IN/on BAG MESSAGING: 
PARK AVENUE BBQ 

GRILLE



INVEST IN 
PACKAGING

OO TORO SUSHI

Tell guests how 
you want them 

to order and 
what’s in it for 

them

http://www.youtube.com/watch?v=I5SAuhRQilQ&t=122


BRAND THE BAG: 
DIN THAI FUNG 

Tell guests how 
you want them 

to order and 
what’s in it for 

them

https://docs.google.com/file/d/1WAFS9eP6TbJtFc4cPwxfGRneoyJ1P3aU/preview


EXCLUSIVITY & 
SECRET MENUS

Drive traffic to 
know 1PD is the 
only place to get 

fan favorites



WIN BACK 
LAPSED 

CUSTOMERS
DUTCH BROS



PRICING

Drive traffic to 
know 1PD is the 
only place to see 

better value.



DIGITAL VOICE 

THE SMART PHONE
IS YOUR GREATEST

TOOL

https://docs.google.com/file/d/1bTajx9fvpnBPZTwfXMwDLzZL3WreYaOL/preview
https://docs.google.com/file/d/1hpGNa-bA5hjtLDQYQzAzTfhzqL6h6DRp/preview


• A shift from unit-level economics 
to e-commerce economics

• LTV = lifetime value

• CAC = customer acquisition cost

• LTV-to-CAC = determine the 
profitability of your marketing 
efforts

The new unit-level: Ecommerce economics (LTV:CAC) 



CREATING A GREAT GUEST 
EXPERIENCE



3PD to 1PD 
Conversion 

STARTS WITH A

GREAT 
EXPERIENCE 

“No amount of discounting will overcome a poor experience”



CUSTOMER SATISFATION IS DROPPING

Source: Tattle/ Thanx Data: https://www.nrn.com/technology/how-tech-can-improve-guest-satisfaction



Reasons for not ordering Delivery, Among Restaurant Customers
For food you ate yesterday, why didn’t you order delivery from any restaurant? % of respondents

Rank
(out of 13 
reasons)

Reason
Mar ’20 
- Oct ’20

Nov ‘20 
- Apr '21

May ‘21 
- Mar ’22

Change vs. 
Mar - Oct 

‘20

1 I didn’t want to pay the fees / tips for using delivery 35% 42% 42% +7ppt

2 It would take too long to get the food 19% 23% 22% +3ppt

4 The food would be cold / stale by the time I got it 10% 12% 12% +2ppt

9 I didn’t want an employee touching my food bag 9% 8% 5% -4ppt

10 I didn’t want to come in contact with the employee 9% 7% 4% -5ppt

CUSTOMER PERCEPTION OF VALUE IS DECLINING

Source: Medallia Sense 360



GIVEN THE CHOICE, WHICH FACTORS PLAY THE MOST IMPORTANT 
PART IN YOUR DECISION TO PURCHASE?

Source: Impact of Customer Reviews Survey March 2021 
https://bizrateinsights.com/resources/shopper-survey-report-the-impact-reviews-have-on-consumers-purchase-decisions/



THEY COULD 
PROVIDE FREE 
MARKETING 

     TIMELINESS
COUNTS

TURN POOR 
INTO 

GREAT

Treat the customer
as a VIP

Respond as 
quickly as you can

Use every
interaction as
an opportunity

THE VOICE OF THE CUSTOMER IS LOUDER ONLINE



GUEST FEEDBACK DIVERSION



GUEST FEEDBACK FOR 
OPERATIONAL IMPROVEMENTS



OPTIMIZING YOUR 
OPERATIONS



Source: Delivering the Digital Restaurant: Page152

QUALITY

SPEEDACCURACY

THE TRIFECTA OF GREAT OFF-PREMISE OPERATIONS



Measuring what you 
do, what you had 
ready and what you 
learned – and 
recalling it next time

ACCURATE FORECASTING

• How connected is your prep 
time to your driver arrival? 

• How can you help drivers get 
in and out quickly? 

• Be in the Red Zone.

FIRE TIME TO DRIVER
READINESS

Gamify and Train & 
Think like a drive-thru 
operation

10 MINUTE PREP TIME

SPEED



Technology
Using an aggregator 

consolidates 
operations and data

Expeditor 
Adjustments

The most 
important role in 

off-premise?

The Driver as Server
What role do you 

want them to 
play?

ACCURACY



TEST IT
Eat your food twenty 
minutes after you 
take it for a ride.

PACKAGING
Integrity, Temperature, 
First Party Branding
Is it Instagramable?

What pizza teaches us? 

SIMPLICITY MATTERS
Remove 
complexity

QUALITY



AFTER THE
BASICS



The Path to Digital Maturity



“Most kitchens operate utilize less than 
50% of their true capacity.”

Stephen Crowley, 
CEO of Service Physics



• Saturday night: dine-in for 
date night

• Monday lunch: order take-out 
onsite for lunch at desk

• Wednesday lunch: order 
delivery through a 3PD to the 
office for a meeting

• Thursday dinner: click n’collect 
on the way home for family 
meal

same person different channels 

She didn’t defect from the brand on Saturday



1) Make every engagement a 
digital engagement

2) Collect data in every channel

3) Combine data in a CDP 
(customer data platform)

Truly digital restaurant combines 
omnichannel data for 360 view



Same three facets 
apply in all  
channels

The Capability Triangle - Delivering the Digital Restaurant: The Path to Digital Maturity



Future Tech is here now: 
dynamic pricing



Future Tech is here now: 
geofencing tightens OTd times



REDESIGN OF RESTAURANTS IS UNDERWAY



• Ingredients are here: software, 
automation, ghost kitchens, 
plant-based foods, electric 
cooking

• Next winning concept will 
combine these ingredients in 
an irresistible recipe

• Consumers will get more value 
- more convenience, healthier 
food, a lower price

 More disruption is coming



Q&A
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