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teaching note
If You Build It They will Come—Zen Blenderz

This case was prepared by the author and is intended to be used 

as a basis for class discussion. The views presented here are those of 

the author based on their professional judgment and do not neces-

sarily reflect the views of the of the International Council on Hotel, 

Restaurant, and Institutional Education. Copyright © 2015 by the of 

the International Council on Hotel, Restaurant, and Institutional Educa-

tion and the author. No part of this work may be reproduced or used in 

any form or by any means without the written permission of the Inter-

national Council on Hotel, Restaurant, and Institutional Education.

Synopsis
This case focuses on an early implementation and pre-opening 

planning dilemma at Zen Blenderz, a vegan restaurant that recently 

opened outside of Kansas City, Missouri. Kirk, the owner and primary 

decision maker, is perplexed why his pre-opening planning, including 

the initial business plan, location, staffing, pricing, and operational 

and marketing strategies, appear to seem so far off base with what the 

restaurant is experiencing 6 weeks into its opening.  

Zen Blenderz is struggling; thus, the central topic of the case is 

to determine what operational changes must occur for Zen Blenderz 

to remain open. Utilizing the information gathered prior to opening 

and the financial data for the first six weeks of operation, students are 

asked to step into Kirk’s shoes and make decisions that will allow op-

erations to be sustainable. 

Actual sales and transaction data available in appendix for case 

use if desired

Learning Objectives
The objectives of this case are to:

• Assess the complexities involved with successfully opening a 

new restaurant.

• Evaluate the role of personnel in the planning of, opening, and 

operation of a new restaurant.

• Appraise the planning process and organizational elements. 

• Propose recommendations for the operation’s sustainability 

and defend them.

• Justify differences involved with maintaining the owner’s vision 

with capabilities of management and staff.

Discussion Questions
• Planning, as a function of management, is important in the 

development of a new business entity. Beyond a business plan, 

identify and discuss necessary preplanning details that should 

be known prior to opening. (obj. 1 & 3)

• Discussing restaurants in general, predict risks that are present 

when management is under-qualified and risks when over-

qualified. What risks are present at Zen Blenderz? Integrate 

your original response and defend your choices. (obj. 2 & 5)

• Zen Blenderz has been open for 6 weeks. Discuss a minimum 

of four strategic options that are available to Kirk for the future 

of Zen Blenderz. Select what you believe to be the best option 

and debate why it is better than the others. (obj. 1 & 4) 

• Formulate a plan of actions for Zen Blenderz to remain a viable 

entity that has a positive cash flow. Put your actions on a time-

line and explain them. Defend why you placed them at that 

point on the timeline. (obj. 3 & 4)

Optional Questions for Dietetics and Hospitality Majors
• Utilizing the food service system model (Gregoire, 2013), syn-

thesize your response from question one. Place your answers 

within the appropriate area of the model. Identify (short  ≤ one 

sentence) reasons why you placed it in that specific category. 

(Answers may belong in ≥ one category.) (obj. 1)

• Utilizing the food service system model (Gregoire, 2013), In-

tegrate areas of concern based on the case and place them 

within the model. Propose and justify the weights of each con-

cern as it relates to the sustainability of Zen Blenderz. (obj. 4)

Application
This case is appropriate for use in restaurant operations, entrepre-

neurship and foodservice management for dietetics courses. The case 

can be presented open-ended without specific questions or with the 

recommended questions. The case involves decision-making contexts 

and the manipulation of ideas for restaurant sustainability. 

Answers to Discussion Questions
Discussion question answers contain a broad base of information. 

As such this case can be utilized in such a way that the instructor may 

choose to focus responses toward a specific end. 

This case will be piloted in a Junior level intro to foodservice op-

erations for dietetics and a Junior/Senior level restaurant operations 

class. Answers for dietetic students will be more general while hospi-

tality students are required to submit more robust responses. Answers 

to the discussion questions are included for both modes. 

Dietetic responses are based on Mary Gregoire’s Foodservice Or-

ganizations: A Managerial and Systems Approach (2013). Hospitality 

responses are based on Knowledge Matter’s Prosim: Restaurant (2012) 

and supporting articles. 



35Journal of Hospitality & Tourism Cases

1. Planning, as a function of management, is important in the 

development of a new business entity. Beyond a business 

plan, identify and discuss necessary preplanning details that 

should be known prior to opening. (obj. 1 & 3)

Answer:

A business plan contains many important parts including:
Mission   Company information
Growth potential  Products & services
Future plans   Financial information

Managerial Accounting 

Business plans do not include much information on how data 

is supported from a customer, financial reality, market, and other re-

search. It may contain parts of this but it is usually skewed from the 

viewpoint of the author. 

Prior to opening, planning and research must occur.  A better 

chance at success is made possible by a thorough understanding of: 

• What the potential market is comprised of.

• Limiting factors of the entity.

• Understanding costs associated with what’s provided.

• Methods of reaching the potential market.

• What the market deems as required in terms of service, menu, 

quality, portions, atmosphere, and cost. 

Planning and forecasting are involved in preparing for open-

ing. Understanding the factors outlined above will allow for a better 

chance at success or the help the owner to decide whether the ven-

ture should be attempted at all. 

Understanding each of these and performing research allows for 

a more cohesive and robust forecast for actual expectations.

2. Discussing restaurants in general, predict risks that are pres-

ent when management is under qualified and risks when over 

qualified. What risks are present at Zen Blenderz? Integrate 

your original response and defend your choices. (obj. 1 & 4) 

Answer:

Whether a person is over or under qualified may have tremen-

dous impact on an operation. Often the impact may be minimized if 

the supporting staff is highly or overqualified themselves. This may 

occur because the manager understands their own limitations and is 

less likely to remain under qualified for long.

Inherently, overqualified management run risks of becoming bored 

in their roles and may intentionally sabotage areas of responsibility in 

order to fix them. Over qualified managers may also display disdain for 

their superiors and may attempt to undercut their authority. Situations 

like these may only occur when there is view of future promotion.

Over qualified management may be what an operation needs. 

Managers that know their operation may be the best solution to 

improve underperforming areas within an operation. Managers may 

resent the situation they are in, but may find their talents being used 

and more clearly understand the need for their abilities.

Under qualified management incur different risks. Operations in 

which management is under qualified may appear to run smoothly on 

a day-to-day basis, but short, medium, and long-term impacts will be 

felt. It depends on the areas of a manager’s deficits and may range from 

service or training issues to financial forecasting to production issues. 

Employees are aware when they have a manager who is under qualified 

resulting in situations where the manager is taken advantage of. 

Risks are present at Zen Blenderz. Because Rebecca does not fully 

understand the financial component there are risks of forecasting how 

much food and labor are needed, what type of monetary controls 

should be in place, and how to best utilize employees. Scott does 

not understand his role beyond production which may cause over 

and under preparation and ordering. Emily does not understand her 

responsibilities as they pertain to managing people, creating an atmo-

sphere free from accountability and one of increasing errors. 

Competent management may be found within Zen Blenderz but 

it might not be allocated in a way that they are mutually supporting 

each other within their roles. 

3. Zen Blenderz has been open for 6 weeks. Discuss a minimum 

of four strategic options that are available to Kirk for the future 

of Zen Blenderz. Select what you believe to be the best option 

and debate why it is better than the others. (obj. 1 & 4)

Answer:

• Close the operation. The operation is losing money and 

maintains a labor cost > 100% and food cost > 60%. Other 

costs including rent/mortgage, utilities, overhead, and 

equipment. All of these together may suggest operational 

costs are approaching 200% of revenues. 

• Change the menu, offering some animal products such as 

dairy and eggs (lacto-ovo vegetarian). Zen Blenderz offer 

potential via the beverage service and the drive-through. 

Offering traditional dairy products with coffee service and 

expanding baked goods so that they incorporate dairy would 

increase variety. The current breakfast menu could be dou-

bled with the addition of eggs and dairy (cheeses). This could 

be done while still maintaining a holistic view of eating. Edu-

cation could be incorporated into each sale with the benefits 

of certain holistic habits (without sounding preachy). 

• Change the menu, offering meat products. Revamping the 

menu to include beef or pork would increase the potential 

market interested in trying Zen Blenderz. Doing so would 

increase the menu dramatically. If done intelligently with 

grass-fed or sustainable meats it would not impact the 

atmosphere already created for the restaurant. Adding 

these items would increase food cost and it is question-
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able whether the talent to manage and prepare the food 

items is in place or available. 

• Hire a strong general manager. Hiring a strong general man-

ager would immediately (within 7 days) impact labor costs, 

hidden costs, and waste. A medium term impact would be a 

more comprehensive and thorough marketing plan and po-

tential increase in foot traffic. It would also impact the amount 

of time Kirk has had to spend at the operation. Biggest draw-

back is the cost, estimated to be $20 to $25 per hour. 

• Increase menu prices. Review actual per item food cost 

and determine an accurate menu price that reflects qual-

ity and cost of ingredients. Customers may complain and 

choose to not enjoy the restaurant, but, long-term, Zen 

Blenderz remains a more viable entity. Additionally, Zen 

Blenderz has found a core loyal following who would 

better understand the actions of raising prices (reduce 

portions) than the general market.

I believe the best option to be a combination of strategy 2 and 

4. Short term costs for all options are going to be incurred. Option 1 

and 3 alone would also create medium and long term costs. Option 

2 expands the menu and allows for a more comprehensive breakfast 

and coffee service. It also increases the potential variety throughout 

the lunch and dinner menus. The addition of the ingredients eggs, 

cheese and dairy would not be to-far a step forward and the operation 

can maintain its vision and mission. Option 4 allows for the leadership 

vacuum to be filled. Viewing this option up-front appears costly, but it 

allows for Kirk to maintain control of the operation while knowing the 

appropriate leader is there. 

4. Formulate a plan of actions for Zen Blenderz to remain a vi-

able entity that has a positive cash flow. Put your actions on 

a timeline and explain them. Defend why you placed them at 

that point on the timeline. (obj. 3 & 4)

Answer:

A lot of different things need to occur either immediately or in the 

very short term. This includes finding the appropriate leader as soon as 

possible, possible moving the current GNM into the FOH manager slot, 

and retraining of all staff about expectations versus the past realities.

The addition of dairy and eggs to the operation’s menu would 

include a complete redevelopment of the breakfast and beverage 

menus. New standards, recipes, and production requirements would 

have to be covered. 

I would suggest keeping the current BOH  manager but imple-

ment a comprehensive training program that would include how to 

manage others, manage inventory and ordering, and hold to hold 

himself and his personnel accountable. 

I would re-open within a week with a brand new breakfast menu 

and focused advertising to our current customer base and the busi-

nesses immediately surrounding the restaurant (within ½ mile). The 

restaurant would remain closed for all evening meals and a new cater-

ing menu would be developed to include delivery within the town. 

I would hope to hire a strong GM within 30 days, implement the 

catering options for the store, and develop a presence on the local 

campus by targeting campus organizations through creating partner-

ships. The lunch (and possibly evening) menu would be completely 

re-evaluated to determine deficiencies and/or areas of weakness.

At the two month point, we would offer a new lunch menu that 

includes dairy and egg options. Using our customer base, we would 

analyze the opportunities for us of opening for dinner on selected eve-

nings throughout the week. 

Ninety days into the re-launch, we would re-evaluate everything 

we’ve done so far searching for inconsistencies, opportunities, and 
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areas of weakness that we need to work on. Since this concept is so 

different we may look into developing a core franchise model to make 

available to other markets.

 These options were positioned on this timeline for a reason. Highest 

priority would be tackled first. Lower priority would be tackled later. You 

must first treat the heart before splinting a broken arm. Small fixes would 

occur throughout the chain and where expertise in that area was available. 

5. Utilizing the food service system model (Gregoire, 2013), syn-

thesize your response from question one. Place your answers 

within the appropriate area of the model. Identify, ≤ one 

sentence, reasons why you placed it in that specific category. 

Answers may belong in ≥ one category. (obj. 1)

Answer: (see page 36)

Control (Goals, objectives, policies, procedures, laws, standards) 

• Mission – outline goals & objectives of operation

• Limiting factors – portion comprised of laws

Input (Human, materials, operational, facilities)

• Products & services – food, labor pool and skills, equip-

ment capabilities, information (menu)

• Financial information – Financial inputs ($), utility informa-

tion, how much is paid to employees

• Potential market – labor pool, food available

• Atmosphere – facilities capabilities

Transformation (management functions, communication, subsystems)

• Planning 

•  Future plans – how the operation sustains itself,  

  opportunities for improvement

• Controlling 

•  Financial information – making decisions based on rel 

 evant data 

•  Costs – eliminating waste, either human or material

• Directing 

•  Mission – capabilities of staff are relevant with the  

 amount of training/experience they have 

•  Products & Services – food is up to the set standard for  

 the operation as is customer service

• Organizing 

•  Growth, future plans, products, service, financial  

 information, marketing (unlimited) 

•  Organizing deals with day to day and long term activities  

 of the operation and whether they are aligned with  

 the mission and capabilities of the operation

• Coordinating 

•  Product & Services – day to day operations are operating  

 smoothly and subsystems such as front of house,  

 sanitation, kitchen are working together

• Communication (Verbal) 

•  Flow of information is occurring as needed and feedback  

 occurs and is given to the appropriate person

• Communication (Written) 

•  Menu, standards, policies, procedures, company  

 information, mission, financial information – all  

 are accessible by the people who need them and  

 they are relevant to the operation 

• Linking processes (Sanitation, Acct, Purchasing, etc.) 

•  Products, mission, standards – correct methods for how  

 to produce, maintain food & equipment and what  

 quality level of items to utilize

Output (quantity, quality, satisfaction, finance)

• Products & services – what the customer receives is the 

appropriate level of quality & quantity (value)

• Financial information – excessive waste – both food & fi-

nancial – is not occurring and if it is the data for correction 

is available for comparison (benchmarking)

Memory (sales, financial, HR data)

• Company information – private data is kept private

• Products – sales information is saved and used for fore-

casting purposes

• Services – labor documents (HR) are kept, employee issues 

are dealt with fairly

• Financial information – financial records are kept and ana-

lyzed for future use

Feedback (Data from outputs)

• Products – operation is not over or under producing, the 

correct amount of product is ordered, operation take ad-

vantage of extra product

• Services – operation is not over scheduling staff and staff 

are being utilized to full extent

• Mission – is being upheld and what is occurring meets 

what the mission outlines

• Customers – feedback from customers is accounted for in-

cluding +/- comments, suggestions for menu, items to add

6. Utilizing the food service system model (Gregoire, 2013), 

integrate areas of concern based on the case and place them 

within the model. Propose and justify the weights of each con-

cern as it relates to the sustainability of Zen Blenderz. (obj. 4)

Answer:

Inputs:

• Human inputs are a concern based on the information that 

the operation is over-staffed or its labor costs are too high 

• Menu is an area of analysis based on what customers may 

ask for such as dairy/cheese or items that are not consid-

ered vegan

• Information is a concern based on foods not meeting con-
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sistency standards between management and kitchen

Transformations:

• Management oversight is a concern based on the ongoing 

issues with food costs and labor costs 

•  May deal with coordinating, directing, planning,  

 controlling, and communication

• Food consistency and waste may be a concern based on 

communication and direction

Output:

• Employee satisfaction may be a concern based on overstaff-

ing, not being able to get enough hours, poor leadership

• Financial accountability may be a concern due to both food 

and labor costs being high compared to similar operations

Memory:

• Records may not be utilized to better direct the staffing 

and purchasing needs of the operation

Feedback:

• Financial, production, waste, and staffing records are not 

being used to make operational decisions

Epilogue
Zen Blenderz closed after just over 12 weeks of operation. Eight 

weeks into the operation’s existence Kirk decided to quit. Over the 

last four weeks operating decisions including things like closing for 

all evenings except Wednesday and Thursday, closing on Sunday, and 

intermittent times of shutting down led to even more loss of custom-

ers and the eroding of the goodwill he had created in the community. 
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Appendix

9 Zen Blenderz Breakfast Menu
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10 Zen Blenderz Lunch/Dinner Menu page 1

Appendix ‑continued



41Journal of Hospitality & Tourism Cases

Appendix ‑continued

11 Zen Blenderz Lunch/Dinner Menu page 2
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Appendix ‑continued

12 Zen Blenderz Flyer
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Monday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 12 18 12 11 16 8

Sales $90.73 $63.73 $106.45 $61.33 $128.98 $57.90
Lunch Trans 54 31 40 28 19 19

Sales $639.34 $428.94 $416.20 $421.46 $261.07 $214.98
Dinner Trans 4 31 33 42 43 26

Sales $10.40 $423.53 $424.66 $373.36 $359.66 $168.21
Day Total Trans 70 80 85 81 78 53

Sales $740.47 $916.20 $947.31 $856.15 $749.71 $441.09
Tuesday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 17 15 16 19 20 22

Sales $124.60 $85.62 $89.26 $203.68 $103.53 $120.81
Lunch Trans 43 34 26 15 33 30

Sales $680.37 $458.89 $379.75 $228.23 $478.21 $298.27
Dinner Trans 13 31 34 32 43 45

Sales $121.60 $218.41 $141.90 $371.31 $344.98 $394.56
Day Total Trans 73 80 76 66 96 97

Sales $926.57 $762.92 $610.91 $803.22 $926.72 $813.64
Wednesday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 24 28 18 22 21 27

Sales $160.39 $109.35 $111.56 $138.06 $94.92 $102.96
Lunch Trans 44 45 32 45 23 29

Sales $675.55 $639.85 $410.28 $715.77 $373.01 $340.69
Dinner Trans 49 41 45 35 48 30

Sales $522.95 $416.72 $364.53 $366.30 $529.11 $424.70
Day Total Trans 117 114 95 102 92 86

Sales $1,358.89 $1,165.92 $886.37 $1,220.13 $997.04 $868.35
Thursday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 18 17 13 26 30 20

Sales $107.93 $58.13 $63.28 $116.47 $187.15 $111.97
Lunch Trans 33 43 34 44 38 26

Sales $483.25 $588.97 $419.66 $548.28 $565.87 $635.92
Dinner Trans 41 20 54 38 42 36

Sales $383.38 $165.85 $697.96 $316.90 $384.47 $442.37
Day Total Trans 92 80 101 108 110 82

Sales $974.56 $812.95 $1,180.90 $981.65 $1,137.49 $1,190.26
Friday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 24 16 20 34 24 23

Sales $90.79 $90.13 $137.42 $188.32 $154.42 $126.70
Lunch Trans 40 37 55 47 41 37

Sales $620.26 $436.35 $776.36 $670.53 $524.82 $411.32
Dinner Trans 28 40 47 31 47 37

Sales $550.56 $472.84 $603.93 $501.70 $467.78 $420.31
Day Total Trans 92 93 122 112 112 97

Sales $1,261.61 $999.32 $1,517.71 $1,360.55 $1,147.02 $958.33

13: Sales & Transaction for Weeks 1 through 6 (Monday through Friday)
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14: Sales & Transaction for Weeks 1 through 6 (Saturday, Sunday & Total)

Saturday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 20 23 16 24 26 16

Sales $180.26 $231.80 $102.15 $164.52 $224.29 $104.66
Lunch Trans 27 32 28 30 28 17

Sales $352.26 $547.15 $434.55 $409.01 $443.84 $173.45
Dinner Trans 29 42 37 47 25 27

Sales $438.90 $455.03 $388.05 $330.27 $544.08 $262.97
Day Total Trans 76 97 81 101 79 60

Sales $971.42 $1,233.98 $924.75 $903.80 $1,212.21 $541.08
Sunday Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 7 8 5 11 11 14

Sales $56.47 $68.82 $51.05 $91.78 $75.62 $120.44
Lunch Trans 14 16 21 18 13 11

Sales $187.29 $190.00 $386.64 $234.67 $206.84 $147.18
Dinner Trans 13 27 29 37 15 20

Sales $242.70 $268.17 $269.62 $347.24 $230.72 $308.20
Day Total Trans 34 51 55 66 39 45

Sales $486.46 $526.99 $707.31 $673.69 $513.18 $575.82

WEEK TOTALS: Week 1 Week 2 Week 3 Week 4 Week 5 Week 6
Breakfast Trans 122 125 100 147 148 130

Sales $811.17 $707.58 $661.17 $964.16 $968.91 $745.44
Lunch Trans 255 238 236 227 195 169

Sales $3,638.32 $3,290.15 $3,223.44 $3,227.95 $2,853.66 $2,221.81
Dinner Trans 177 232 279 262 263 221

Sales $2,270.49 $2,420.55 $2,890.65 $2,607.08 $2,860.80 $2,421.32
Trans 554 595 615 636 606 520
Sales $6,719.98 $6,418.28 $6,775.26 $6,799.19 $6,683.37 $5,388.57

$12.13 $10.79 $11.02 $10.69 $11.03 $10.36

GRAND 
TOTAL:




