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SMALL, NEAT, AND NIMBLE:  
SMALL SITE FOOD SOLUTIONS
There are many important considerations to take into account when it comes to solving for food  

service needs in smaller locations. Discounting these factors can result in a continued headache for  

the individuals overseeing these operations and dissatisfaction for patrons of smaller locations.

In order to implement a food service program that is right for your business needs and helps attract and 

retain the best talent, you first need to decipher what exactly it is you are looking to solve for and take 

into the complicating factors that come along with managing small sites. The majority of which are as 

follows:

THE COST 
OUTWEIGHING 
THE POTENTIAL 

BENEFIT

DO I NOT HAVE 
A CRITICAL 

MASS OF 
PEOPLE HERE?

HAVES 
AND THE 

HAVE NOTS 
DILEMMA

THE GUEST 
RESTAURANT 

CONCEPT

ONE SIZE 
DOES NOT  

FIT ALL

Let’s take a deeper dive into each of these points as we are sure they will ring familiar  

to those looking to solve for food services in smaller locations.

THE COST OUTWEIGHING THE POTENTIAL BENEFIT
The right solution for small format venues has so far been unreachable for food service  

providers. Concepts often have too little to offer, decreasing employee engagement,  

or they try to do too much, resulting in high operating costs and poor speed  

of service. The thoughts process is that you have to subsidize in order to  

give satellite locations the same type of food service offering as the 

larger locations, but is that still true?
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DO I NOT HAVE A CRITICAL MASS OF PEOPLE HERE?
A good rule of thumb in the contract food service industry is that you cannot have the potential to run a 

full-service café operation on a profit & loss basis without at least 1,000 people on site at a location. There 

are caveats that come with this rule, as well factors such as sales mix (café vs. catering spend on a monthly 

basis) and hours of operation (more shifts costs more money to staff and provide services for those 

guests). It is often hard to grasp that if you have 700–800 people on site at a location, why can you not 

have a food service operation that pays for itself? The answer is you could, but not in the traditional sense. 

This is where micromarkets have come in. They have made an impact on small facilities that could not have 

a café that pays for itself. They also provide an upgrade from traditional vending machines. 

HAVES AND THE HAVE NOTS—THE HQ DILEMMA
Having either worked in or walked through a good portion of the Fortune 500 headquarters locations in 
the United States, we can say with a fair amount accuracy that a great deal of time, money, and thought 
that has gone into the planning and architecture of each of these headquarter buildings and campuses. 
In many cases, We are in awe of the design elements and finishes as we walk through these corporate 
pearly gates. Unfortunately, we do not get that same feeling as we walk through the satellite or field 
locations associated with the prominent enterprise's headquarters. 

In most cases, through no fault of their own, these outlying locations are not in the best shape and 
send a very different message to the employees working on site than the one being received by those 
working in the main office. This also holds true when it comes to food service operations. One of the most 
demoralizing things that can take place in an organization is for an organizations employees to travel and 
see how the other half lives—the other half of their own company, that is. More often than not, cost dictates 
what amenities a location has available to its associates. This can vary greatly by geographical location or 
depending on where senior officers within the organization are located. 

Food services is part of an employee amenity equation that ultimately fuels employee engagement, for better or worse. 

Compared with the other companies studied, those that invested most heavily in employee experience were included: 

28 TIMES 
AS OFTEN 
among Fast Company’s Most  

Innovative Companies 

11.5 TIMES 
AS OFTEN 
in Glassdoor’s Best Places to Work

2.1 TIMES 
AS OFTEN 
in Forbes’s list of the World’s  

Most Innovative Companies

4.4 TIMES 
AS OFTEN 
in LinkedIn’s list of North America’s  

Most In-Demand Employers

AND TWICE 
AS OFTEN 
in the American Customer Satisfaction Index. 

(Harvard Business Review)
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Convenience 
Pricing

Population 
Access (5 min.)

Offering 
Preferences

Participation 
Average Check

Sales 
Subsidy

CONVENIENCE

The convenience of the food service operation is 

a key driver. The single reason why a consumer 

doesn’t use a food service operation is the  

length of wait time.

PRICING

On-premise business dining programs are more 

sensitive than their retail counterparts by far. 

As pricing goes down, subsidies increase and 

participation rises.

POPULATION

The size of the on-site population drives sales 

volume and the relationship between the ability to 

recover labor, direct costs, and efficiencies of scale.

ACCESS

According to the Society of Hospitality & Food 

Service Management, even quality operations 

more than a five-minutes food commute from 

the work station will be dramatically diminished 

in participation. Proximity to other offerings 

elsewhere is also key.

OFFERING

Environment, food quality, and experience create 

a place people choose to be and vote with their 

feet, and their dollars. 

PREFERENCES

For the right cuisine, authenticity, and variety, 

knowing your customer is critical.

PARTICIPATION

The historic trend of measuring lunch participation 

is now flawed, as lifestyles and work styles have 

changed. The most appropriate measurement is 

"How many of your employees does the program 

get to in any one day?"

AVERAGE CHECK

This is the tolerance of the consumer of what they 

are prepared to pay in exchange for the overall 

experience vs. what the employer is prepared  

to subsidize.

SALES 

A $10 meal is still a $10 meal, wherever you choose 

to take it. If you want the consumer to pay just $5.00, 

then the remaining $5.00 needs to be collected 

without the quality of the food being diminished.

SUBSIDY

When employees pick up the entire tab, participation 

goes down as they find less costly alternatives, such 

as a cheese sandwich from home. As employer 

subsidy goes up, participation rises. In the case of 

free food programs, participation typically exceed 

120 percent.

THE COMPLEXITY EQUATION
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NON-TRADITIONAL SOLUTIONS:  
THE RISE OF MICROMARKETS AND FOOD TRUCKS
Micromarkets and food trucks have been a source of great innovation over the last decade or more. 

Smaller locations without a critical mass big enough to warrant a full-scale café have had the ability to 

work with organizations to install micromarkets. This has been perceived as a good middle-ground move, 

an upgrade from a vending-only solution. Similar results can be drawn from locations that organize the 

food truck rallies on either on a permanent or fixed date basis. ("The Food Truck Industry to Grow from 

$615M to $2.7B in 5 Years"—Mobile Cuisine)

Let's take a look at some of the common pros and cons from each  
from service solution.

MICROMARKETS

PROS: 
 • Allows for an expanded food service  

offering in locations deemed too small  

for a full-service café operation

 • Minimal client investment given the ability to be 

able to meet population and sales thresholds

 • Fresh sandwiches and salads protected  

in temperature controlled refrigerators  

and freezers

CONS:
 • Usually unsuccessful in replacing a legacy café 

location due to being viewed as a takeaway

 • No on-site presence to handle catering  

or client specific needs

FOOD TRUCKS

PROS:
 • Offers a great variety as a complement  

or main source of food service

 • Authentic food concepts and menu items

 • No client infrastructure needed

CONS:
 • Schedule, timeliness, and flexibility can  

be a concern 

 • Permitting and sanitation issues are not  

as evident or transparent

 • Weather impacts service capability
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THE GUEST RESTAURANT CONCEPT
Guest restaurants in corporate dining are a concept Aramark 

has helped pioneer over the past decade. They are a great way 

to break up the monotony of the "same old, same old" feeling 

that guests can walk away with even in the best of service 

offerings. They are new, exciting, and a branded solutions 

to create excitement within the four walls of your corporate 

dining facility. Not every local restaurant can be a guest 

restaurant though as there are insurance and health department hurdles to clear. Larger locations are able to 

manage all of the moving parts of this process, but this concept may put a strain on smaller sites with limited 

resources to begin with. That's where Fooda comes in! So what is Fooda?

Fooda is an organization that manages all of the guest restaurants that come into your workplace. They 

take care of all of the scheduling, vetting of the potential guest restaurants, as well as setting up their 

own ways of collecting payment electronically. The concept is currently available in Boston, New York 

City, New Jersey, Chicago, Philadelphia, Atlanta, Dallas, Los Angeles, and Nashville.

SAMPLE MENU*:
DAILY SPECIALS FROM FAVORITE LOCAL RESTAURANTS

WEEK 1 WEEK 2 WEEK 3 WEEK 4

MON.

TUE.

WED.

THU.

FRI.

*Samples of menu for local restaurants provided by the market.
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WORKS BEST IF YOU DESIRE:

A no-cost, quickly 
deployable drop-off 
solution that targets 

buildings with a 
population of 

650 – 1,200

Revolving local 
restaurant partnerships 

that offer daily hot 
food when there is  

no café

To add variety to  
an existing café 

The concept delivers a fresh lunch, assembled to order for you, on a flexible schedule with typical 

participation rate of 10 – 15 percent. Average check of $9.83 (Fooda meal $8.33, separate beverage $1.50, 

actual menu price can vary by geography). No employer cost based on the required $500 daily sales 

(without beverage), otherwise program must be subsidized by employer to that level.

ONE SIZE DOES NOT FIT ALL!
Subsidized cafés, micromarkets, Guest Restaurants, and vending are all great solutions, but for obvious 

reasons one size does not fit all. It would be hard to justify a "vending only" solution for a population of 

500+ or a micromarket for 100 associates without significant cost bearing by an enterprise. Below is a 

chart that can be used as an outline for what works best in a given population scenario:

SMALL-SITE SOLUTIONS SELECTIONS MATRIX

NOTICE ANYTHING ON THE MATRIX THAT LOOKS UNFAMILIAR?

Small Site- Solutions Selection Matrix

3

MicroMarket Daily  
Restaurant  
Delivery

Small café  
Destination

Snack,  beverage 
and  packaged

cold  food

Trendy  
restaurant  

lunch

Most hot food  
options, including  

breakfast

Hot food Lunch  
Entrees

 

24hr.Self-check-out  

Food from favorite  
restaurants



Breakfastservice 

Made-to-order  
meals 

Variety of healthy  
choices 

Anticipated Cost
No Cost.

Populationand  
Monthly sales  

Minimum

No Cost  
provided  daily 
Sales  minimum

met ($500)

White box prep.  
Monthly sales  

minimum  ($TBD)

Av. Participation 5-10% 15-20% 30-40%

Days to build-out 60 Metro Location 
specific

145

1200–
750

749 - 400

<400

Building  
population

No annual cost solution Options with Moderate Subsidy

Consumer Optimized Solutions  by Population Solutions include increasing service levels based on  dedicated 
space, attended stations and depth of hot food  options.

Potential Zero Cost Solution        Options with Moderate Subsidy
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MEET TRUE EATS!
SO WHAT EXACTLY IS TRUE EATS?
TRUE EATS IS A RIGHT-SIZED CAFÉ SOLUTION FOR SMALLER WORKPLACE POPULATIONS. 

It's an on-site, highly efficient branded café that offers hot and cold, fresh, wholesome, healthy, made-for-you 

foods as well as meal solutions during off-peak hours with self-checkout and pay technology.

HIGHLIGHTS OF THE CONCEPT:

No exhaust hood  

system required

No cashiers:  

all self-checkout

Convenient order/ 

pay kiosks

The ability to operate in 

rural areas since all food 

is prepped on site

24/7 Micromarket 

during off-peak  

service hours

Solves for not having hot 

food or salad bar in a 

traditional micromarket

Coke Freestyle and 

Starbucks Interactive 

Digital Brewing machines 

Menus includes 

breakfast sandwiches, 

flatbreads, salads, hot 

sandwiches, soups,  

and chili
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WORKS BEST IF YOU DESIRE:

A potential P&L café 
solution targeted at 
populations of 750 

to 1,200 or a reduced 
subsidy solution for 
locations with under 

750 people.

Multiple hot and/
or health-influenced 
breakfast and lunch 
options that drive 
participation more  

than 30%

A more permanent 
built-in café for all day 

parts with a greater 
variety and selections 

along with 24-hour  
self-serve options

Deciding on the food service program is a highly personal choice reflective of the workplace culture 

your enterprise is looking to instill in your associates. This begs the question, do you know what your 

workplace culture is, or what other leading organizations are accomplishing? Do you need Insight? 

The first 25 to respond back will receive a free 
copy of Jacob Morgan’s new book The Employee 
Experience Advantage.

Whatever path you choose for your employees at any of your locations, 

large or small, we can help. The SCAN team is comprised of industry 

experts with more than 50 years of food service experience. Let us show 

you the insights and innovation that will impact the everyday of your 

associates! Want to find out more? 

FEEL FREE TO CONTACT ME FOR MORE DETAILS.

—Bob Kloeckner 
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Email: Kloeckner-Bob@aramark.com  www.linkedin.com/in/bob-kloeckner-3396293

Bob Kloeckner has been in the food service industry for 24 years and with Aramark 
for 17 years. In his career with Aramark, Bob has had the privilege of operating at 
multiple company headquarters in and around the Chicago area. He now holds 
the position of Vice President of Client Engagement for Aramark’s business dining 
division. Bob specializes in assisting his clients on their journey to customer 
advocacy through sharing insights and industry best practices, providing a pathway 
to improved client retention and mutual vertical growth. Bob is a member of the 
Society for Hospitality & Foodservice Management (SHFM), coordinating their local 
Chicago committee, and sits on various SHFM planning boards. He is also a member 
of the Future of Work community.
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