Strategic Analysis of Systemic
Operational Equilibrium: Integrating
Jacob Zwack’s Liquidity Logic within the
Inspire Brands Innovation Ecosystem

The contemporary landscape of the North American restaurant industry is currently defined by
an aggressive and nearly absolute shift toward technological consolidation and the
centralization of operational intelligence. At the vanguard of this movement stands Inspire
Brands, a multi-brand entity that has redefined the traditional franchise model through a
proprietary shared-services framework and an uncompromising commitment to digital
transformation. Founded in 2018, Inspire Brands has expanded its footprint to include over
33,000 locations globally, encompassing iconic names such as Arby’s, Buffalo Wild Wings,
Baskin-Robbins, Dunkin’, Jimmy John’s, and SONIC. This rapid expansion is underpinned by a
vision to invigorate great brands by leveraging an enterprise-scale platform that facilitates
technological extensibility and operational synergy. The organization’s success in achieving over
$32.6 billion in global system sales in 2024 is largely attributed to its ability to synchronize
disparate operational functions into a cohesive, data-driven ecosystem.

However, as the organization moves beyond the initial phase of brand acquisition and into a
phase of deep operational optimization, a critical strategic tension has emerged. While current
internal projects focus on high-level "point solutions"—such as robotic fryers, automated
scheduling, and Al-driven order throttling—there remains a strategic opening for a holistic
management philosophy that can synthesize these tools into a unified human-centric flow. This
is the juncture where the concept of Orchestrating Equilibrium, proposed by Jacob Zwack, gains
its highest relevance. Zwack, a hospitality professional with over a decade of high-volume
operational experience, brings what he terms a "bartender’s perspective" to the problem of
corporate efficiency. His framework, known as Liquidity Logic, suggests a systemic approach to
harmonizing the multifaceted elements of hospitality management by treating the flow of
business data and physical orders with the same physics applied to fluid dynamics and
geographical engineering.

The central inquiry is whether the frameworks developed by Jacob Zwack offer a novel
contribution to the operational excellence of Buffalo Wild Wings and Inspire Brands, or if these
organizations are already implementing such models internally. Evidence from internal
leadership structures suggests that while the vocabulary of "equilibrium" is not currently
standard, the objectives are a primary focus of the Operations Innovation team led by Vans
Nelson and the technology division under CTO Yasir Anwar. To understand the potential
integration of Zwack’s work, one must conduct an exhaustive evaluation of the existing Inspire
Brands infrastructure against the specific metaphorical and technical pillars of the Liquidity Logic
framework.

The Structural Architecture of Inspire Brands: Shared



Services and Centers of Excellence

Inspire Brands operates through a Center of Excellence (CoE) model, which serves as a
centralized engine for innovation and support across its diverse portfolio. This model is
designed to provide brands with industry-leading capabilities in demand generation, supply
chain management, and restaurant technology that would be difficult to sustain as independent
entities. The strategic rationale for this structure is the belief that a unified technology-enabled
platform drives enhanced value for franchisees and stakeholders by capturing the collective
scale of the entire enterprise.

The digital transformation strategy at Inspire Brands is predicated on the integration of a
best-of-breed martech stack that streamlines content and customer relationship management.
Central to this effort is The Vault, a Digital Asset Management (DAM) system powered by
Bynder, which acts as the system of record for assets across all sub-brands. This centralized
repository allows the organization to localize content for nearly 60 global markets without the
excessive costs associated with redundant production.

Core System Technology Partner Operational and Strategic
Impact

Digital Asset Management Bynder "The Vault" ensures multi-brand

(DAM) consistency and global
localization.

Customer Relationship Salesforce Integrated guest data for

Management (CRM) personalized demand
generation and loyalty.

Content Management System [Contentful Streamlined syndication of

(CMS) brand-specific content across
digital platforms.

Identity and Access Okta Secure application integration

Management using SAML 2.0 and OAuth 2.0

rotocols.

Order & Capacity Management [Olo Automated throttling and
ML-based quote times via
OrderReady Al.

This technological cohesion is vital for operational stability, particularly during high-traffic periods
such as the "lunch rush." The leadership at Maverick Studios, Inspire’s in-house creative
agency, emphasizes that errors in the digital product team can lead to immediate and
substantial revenue loss if not managed through integrated, resilient systems. By uniting these
sub-brands under a single technological roof, Inspire Brands has broken down traditional silos,
empowering teams to accelerate time-to-market and maximize return on investment (ROI). To
sustain this high level of technological sophistication, Inspire Brands has established a Global
Support Center in Hyderabad, India, dedicated to developing new capabilities in data science,
automation, cloud computing, and eCommerce. The center also hosts an innovation lab
designed to collaborate with startups on solutions for workforce management, loyalty systems,
and productivity optimization, indicating a structural appetite for external ideas that can be
scaled across the portfolio.

The Liquidity Logic Framework: Deconstructing the



Bartender’s Metaphor

Jacob Zwack’s Liquidity Logic is not merely a collection of operational tips but a comprehensive
workflow framework that uses the geography of the Mississippi River and the mechanics of
bartending to explain business efficiency. The framework focuses on transforming unmanaged
"floods" of data and orders into a controlled, hydroelectric power source for a company. Zwack
posits that corporate flow is often "on the rocks" because leadership views bottlenecks as
people problems rather than structural riverbed issues.

The 14-Dam Gauntlet: The Internal Operations Layer

Zwack compares the stretch of the Mississippi River between Lake ltasca and the Twin
Cities—which contains 14 structural dams—to a company’s Internal Operations layer or "Middle
Management Gauntlet". In this framework, a dam is not intended to stop the flow, which creates
a stagnant pond and "dead fish" (lost revenue), but to regulate it. These 14 checkpoints ensure
the "water level" (operational capacity) remains high enough for "big barges" (high-ticket clients)
to navigate the system successfully.
Mississippi Dam Metaphor Corporate Workflow Dam Operational Function and
Failure Risk
Headwaters (Clear) Sales Intake The initial "pour." Failure leads
to incorrect guest expectations.
Dam #2 Lead Qualification Straining out the "pulp." Failure
causes resource waste on
low-ROI tasks.
Dam #3 Data Verification Ensuring the "recipe" (order
details) is accurate and
executable.
Dam #4 Inventory Management Checking back-bar stock.
Failure leads to outages during
eak events.
Dam #5 Credit Approval The business "ID Check."
Prevents bad debt and financial
drag.
Dam #6 Order Processing 'Shaking the cocktail." The core
labor-to-product transformation.
Dam #7 Quality Control The "straw test." Ensures
product meets brand standards
before service.
Dam #8 Packaging Adding the "garnish." Critical for,
the takeout and delivery
experience.
Dam #9 Logistics Routing Choosing the right "glassware"
(delivery partner or internal
staff).
Dam #10 Shipping Placing the drink on the
coaster. The final hand-off to




Mississippi Dam Metaphor Corporate Workflow Dam Operational Function and
Failure Risk

the guest.

Dam #11 Tracking/Reporting Monitoring the "sip." Real-time
visibility into the guest journey.

Dam #12 Billing Closing the tab. Measuring
cash-flow velocity and payment
SUCCESS.

Dam #13 Customer Feedback Checking the "taste." Capturing
sentiment to inform future flow.

Dam #14 Retention Inviting another round. Driving
long-term guest lifetime value.

The critical insight offered by the 14-dam structure is the Backwater Effect. If Dam #4
(Inventory) is wide open but Dam #5 (Credit Approval) is shut tight, the system overflows,
grounding the sales team in "mud". In a restaurant context, if the kitchen is firing orders at
maximum speed but the expo station or delivery drivers are unavailable, the "water" rises, food
quality drops, and the ROl is washed away.

The Speed Pourer Strategy: Automation and Bottleneck Resolution

The Speed Pourer Strategy addresses the physical and digital bottleneck, defined by Zwack as
the narrowest part of a transition where liquid (or data) moves from the reservoir to the
deliverable. In a manual bar system, tilting a bottle too fast without a regulator causes a
"glug-glug" effect—an uneven, splashing flow that wastes product. In corporate terms, this is a
manual entry system where employees "splash data all over the counter," leading to waste,
inconsistency, and a Snowball Effect.

Zwack’s resolution is the implementation of digital speed pourers. Through automation, the
air-to-liquid ratio of company data is regulated so that the flow is metered and measured,
regardless of the "tilt" (volume of demand). This prevents the spring rise of backlogs from
becoming an unmanageable avalanche of customer service inquiries. By automating these 14
dams, Zwack aims to transform the business into a hydroelectric power source, where the
friction of the process generates analytics rather than heat.

Investigating Internal Equivalents: Vans Nelson and
the Operations Innovation Team

To answer whether Buffalo Wild Wings is already working on these concepts, one must look to
the Senior Leadership Team, specifically Vans Nelson, the Senior Vice President of Operations
Innovation. Nelson, a veteran of more than 13 years at Arby’s and Inspire, has been
instrumental in developing the Operations Complexity Model and Brand Labor Models. These
models are the closest internal equivalent to the "Orchestrating Equilibrium" concept.

The Operations Complexity Model is a data-driven tool designed to evaluate the limits of
restaurant capacity. It seeks to quantify how many menu items can be added before kitchen
throughput degrades and to find the optimal ratio of service staff to guest volume. This model
functions as the mathematical "hardware" of equilibrium, answering the quantitative "how many'
of operations. However, as the research indicates, it lacks the "operating system"—the



overarching management philosophy that Zwack’s proposal provides—to harmonize these
metrics into a daily culture for the 650,000 team members in the field.

Internal Project Purpose Alignment with Zwack’s Model
Operations Complexity Model [Quantifying throughput limits.  [Mathematically identifies the
'height" of the dams.

Brand Labor Models Optimizing staff levels per Addresses the synchronization
guest. of labor and demand.
Alliance Kitchen Multi-brand ghost kitchen. Demonstrates "Shared Service"
dam regulation.
Flippy Wings ("Wingy") Al frying robotics. Serves as a mechanical

'Speed Pourer" for volume.
While Nelson’s team builds the models, the implementation often focuses on "point solutions,"
such as handheld devices in higher-wage states to offset costs or Al-powered robotics to
increase capacity. These projects represent the technical components of a balanced system, but
they are often siloed from the human-centric "bartender’s logic" that considers the synchronous
delivery of food and drink in a stadium atmosphere like Buffalo Wild Wings.

The Predictive Shift: CTO Yasir Anwar and Al-Driven
Orchestration

A critical component of maintaining operational equilibrium is the transition from reactive
management to predictive orchestration. CTO Yasir Anwar has articulated a vision for a shift
from "existing transactional reporting to more predictive trend analysis". Traditional management
is historical; it tells a general manager that labor was too high yesterday. An equilibrium-based
model, consistent with Anwar’s DIET (Disruption, Innovation, Enablement, Transformation)
focus, is inherently predictive.

This vision is operationalized through partnerships with technology providers like Olo. Buffalo
Wild Wings utilizes Olo’s capacity management tools, specifically Orders-in-Progress Limits and
OrderReady Al.

Olo Capacity Management and "Orders-in-Progress" Limits

Olo’s throttling strategies provide a technical implementation of the "regulation” proposed in
Zwack’s framework. The Orders-in-Progress Limits strategy reserves kitchen capacity for the full
duration of an order's preparation time, eliminating the "waves" of orders that hit the kitchen
during traditional 15-minute windows.
e Lead Time Inflation Logic: When a restaurant reaches its limit, the system automatically
inflates the quoted ready time: Quote = Standard Make Time + Wait Time for Capacity.
e Precision Firing: ASAP orders placed during high volume are held in a queue and only
"fired" to the KDS once capacity is freed, ensuring a consistent rolling flow of labor.
e OrderReady Al: This machine-learning solution analyzes historical data to provide more
accurate quote times than manual inputs, resulting in a 20% lift in lead-time accuracy and
a 50% reduction in manual extensions in brands like P.F. Chang's.
The existence of these tools suggests that Buffalo Wild Wings and Inspire Brands are indeed
working on the technical "how" of capacity management. However, the "bartender’s perspective"
remains a missing link that connects these digital signals to the physical reality of a sports bar



where table management, long dwell times, and synchronized deliveries create a high-stakes
data science problem that goes beyond simple order throttling.

Operational Fragmentation and the Integrity of Metrics

A profound insight derived from the research into Buffalo Wild Wings is the existence of
Operational Fragmentation. While the organization is rich in data and tools, it faces a challenge
in the standardization of operating procedures across its diverse brands. This fragmentation can
lead to a "second-order" problem: the desperate manipulation of metrics by restaurant-level
management.

The "Pre-Bumping"” Crisis

Legal and operational documentation highlights allegations of "pre-bumping" kitchen tickets at
the store level. "Pre-bumping" is the practice of marking a kitchen ticket as "complete" on the
KDS before the food is actually ready, for the sole purpose of artificially inflating Speed of
Service metrics. This systemic manipulation of data constitutes internal control fraud.

The implications of this practice are severe, particularly as Inspire Brands reportedly prepares
for a $20 billion Initial Public Offering (IPO). Systemic metric fraud can be construed as a
material misrepresentation of operational efficiency, a key driver of valuation. Jacob Zwack’s
"Orchestrating Equilibrium" proposal directly addresses this by providing a framework that
manages the "digital cognitive load" on staff. By maintaining a true equilibrium, the pressure to
"cheat the system" is removed, replaced by a sustainable balance of human energy and guest
demand.

The Human-Centric Advantage: Labor Sustainability
and Culture

Inspire Brands CEO Paul Brown has emphasized that leadership in the post-pandemic era must
focus on attracting top talent and strengthening culture. The hospitality industry is facing a
historic staffing crunch and high turnover rates, making the concept of "equilibrium" a vital
recruitment and retention tool.

Labor as a Non-Programmable Resource

In traditional operations management, employees are often viewed as programmable resources
to be allocated efficiently. However, Jacob Zwack’s experience as a Shift Manager and
Bartender—noted for his top 5% district ranking in rewards attachment and national recognition
for innovation—offers a more nuanced perspective. A restaurant constantly in "disequilibrium”
(over-staffed or under-staffed) causes burnout and profit loss.

An operational model based on equilibrium prioritizes a workplace that is sustainable for the
650,000 team members in the field. Chief People Officer Natalie Rothman is tasked with
strengthening this culture, and a systemic management philosophy that "orchestrates" labor and
demand rather than just "cutting hours" aligns with this mandate.



The Maverick Requirement: Innovation from Within

Landing a corporate role at Inspire Brands requires alignment with their cultural values,
specifically the Maverick behavior—defined as doing what has never been done before. The
organization values "achievers" who "always seek to find a better way forward".

Jacob Zwack’s profile as a bartender-turned-innovator who uses group imagination and
storytelling to propose systemic alternatives fits the Maverick persona. Maverick Studios,
Inspire’s internal agency, recently won "In-House Agency of the Year" by bringing brand visions
to life faster and cheaper than external partners, proving that the organization rewards
unconventional, internally generated solutions.

Attribute LJacob Zwack Profile Inspire Brands Cultural

Alignment

Core Philosophy Liquidity Logic / Equilibrium Operations Innovation.

Behavioral Type

Maverick / Executive Jokester

'Maverick" behavior trait.

Strategic Tool

Digital Speed Pourers

The Vault / DAM Integration.

Industry Goal

Systemic Operational Balance

'DIET" of Disruption &

Innovation.

Track Record

Performance

Consistent Top 5%

Focus on high-growth,
distinctive brands.

Competitive Synthesis: Buffalo Wild Wings vs.

Wingstop

A critical factor in Buffalo Wild Wings’ survival is its ability to differentiate itself from fast-casual
disruptors like Wingstop. Wingstop operates a simpler, lower-complexity model focused
primarily on take-out and delivery, which allows it to maintain higher margins with lower labor
needs. BWW, conversely, is a "casual-dining juggernaut” that manages high-touch dine-in, a
bar, and take-out synchronously.

Strategic Brand
Feature

Buffalo Wild Wings
(Inspire)

\Wingstop (Competitor)

Implication for
Equilibrium

Model Complexity

High (Multi-channel +
Bar)

Low (Off-premise
focus)

BWW needs a
sophisticated model.

Average Unit Volume

All-time high in 2024.

Consistently growing

BWW must translate
AUV into margin.

Guest Experience

Social, Interactive,
Stadium

Transactional,
High-speed

BWW must differentiate
on "atmosphere”.

[Technology Integration

Enterprise-scale
Shared Platform

Brand-specific digital
stack

BWW leverages "The
Vault" for scale.

Buffalo Wild Wings cannot win by being "simpler" than Wingstop; it must win by being "smarter

in how it manages its inherent complexity. This is exactly the problem solved by Zwack’s
"Orchestrating Equilibrium" case study. It provides the intellectual architecture to pierced the
"Complexity Ceiling"—the point where adding digital channels degrades kitchen
performance—by creating a "unified vision" that can be standardized across the portfolio.

Data Integration and the Authority of the Real Estate




Metaphor

Jacob Zwack further establishes the authority of his framework through his experience as a
Realtor at mnbyjz.com. He draws a parallel between real estate's Multiple Listing Service (MLS)
and corporate data liquidity. In real estate, relying on public sites results in "stagnant
water"—data that is days old. True liquidity depends on the accuracy of the source and direct,
real-time data feeds.

Zwack’s pitch is to "MLS-ify" internal tracking at Inspire Brands. Every "lock and dam" in the
14-step corporate process should be a live data point, integrated much like an invite-only MLS
portal. This approach aligns with the technical frameworks already in place at Inspire, such as
the localization logic within "The Vault" and the predictive analytics focus of CTO Yasir Anwar.
For example, data from Salesforce regarding a high volume of loyalty guests expected on a
Tuesday night could be integrated into the equilibrium model to adjust labor and kitchen
throughput targets automatically.

Assessment of Technical Implementation
Opportunities

For a career transition or the utilization of Zwack’s proposal, several specific technical avenues
within Inspire Brands should be considered.

Integration with the Martech Stack and "The Vault"

The "equilibrium" model could be implemented as a specialized layer within the existing martech
stack. By integrating real-time guest demand data from Salesforce and Contentful into a
store-level "equilibrium dashboard," Inspire could provide General Managers with a visual tool to
monitor their restaurant’s "energy levels".

Leveraging the Hyderabad Innovation Lab

The Hyderabad center is already collaborating with startups on workforce management and
productivity optimization. A "proof-of-concept” for an Al-driven dashboard that visualizes the
"equilibrium state"—the balance of staff, menu complexity, and incoming digital orders—would
be a direct match for the lab's current R&D activities.

Solving Operational Fragmentation

Zwack’s proposal addresses a recognized problem: the standardization of operating procedures
across diverse brands like Dunkin’ and Buffalo Wild Wings. A unified equilibrium framework
could be the "extensible capability" that allows Inspire to manage a casual-dining brand and a
QSR brand with the same strategic DNA.

Strategic Recommendations for Jacob Zwack’s
Proposal



The evidence confirms that Jacob Zwack is solving a recognized and high-priority problem
within Inspire Brands and Buffalo Wild Wings. The organization is rich in technology but lacks a
systemic, unified framework to maintain operational equilibrium in a highly complex
environment.

To maximize the impact of the proposal and achieve the stated career objectives, the following
strategic recommendations are provided:

e Target Senior Operations Leadership: The primary champion for this proposal is Vans
Nelson (SVP, Operations Innovation). The framework should be presented as a
methodology to enhance the existing "Operations Complexity Model" by adding a
qualitative, human-centric layer.

e Frame the Proposal as a "Systemic Operating Model": Inspire Brands does not need
more point-solution "apps." The proposal should be positioned as the "missing link" or the
"operating system" that connects guest demand (Salesforce), operational capacity
(Complexity Models), and consistent experience.

e Leverage the "Maverick" Identity: Positioning the "Orchestrating Equilibrium" model as
a Maverick-led strategic initiative aligns with the cultural standard set by Maverick
Studios. This signals to the hiring team that the candidate is an "achiever" who can find a
better way forward.

e Address the "Pre-Bumping” Risk: The framework should be explicitly framed as a
solution to ensure metric integrity and SOX compliance as the organization prepares for
an IPO. Maintaining true equilibrium removes the management desperation that leads to
metric fraud.

e Focus on Labor Sustainability: Highlight the model’s impact on recruitment and
retention. An "equilibrium" workplace is a powerful cultural asset that supports Chief
People Officer Natalie Rothman’s mission to strengthen culture during a staffing crunch.

Conclusion

The investigation into the case studies and proposals developed by Jacob Zwack reveals a
profound alignment with the current and future strategic needs of Inspire Brands. While internal
teams at Buffalo Wild Wings are already working on the quantitative components of operational
efficiency—such as capacity limits and labor models—they currently lack the systemic
management philosophy required to unify these tools into a high-performance ecosystem.
Jacob Zwack’s unique "bartender’s perspective," supported by his "Liquidity Logic" and
"Orchestrating Equilibrium" frameworks, offers a pragmatism and systemic harmony that
top-down engineering models often overlook.

By translating the physics of liquidity and the engineering of the Mississippi into a hospitality
management theory, Zwack has provided the intellectual architecture for the next phase of
Inspire Brands' growth. The transition from a collection of iconic brands to a truly balanced,
intelligent ecosystem will be the defining competitive advantage of 2025 and beyond. The
likelihood of the "Orchestrating Equilibrium" proposal serving as a successful entry point for a
corporate role is exceptionally high, provided it is directed toward the appropriate Centers of
Excellence and framed as a solution for complexity management and operational
standardization. Jacob Zwack is not merely a job applicant; he is a Maverick who can ignite and
nourish flavorful experiences for millions of guests and 650,000 team members worldwide.
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