Optimizing Production Equilibrium: A
Strategic Analysis of Capacity
Constraints and Digital Throughput in
Buffalo Wild Wings Operations

The contemporary casual dining ecosystem is currently navigating a period of profound
structural transformation, characterized by the convergence of traditional dine-in service and an
essentially unconstrained digital storefront. For high-volume brands such as Buffalo Wild Wings,
this "omnichannel" reality often exposes a critical friction point: the disparity between the infinite
intake of online ordering platforms and the finite physical capacity of the kitchen environment.
When a Point of Sale (POS) system, such as the NCR Aloha platform utilized by Buffalo Wild
Wings, is configured to provide a static 15-minute promise time without consideration for
real-time kitchen load, it initiates a systemic operational failure known as the "snowball effect".
This phenomenon is not merely an inconvenience but a fundamental breakdown in the
production queue, where the accumulation of delayed orders leads to 90-minute ticket times,
compromised food quality, and a catastrophic degradation of the dine-in guest experience.

The Mathematical Reality of Production Constraints

To identify a "cure" for the takeout overwhelming the store, one must first conduct a rigorous
quantitative audit of the station that serves as the primary production bottleneck: the fry station.
Buffalo Wild Wings' operations are anchored by the fry station, which must accommodate the
bulk of the brand's core menu items, including boneless wings, traditional wings, and an
extensive array of appetizers and sides. The physical limitations of these assets are fixed by
physics and corporate safety protocols, creating a hard ceiling on throughput that digital
algorithms often ignore.

Quantitative Modeling of Wing Production Throughput

The production capacity of a standard Buffalo Wild Wings kitchen can be modeled by analyzing
the cycle times and unit capacities of the fryer vats. Per operational parameters, a single fryer
vat can accommodate up to 60 wings. However, the temporal requirements differ significantly
between product lines. Boneless wings require approximately 6.5 minutes of cook time, while
traditional wings require a minimum of 12 minutes. Furthermore, corporate policy necessitates a
two-person protocol for traditional wing "drops" or "drips," introducing a labor-dependent latency
that restricts the frequency of production cycles regardless of vat availability.
The throughput rate (T) for any given item can be expressed as:
Where:

e N is the number of units per vat (60).
V is the number of vats allocated.
C is the cook time in minutes.
L is the labor-induced latency (setup and drop time).



Item Type

Units Per Vat (N)

Cook Time (C)

Vats Allocated (V)

Hourly Throughput
(Theoretical Max)

Boneless Wings |60 6.5 min 2 1,107 Units/Hr
Traditional Wings |60 12.0 min 1 300 Units/Hr
Sides/Appetizers [Varies 4.0 min (avg) 1 15 Drops/Hr

As illustrated in the table above, dedicating two fryers to boneless wings provides a significant
throughput of 1,107 units per hour. However, this allocation leaves only two fryers to handle the
entire remainder of the menu. When one of those remaining fryers is occupied by a 12-minute
traditional wing cycle, the entire output for appetizers (cheese curds, onion rings, mozzarella
sticks) and sides (fries, potato wedges, tots) is funneled through a single remaining vat.

The Shared Asset Conflict and Sequential Bottlenecks

The critical failure in the current POS configuration is the "Everything Else" problem. While the
system may perceive the kitchen as having "four fryers," the operational reality is that the fourth
fryer is the sole source for a massive variety of menu items. If a guest orders 60 boneless wings
and a large order of potato wedges, the wings may be ready in 6.5 minutes, but if the fourth vat
is occupied with a previous order of onion rings, the wedges cannot begin their cycle. This
creates a sequential bottleneck where the slowest component of the order—often a side dish
caught in the queue—dictates the total ticket time.

When the digital system promises a 15-minute ready time, it assumes parallel processing
capability that the physical kitchen layout cannot sustain during peak volume. As orders
accumulate, the "wait time" for a free vat grows exponentially. In a scenario where 20 takeout
orders arrive simultaneously, each requiring two "side" drops, the 40 required drops at 4 minutes
each create a 160-minute queue for the side station alone, even if the wing stations are clear.

The Algorithmic Failure: Olo and the Static Quote
Time

Buffalo Wild Wings utilizes Olo as its primary digital ordering engine, which integrates with the
NCR Aloha POS to transmit orders directly to the kitchen display systems (KDS). The current
"snowball" issue is primarily driven by the lack of active capacity management within the Olo
Dashboard. Olo is designed to be an enterprise-grade solution capable of sophisticated order
pacing, yet many locations operate with "static" quote times that do not reflect real-time
conditions.

The Role of Olo Rails and Marketplace Intake

Olo Rails functions as the interface for third-party marketplaces such as DoorDash, Uber Eats,
and Grubhub. These platforms are designed to maximize order volume, often regardless of the
restaurant's current ability to fulfill that volume. Without a configured "throttle," Olo Rails will
continue to "inject" orders into the Aloha POS at a rate that exceeds the fryer throughput. This
results in a KDS that is permanently "red," where every new order arriving is already behind its
romised schedule the moment it appears on the screen.

Olo Throttling Strategy Mechanism of Action Operational Impact

Orders Per Window Caps the total number of orders|Prevents massive "dumps" of




Olo Throttling Strategy Mechanism of Action Operational Impact
accepted in 15-minute orders but fails to account for
increments. order size.

Item Count Limits Limits the total number of Most effective for Buffalo Wild
specific items (e.g., wings) per [Wings; aligns digital sales with
time slot. fryer capacity.

Make Time Minutes Calculates capacity based on [Provides the most granular
the cumulative prep time of all [control but requires accurate
items ordered. 'orep time" data for every SKU.

Lead Time Extension Manually or automatically Manages guest expectations at
increases the promise time the point of purchase; reduces
(e.g., from 15 to 45 mins). lobby congestion.

OrderReady Al and Machine-Learning Promise Times

A more advanced "cure" available in the Olo suite is OrderReady Al. This system replaces the
static 15-minute estimate with a predictive algorithm that analyzes historical data and current
KDS performance to generate a realistic promise time. If the KDS detects that the average ticket
time is currently 45 minutes, OrderReady Al will automatically adjust the customer-facing
promise time to 50 minutes. This provides a "feedback loop" that naturally throttles volume: as
wait times increase, conversion rates for new orders naturally decrease, allowing the kitchen to
catch up.

The Psychology and Data Degradation of
Pre-Bumping

In high-stress environments where the kitchen is overwhelmed, staff often resort to
"pre-bumping." This is the practice of "bumping" or clearing a ticket from the KDS before the
food has actually been bagged or even finished cooking. While this behavior is a coping
mechanism intended to stop the "timer" on speed-of-service (SOS) metrics, it is arguably the
most destructive practice for long-term operational health.

The False Efficiency Trap and Corporate Misalignment

Pre-bumping creates a "False Efficiency Trap." When tickets are pre-bumped, the data sent to
corporate headquarters indicates that the store is meeting its SOS goals. This prevents
corporate leadership from seeing the true extent of the capacity problem. If the regional
manager sees "green" metrics on their dashboard, they will logically conclude that the store has
more capacity, perhaps even leading to more aggressive marketing or staffing reductions.

Consequences for Third-Party Delivery Dynamics

The impact of pre-bumping is particularly severe for the third-party delivery (TPD) ecosystem.
When a ticket is bumped, the Olo system often sends an automated notification to the delivery
driver that the order is "ready for pickup". If the driver arrives and the food is not ready for
another 15 minutes, the driver must wait in a crowded lobby. This lead to:

1. Increased Friction: Drivers become frustrated and may rate the restaurant poorly or



decline future orders.

2. Lobby Congestion: Crowded lobbies create a chaotic environment for dine-in guests,
further diminishing their perception of service.

3. Food Quality Decay: When the food is finally ready, it is often rushed and improperly
packaged, and the delivery "window" has been artificially extended, leading to a cold
product arriving at the guest's home.

Staff Accountability and Cultural Erosion

Beyond the data, pre-bumping erodes the professional culture of the kitchen. It sets a precedent
that "gaming the metrics" is more important than actual guest satisfaction. This creates a
high-stress environment where the staff feels they are constantly "cheating" just to survive a
shift. Over time, this leads to higher turnover rates, as employees would rather work in an
environment where the systems support their work rather than demanding the impossible.

The Dine-In Crisis: Protecting the Core Business
Model

Buffalo Wild Wings' primary brand identity is that of a "Great American Sports Bar," a concept
that relies heavily on the dine-in experience. However, the "unlimited" nature of takeout volume
is currently cannibalizing this core business. When a dine-in guest sees their food taking an
hour and a half, their Net Promoter Score (NPS) plummets. They are frustrated not just by the
wait, but by the lack of communication; they see a busy restaurant but do not understand why
their specific burger or wings are taking 90 minutes while the kitchen is seemingly pumping out
endless bags of takeout.

Margin Analysis: Dine-In vs. Third-Party Delivery

From a financial perspective, unthrottled takeout is often less profitable than the dine-in
business it displaces. Third-party delivery platforms charge commissions ranging from 15% to
30%. Additionally, dine-in guests are significantly more likely to purchase high-margin items like
alcohol and desserts, which are rarely ordered for takeout.

Revenue Source Average Profit Margin Potential |Guest Lifetime Value
Commission/Fee (GLV) Impact
Dine-In 0% High (High Bev Sales) [High (Social
Connection)
First-Party Takeout 0% (Small App Fees) [Medium Medium (Convenience)
Third-Party Delivery [15% - 30% Low to Negative Low (Loyalty to App,
not Brand)

When a store allows 90-minute wait times for dine-in guests, it is essentially trading a
high-margin, high-loyalty guest for a low-margin, transaction-based delivery order. This is a
strategically flawed trade-off that threatens the long-term viability of the franchise.

Strategic Solution: Implementing a Capacity-First



Operational Model

To "cure" the system, Buffalo Wild Wings must transition from a reactive posture to a proactive
capacity orchestration model. This requires a three-pronged approach: technical configuration,
labor optimization, and corporate communication.

Step 1: Technical Configuration of the Olo Dashboard

The restaurant manager or franchisee should immediately exercise their "Granular Controls"
within the Olo Dashboard to implement order throttling. This should not be viewed as "turning off
revenue," but rather as "pacing production."”

1. Define Item-Based Capacity: Based on the fryer math, the store should cap the total
number of "Wing ltems" per 15-minute window. For example, if the kitchen can produce
300 wings per hour across all vats while leaving room for sides, the cap should be set at
approximately 75 units per 15 minutes for the entire digital channel.

2. Establish a Dine-In Buffer: The throttling algorithm must leave a "reserve" for the dine-in
guests. If total kitchen capacity is 100 units per interval, the digital cap should be set at 60
units, ensuring that 40 units of capacity are always available for guests in the building.

3. Activate Lead Time Extensions for Peak Periods: During known high-volume periods
(e.g., Friday night, major sporting events), the "Lead Time Extension" should be
pre-scheduled in Olo to automatically set the base promise time to 45 or 60 minutes.

Step 2: Operational and Labor Optimization

The physical kitchen layout must be optimized to reduce "Travel Time" and "Setup Time" for the
staff.

1. Station Reorganization: If the fry station is a bottleneck, the prep for sides (e.qg.,
breading, seasoning) should be moved as close as possible to the vats to minimize
movement.

2. Cross-Training and Floating Roles: During a traditional wing rush, the staff member
who typically handles the "two-person drop" should be a "floater" who can assist with
expo or garnishing in between drops.

3. Audit "True" Ticket Times: Managers should use the "Performance Analytics" in their
KDS to compare "Bump Time" with "Guest Pickup Time." If there is a 20-minute gap,
pre-bumping is occurring and must be corrected through training.

Step 3: The Strategic Corporate Proposal

Corporate leadership is often motivated by data that links operational efficiency to financial
performance. The proposal to headquarters should not be framed as a request for "less work,"
but as a strategy for "better revenue" and "brand protection."

Strategic Corporate Proposal: Implementation of
Intelligent Capacity Orchestration to Mitigate
Operational Snowballing



Subject: Operational Optimization Proposal: Implementing Digital Order Pacing to Protect
Dine-In NPS and SOS Data Integrity

Executive Summary Store [Number] is currently experiencing a critical production imbalance
due to unthrottled digital intake, resulting in ticket times exceeding 90 minutes. This "snowball
effect” is driven by a lack of alignment between our finite fryer capacity and the infinite intake of
our Olo/Aloha digital storefront. This proposal outlines a data-driven "cure" that utilizes existing
capacity management features within our current technology stack to protect our high-margin
dine-in business, improve employee retention, and ensure the integrity of our speed-of-service
(SOS) reporting.

The Production Constraint Analysis Our fry station is the primary engine of our kitchen, yet it
operates under rigid physical constraints that our current 15-minute static promise time ignores.

e Fryer Vat Allocation: We utilize four vats. Two are dedicated to boneless wings (6.5 min
cook time), leaving only two vats to handle traditional wings (12 min cook time),
appetizers, and sides.

e The Shared Vat Bottleneck: During peak volume, the fourth vat becomes the sole
source for every side and appetizer on the menu. A single large takeout order of sides
can occupy this vat for multiple cycles, creating a 120-minute backlog for the entire menu
in less than 30 minutes of operation.

e Labor Latency: Our two-person traditional wing drop policy ensures quality but creates a
"setup time" bottleneck that is not accounted for in our current digital intake algorithm.

The Risk to Brand Equity and Data Integrity The lack of throttling has led to two significant
risks:

1. Dine-In Cannibalization: Our guests in the building—who have the highest profit margins
and loyalty potential—are waiting over an hour for food. This destroys our dine-in NPS
and forces us to issue significant comps, which erodes our profitability.

2. SOS Data Skew (Pre-Bumping): Our team is forced to pre-bump tickets to maintain
metric compliance. This hides the true problem from regional leadership, leads to delivery
driver frustration, and creates a cold product for our takeout guests.

Proposed Strategic Solution We propose the immediate implementation of "Intelligent
Capacity Orchestration" through the Olo Dashboard:

e Item-Based Throttling: We will set an item-count cap for wing units per 15-minute
interval, aligned with our physical fryer throughput.

e Dine-In Capacity Reservation: We will implement a 40% "buffer" in our digital intake to
ensure that dine-in guests never experience a kitchen wait time exceeding 20 minutes.

e OrderReady Al Activation: We will transition to machine-learning-based promise times
to manage guest expectations at the point of sale, reducing lobby congestion and driver
wait times.

Financial Impact and ROI By aligning our intake with our capacity, we expect to see:

e Reduced Comps: A 30% reduction in dine-in food comps due to improved wait times.

e Higher Retention: Improved employee morale and reduced turnover costs ($150,000 in
average training/salary savings).

e Protecting GLV: Maintaining the loyalty of our highest-value dine-in guests.

Conclusion We are not proposing to limit our business, but to pace it. By implementing these
existing technical solutions, we can transition from a reactive, overwhelmed environment to a
proactive, high-performance operation that delivers on the Buffalo Wild Wings brand promise for
every guest, whether they are in our bar or at home.



Conclusion: The Path to Operational Equilibrium

The takeout problem at Buffalo Wild Wings is a symptom of a broader industry challenge: the
friction between digital scalability and physical production. The current 15-minute promise is a
fiction that creates a toxic environment for staff and an unacceptable experience for guests. The
"cure" is not more equipment or more staff—which are often impossible to procure in a tight
labor market—but more intelligence in how the restaurant manages its order intake.

By utilizing the "Granular Controls" in the Olo Dashboard and activating OrderReady Al, the
restaurant can move toward a state of operational equilibrium. This requires the elimination of
"bad bumping behavior" and a renewed commitment to data integrity, ensuring that both the
store and corporate leadership have a clear, honest view of the kitchen's health. When the
digital storefront finally respects the physical limits of the fryers, the "snowball" will melt, allowing
the staff to focus on what they do best: providing an exceptional sports bar experience for every
guest.
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