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Based on this, and in conjunction with the FTE data reported in Exhibit-3-3, Exhibit 3-5 estimates approximate
population counts in each campus zone over key mealtime day-parts.

Exhibit 3-5: Projected Available Population (FTE) on Campus by Zone and Meal Period

New Mexico State University
2

Available Population on Campus (FTE)

Monday - Thurs day Breakfast Lunch Dinner Late Night
Zone 1 342 364 267 128
Zone 2 4,065 6,825 3,145 1,187
Zone 3 2,011 1,894 1,883 1,626
Zone 4 160 267 75 21
Zone 5 578 182 449 578
Zone 6 342 353 492 300
Zone 7 257 364 203 107
Total: 7,756 10,249 6,515 3,948
Friday Breakfast Lunch Dinner Late Night
Zone 1 240 255 187 90
Zone 2 2,845 4,777 2,201 831
Zone 3 1,408 1,325 1,318 1,138
Zone 4 112 187 52 15
Zone 5 404 127 314 404
Zone 6 240 247 344 210
Zone 7 180 255 142 75
Total: 5,428 7,172 4,559 2,763

As can be seen, Zone 2 is by far the most heavily populated area of campus, followed by Zone 3, whose
population is largely driven by student housing as opposed to academic space. None of the other zones have a

population large enough to support the addition of dedicated retail dining.
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IMPLICATIONS OF CAMPUS PLANNING EFFORTS
Campus Master Plan

New Mexico state funding formulas mandate a minimum 3% annual increase in total enrollment, which creates
an institutional goal of steady and predictable growth. According to the CMP, by 2025 the total head count
enrollment at the Las Cruces campus is projected to grow to 25,000 students, an increase of 35% over current
head count. Concurrent with this increase in enrollment, the faculty and staff head count is projected to
increase 60.8%, to 7,000 from the current head count of 4,353. Based on the current ratio of FTE to head
count (77%), Figure 3-6 projects the future full-time equivalent population at FY 2018-19 (the Dining Services
Master Plan planning horizon), as well as at FY 2024-25 (the CMP planning horizon):

Exhibit 3-6: Projected Available Population (FTE) on Campus

Academic Classification | FY2009-10 FTE | FY2018-19 FTE | FY2024-25 FTE

Undergraduate Students 10,142 12,150 13,706
Graduate Students 2,572 3,056 3,427
Faculty / Staff 3,351 4,457 5,390
Total: 16,065 19,663 22,523
Increase: 22.4% 40.2%

Student FTE calculations exclude Distance Leamers, projected at 11% of the student population.

Foundational to the master plan is a strategy to infill the core academic campus while maintaining the current
east/west dimension. The focus for new core campus development will be to the south, which has been
targeted to accommodate future research and academic facility growth. Although the timing of some projects
is uncertain, the elements of the CMP with the greatest potential impact on Dining Services are as follows:

Potential construction projects

= A new campus Gateway on Jordan Street to include 45,000 square feet of retail and auxiliaries space,
including the central campus Barnes & Noble Bookstore, a Starbucks Café, a convenience store, and
two storefront locations with potential as either retail or food service locations;

= A new, signature open space defined by the new Campus Gateway to the north, Corbett Center
Student Union to the east, Zuhl Library to the south, and Milton Hall to the west, that will serve as an
outdoor “living room” for the university, and help define development patterns in the southern portion
of campus.

= A planned 234,000 NSF Performing Arts Complex on the southeast corner of Espina and University;

= Construction or renovation of 105,000 NSF of new classroom space;

=  Construction or renovation of 264,000 NSF of new instructional laboratories;

= Construction or renovation of 50,384 NSF of new offices;

= Development of a conference center (recently completed) and a hotel in partnership with the city of
Las Cruces. The hotel may or may not contain a retail food service outlet.

The CMP projects a total of 1,683,000 NSF of new academic construction to be completed by 2025. Much of
the near-term academic development will be the result of in-fill projects in Zone 2. On a longer term basis,
substantial academic development is also slated for Zone 5, but will likely be beyond the planning horizon for
the Dining Services Master Plan. Parking will continue to migrate to the eastern and southeastern edges of
campus, with additional development on the western edge. A Transportation and Parking Master Plan is in
development to further assess parking needs and strengthen the existing campus transit system.

Housing Master Plan

The Housing Master Plan indicates that within the planning horizon for the Dining Services Master Plan
(through FY 2018-19), the traditional residence hall bed count is likely to remain largely unchanged, although
the style of housing will move more toward suites. Campus apartments are projected to grow by 257 beds (the
Chamisa II project), and Family housing is expected to decrease. Between FY 2018-19 and FY 2020-28 Greek
housing is also projected to decrease. Exhibit 3-7 details these changes as projected in the HMP.
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Exhibit 3-7: Projected Changes to On-Campus Housing by FY 2018-19 and FY 2027-28

Housing Style Current FY2018-19 FY2020-28
Residence Halls 1,963 1,940 1,940
Campus Apartments 882 1,157 1,157
Subtotal: 2,845 3,097 3,097
Greek Housing 252 252 150
Family Housing 510 397 397
Total: 3,607 3,746 3,644

Since Family and Greek residents are typically the least likely to purchase meal plans, the primary impact of
the HMP on NMSU Dining lies in the projected increase in student apartments, and the consequent potential
for additional voluntary meal plan sales.

Corbett Center Student Union Assessment Study

The relocation of the NMSU Bookstore to the Jordan Street Gateway complex will free up approximately
22,000 NSF at Corbett Center Student Union. The CCSU Assessment Study indicates that the loss of the
Bookstore will result in a significant decrease in both building foot traffic and revenue stream. To mitigate
this, the Study identifies four scenarios for repositioning the service and activity mix in the building, all of
which envision some level of revitalized food service. Since the campus bookstore and the food service
program are typically the two primary drivers of foot traffic in a student union, the destination value of the
CCSU food service program will require significant enhancement in order to help compensate for the loss of
the Bookstore. This is particularly true given the location of the CCSU in Zone 3, which is on the edge of the
academic core and not proximate to the center of population in Zone 2.

MARKET POTENTIAL
Residential Dining Market Potential

Over time, the 3% per year population increase projected in the CMP, in conjunction with development of
additional undergraduate housing at Chamisa II, will most likely cause an increase in the percentage of
Freshman residents and thus, mandatory meal plan subscribers. Additionally, sales of voluntary meal plans
should also increase if Taos Restaurant is renovated to improve its fresh food production capabilities and
ambiance. Exhibit 3-8 illustrates the projected growth in meal plan subscription rates by FY 2018-19:
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Exhibit 3-8: Projected Meal Plan Growth by FY 2018-19
FY 2009-10 Actual FY 2018-19 Projected
Meal Plan Mandatory Voluntary Total Mandatory * Voluntary ** Total
Plan A 1,059 293 1,351 1,210 382 1,592
Plan B 166 98 264 190 127 317
Plan C 133 52 185 152 67 219
Aggie Plan 314 314 410 410
Pete's Plan 202 202 263 263
Crimson Plan 307 307 400 400
Total: 1,358 1,264 2,621 1,552 1,649 3,201
% Growth: 22.1%

* Mandatory plans projected to grow by 1.5% per year, under the assumption that as the campus population grows,
the ratio of Freshman resident students to Upperclass resident students will increase.

** Voluntary meal plans projected to grow by 3% per year.

Retail Market Potential

Using the “Available Population” figures estimated in Figure 3-6 in conjunction with an analysis of FY 2009-
10 food service transaction counts, Figure 3-9 estimates the current on-campus capture rate for different meal-

time day-parts.

Figure 3-9: Estimated Current Market Capture Based on Transactional Data

Estimated Current Capture Rate (Monday - Thursday)
Outlet Name Breakfast * Lunch Dinner Late Night
Taos 664 1,477 1,102
Crossroads Food Court 91 630
Frenger Food Court 404 1,060
Aggie Snack Bar 156 207
Canteen 193 322
Java City 188 186 99 20
Total: 1,696 3,882 1,201 20
Estimated Available FTE Population: 7,756 10,249 6,515 3,948
Estimated Capture Rate: 21.9% 37.9% 18.4% 0.5%

Estimated Current Capture Rate (Friday

Outlet Name Breakfast * Lunch Dinner Late Night
Taos 641 1,256 582
Crossroads Food Court 61 503
Frenger Food Court 367 745
Aggie Snack Bar 127 135
Canteen 158 170
Java City 190 123
Total: 1,544 2,932 582 -
Estimated Available FTE Population: 5,428 7,172 4,559 2,763
Estimated Capture Rate: 28.4% 40.9% 12.8% 0.0%

* Includes "coffee only" transactions.

These capture rates vary somewhat from those reported by survey respondents, recapped in Exhibit 3-10
below. This is not unusual, and some of the variance is explained by differences in the demographics of the
survey respondents in comparison to campus demographics as a whole. As an example, the percentage of
survey respondents who indicated they were undergraduates living on campus was higher than their presence
in the actual campus population. And since many of these respondents are meal plan holders, their capture
rates tend to be higher than other demographic sub-samples of the campus population. Other variances can be
explained by differences in data interpretation. For instance, the breakfast participation rates in Exhibit 3-9
include transactions from Java City, the vast majority of which are “beverage only” purchases, whereas survey
respondents were asked to report their on-campus breakfast meal purchases.
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Exhibit 3-10: On-Campus Market Capture Rates as Reported by Survey Respondents

Undergraduates Undergraduates
Breakfast Total Respondent: On Camp Off Camp Graduate Student: Faculty/Staff
Taos 4.80% 22.40% 0.80% 0.00% 0.90%
Retail Dining * 11.50% 6.60% 14.40% 8.80% 11.80%
Total: 16.30% 29.00% 15.20% 8.80% 12.70%
Undergraduates Undergraduates
Lunch Total Respondents On Campus Off Camy Graduate Student: Faculty/S taff
Taos 9.70% 39.90% 2.20% 4.40% 2.90%
Retail Dining * 35.00% 27.30% 39.10% 29.70% 36.20%)
Total: 44.70% 67.20% 41.30% 34.10% 39.10%)
Undergraduates | Undergraduates
Dinner Total Respondents On Campus Off Campus Graduate Students Faculty/Staff
Taos 9.60% 44.80% 1.70% 4.40% 0.60%
Retail Dining * 3.10% 2.70% 5.00% 0.00% 2.00%
Total: 12.70% 47.50% 6.70% 4.40% 2.60%
Undergraduates Undergraduates
Late Night Total Respondent: OnC Off Camp Graduate Student: Faculty/Staff
Taos 1.60% 6.60% 0.80% 1.10% 0.00%
Retail Dining * 1.30% 2.40% 1.90% 1.10% 0.30%
Total: 2.90% 9.00% 2.70% 2.20% 0.30%

* Does not include Convenience Stores.

Taken as a whole, the data in Exhibits 3-9 and 3-10 suggests that overall capture rates range as follows:

Breakfast
Lunch
Dinner
Late Night

16 - 22%
38-45%
13-19%
0.5-3%

Based on consultant experience, these are relatively high capture rates, but it is important to note the influence
of Undergraduates Living On Campus, many of whom are on meal plans. Looking deeper, the greatest
opportunity is in increasing the lunchtime market capture of Undergraduates Off Campus and Faculty/Staff.
Experience on similar campuses suggests that top performing campus dining programs experience capture
rates as high as 45-50% of these target markets, a +/- 10% increase over current. Graduate students are often
more difficult to capture due to budgetary constraints and vagaries of schedules.

In addition to improving the lunch capture rate, some additional opportunities likely exist to improve dinner
and late night capture, although these can be difficult day-parts on campuses with small and dispersed
residence populations, as is the case at NMSU. Customers are often reluctant to travel across campus at night,
so market success is often tied to the proximity of food service to population clusters.

Unfortunately, no industry-wide statistics exist on average per capita spending for higher education retail

dining.

In the consulting team’s experience, many factors influence voluntary spending on university

campuses, including on-campus availability, pricing, the local competitive environment, meal plan structure,
and the demographics/economic resources of the population. Given this, it seems most useful to compare

NMSU’s per capita spending with that of the University of New Mexico as a reasonable match. Figure 3-11
illustrates the comparison.
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Figure 3-11: Per Capita Spending Comparison

UNM NMSU

FY 09-10 Retail Sales $ 5,364,040 $ 3,061,905
Less Health Sciences Campus Sales $ (244,335)

Convenience Store Sales * $ 1,696,087 $ 700,000
Total Main Campus Sales: $ 6,815,792 $ 3,761,905
Student FTEs ** 18,819 12,714
Less Health Sciences Student FTEs 1,188

Faculty/Staff FTEs 4,603 3,351
Total Estimated FTEs 22,234 16,065
Per Capital Retail Spend: $ 306.55 $ 234.17 76.4%
Per Capita Revenue Gap: $ 72.38
Total Revenue Gap: $ 1,162,778

* NMSU's Convenience Store sales are estimated.
** Total FTEs less Distance Learners, which are estimated to be 11% of the NMSU
student population and 10% of the UNM student population.

As can be seen, NMSU’s per capita spend appears to be approximately 76% of UNM’s per capita spend, again
indicating that there is some potential to increase retail market capture.

Since the lunch meal is the highest volume meal on a university campus, it is the focus for facilities planning
and sizing. The Current Market Capture analysis indicates that it would be reasonable to plan for as much as
8-10% growth in the lunchtime market capture of the current campus population. Additionally, the campus
population is expected to grow by 3% per year based on the Campus Master Plan. This suggests “real”
transaction growth of 44% between now and FY 2018-19, as illustrated in Exhibit 3-12.

Exhibit 3-12: Estimated Lunchtime Transaction Growth through FY 2018-19

IAcademic Year Weekday Transactions (M-Th) I Lunch I
Current Typical Avg. Daily Transactions M-Th 3,882
Current Population Transaction Growth 388
Total Transaction Potential - Current Population 4,270
Escalated for Population Growth (3% per Year) 5,572
Total Estimated Avg. Daily Transaction Potential: | 5,572 |
% Increase: 44%

Most of the population growth will occur in the Zone 2 academic core, where current operations are at or near
capacity. Additional food service capacity in the academic core will be required as opportunities become
available. Although located just outside the academic core, retail dining at CCSU can play an important role
in satisfying demand, if the food service portfolio at this location is repositioned to provide strong destination
value. This will have the added benefit of supporting an active and vibrant student union.

REVENUE POTENTIAL

Residential Dining Market Potential

Based on the Meal Plan Market Potential projected in Exhibit 3-8, Exhibit 3-13 projects meal plan revenue
potential as of FY 2018-19.

Envision Strategies Page 3 -9



New Mexico State University
Master Plan for Dining Services Market Analysis

Exhibit 3-13: Meal Plan Revenue Potential — FY 2018-19

FY 2009-10 Actual

Meal Plan Total Annual Price Dining $ AYCE Meals Total Revenue *
Plan A 1,351 18 2,670 | $ 270,200 | $ 3,336,970 | $ 3,607,170
Plan B 26418 2,670 | $ 79,050 | $ 624,495 | $ 703,545
Plan C 18518 2,670 | $ 73,800 | $ 418815 $ 492,615
Aggie Plan 31418 1,366 | $ 62,800 | $ 366,124 | $ 428,924
Pete's Plan 20218 926 | $ 40,300 | $ 146,289 | $ 186,589
Crimson Plan 30718 552 | $ 107,275 | $ 61913 | $ 169,188
Total: 2,621 $ 6334251 $ 4,954,606 | $ 5,588,031

FY 2018-19 Projected

Meal Plan Total Annual Price ** Dining $ AYCE Meals Total Revenue
Plan A 1,592 1 $ 33348 318385 | $ 4,989,830 | $ 5,308,215
Plan B 3171 § 33348 95,105 | $ 961,980 | $ 1,057,086
Plan C 2191 $ 33348 87,707 | $ 643,430 | $ 731,137
Aggie Plan 4101 $ 1,706 | $ 81,940 [ $ 616,985 | $ 698,924
Pete's Plan 263 | $ 1,156 [ § 52,582  $ 251,461 | $ 304,044
Crimson Plan 400 $ 689 | $ 139,970 | $ 135,719 | $ 275,689
Total: 3,201 $ 775,689 | $ 7,599,406 | $ 8,375,094
% Growth: 49.9%

* FY2009-10 Total Revenue is approximate.
** FY 2018-19 Annual Price is inflated by 2.5% per year over FY 2009-10 Actual.

Exhibit 3-14 illustrates FY 2018-19 retail revenue potential for the main campus, using the following
assumptions:

1. 5% overall revenue growth due to increased market capture (8% increase in lunch transactions in
conjunction with smaller increases over other mealtime day-parts);

2. 3% per year population growth as per the CMP;

3. 2.5% per year pricing inflation.

Exhibit 3-14: Retail Revenue Potential — FY 2018-19

Retail Revenue FY2009-10 FY2018-19 % Increase

Cash & Equivalent Revenue * $ 2,428,480 | $ 4,429,700 82.4%
Meal Plan Dining Dollars $ 633,425 | $ 775,689 22.5%
Total Retail Revenue: $ 3,061,905 | $ 5,205,388 70.0%

* Revenue includes ARAMARK and Frenger operations; Projections do not include Player's Grill.
Figure 3-15 summarizes combined meal plan and retail revenue potential as of FY 2018-19.

Exhibit 3-15: Combined Revenue Potential — FY 2018-19

Combined Revenue FY 2009-10 FY2018-19 % Increase

Meal Plan Revenue (AYCE) $ 4,954,606 | $ 7,599,406 53.4%
Retail Revenue * $ 3,061,905 | $ 5,205,388 70.0%
Total Combined Revenue: $ 8,016,511 | $ 12,804,794 59.7%

* Revenue includes ARAMARK and Frenger operations; Projections do not include Player's Grill.

The results of the Market Analysis form the basis for specific recommendations for retail and residential dining
program development outlined in the next section of the report.
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SECTION4: RESIDENTIAL DINING RECOMMENDATIONS

This section of the master plan addresses key findings and recommendations regarding NMSU’s residential
dining program and meal plan. Three key issues emerged in analyzing the residential dining program, as
follows.

STUDENT SATISFACTION WITH TAOS RESIDENTIAL DINING

Survey results indicated that the quality of food served at Taos Restaurant is not meeting meal plan holders’
expectations, as seen in Exhibit 4-1 that follows. Other significant dis-satisfiers with the Taos dining
experience include inadequate food variety and menu rotation, as well as service hours that don’t fully support
student lifestyle needs. Regarding the latter, since the time of the survey, the timeframe for the evening meal
has been extended to 9:00 p.m., significantly mitigating this issue.

Exhibit 4-1: Survey Results for Desired Residential Dining Improvements

Meal plan holders - What one thing could the University do to
increase your satisfaction with residential dining and/or the
meal plan:
@ Total Respondents (177) @ Undergrad On (143) O Undergrad Off (21)
0O Graduate/Pro Student (5) B Faculty/Staff (8)
40.0%
35.0%
30.0% -
25.0% A
20.0%
15.0% -
10.0% -
5.0% A
00% T ood Food | Meal Plan | Servi
0.0 .00 catan crvice Meal Plan (More/ New
Quality at | Variety at |Use Across | Hours at Pricin Locations
Taos Taos Campus Taos i
@ Total Respondents (177) | 29.9% 15.8% 15.8% 14.1% 9.0% 5.1%
B Undergrad On (143) 31.5% 16.1% 16.1% 16.1% 10.5% 2.8%
0O Undergrad Off (21) 33.3% 14.3% 23.8% 4.8% 4.8% 4.8%
O Graduate/Pro Student (5) | 20.0% 20.0% 0.0% 20.0% 0.0% 20.0%
B Faculty/Staff (8) 0.0% 12.5% 0.0% 0.0% 0.0% 37.5%

From a facilities standpoint, the Taos Restaurant is poorly positioned to support substantive improvements in
food quality and variety. The kitchen suffers from some significant deficiencies in both infrastructure and
equipment, especially with regard to flooring, ventilation and certain hot production equipment that is nearing
the end of its useful life. Servery flow is random, and service points are designed primarily to support a “hold
and serve” food program rather than a best practice, exhibition cooking strategy that reinforces product quality
and freshness. And from an environment standpoint, the dining space conveys the idea of a cafeteria as
opposed to a restaurant quality experience.

Recommendations for repositioning Taos Restaurant include:

1. Implement a stronger culinary focus and a higher per meal food budget to improve the intrinsic quality of
food served;
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2. Redevelop the menu strategy to augment the breadth of offerings at all mealtime day-parts and reduce
duplication in the foods offered from meal to meal and day to day. In general, movement away from cycle
menuing is desirable, so long as the result is a broadening of menu rotation as opposed to an over-reliance
on a few preferred options. In conjunction with this, and to reduce monotony, move away from a service
point strategy that focuses on showcasing a single product type such as “pizza”. Rather, develop service
points that are flexibly equipped to support greater variety at each point of service. For instance, a service

point equipped with a wood-fired oven can produce not only pizza, but flatbreads, casseroles and other
baked products, transforming a “pizza” service point into a “brick oven” concept with a broader product
rotation and appeal. Finally, from an efficiency standpoint, too many service platforms can have a
significant impact on labor cost. The goal is to find the right balance between customer throughput and
operational efficiency. Thus, care should be taken throughout the design process to assess labor
implications of design alternatives and make adjustments as necessary to maintain a right-sized operating

cost structure.

3. Renovate Taos Restaurant to create a best practice, marketplace style residential restaurant, including
infrastructure upgrades that support an exhibition cooking focus and an interior design concept that creates
a restaurant quality dining environment. Exhibit 4-2 identifies the space capacities required to serve the
projected FY 2017-18 demand from mandatory and voluntary meal plan holders.

Exhibit 4-2: Taos Restaurant Capacity Analysis

Capacity Analysis Lunch Dinner
Current Peak Hour Count 454 487
Projected Growth* 22.1% 16.6%
Projected Future Peak Hour Count 554 568
# of Seating Turns @ Peak Hour 2 1.5
Net Seats Required 277 379
Gross Seats Required 346 473
Net Dining Space Required 5,543 8,044
Net Servery Space Required 3,118 4,259
Total Net SF Required: 8,661 12,303
Total Net SF Available:** 16,394 16,394
Excess Available SF: 7,733 4,091

* Tunch growth is projected to equal the growth rate in meal plans; Dinner growth is estimated at
75% of Lunch growth, given that some voluntary meal plan holders will not be campus residents
** Net SF Available includes Aggie Underground & Private Dining Space

As can be seen, the projected maximum seating demand is 473 seats and the projected dining and serving
space need is 12,303 net square feet. As such, the current footprint of Taos Restaurant is probably adequate
to meet the projected need, without impacting the Aggie Underground space. Additional capacity can be
economically gained through developing the adjacent patio as a controlled, outdoor seating area for Taos,
providing an important amenity to lunchtime diners. Taken as a whole, the resulting redevelopment should
have a significant impact on the ability to provide a wide variety of freshly prepared, high quality foods in a
sophisticated dining environment that will encourage greater participation from mandatory meal plan
holders as well as increased sales of voluntary meal plans.

In conjunction with the Taos front-of-house renovation, it is advisable to address the deficiencies that exist
in the kitchen, as common-use systems will be impacted. Exhibit 4-3 projects the range of construction
cost for the entire project. Since the extent of the required kitchen infrastructure issues is unknown, the
costs associated with kitchen renovation and equipment replacement assume a worst case, full demolition
scenario with all new equipment. Thus, actual construction and FF&E cost may be less than projected, and
it is recommended that the University undertake an architectural/engineering pre-design study to fully
assess cost implications of the renovation.
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Exhibit 4-3: Taos Restaurant and Kitchen Renovation — Estimated Construction and FF&E Cost

Budget Factors Es timated Cost

Area NSF Impacted Lowper SF Cost | High per SF Cost Low High
Dining 804418 7518 100 $ 603,332 $ 804,443
Servery 42591 $ 150 | 8 2001 $ 638,822 | $ 851,763
Kitchen

Production 34501 $ 150 8 2001 $ 517,500 | $ 690,000

Storage (Dry and Refrigerated/Frozen) 1,650 $ 7518 100] $ 123,750 | $ 165,000

Warewashing 1,200] $ 150§ 2000 $ 180,000 | $ 240,000

Support (Offices, Employee Facilities) 1,050] $ 7518 100] $ 78,750 | $ 105,000
Total Estimated Construction: $ 2,142,154 | $ 2,856,206
Dining FF&E 8,0441$ 2018 251$ 160,389 | $ 201,111
Servery FF&E 42591 $ 35018 4501 $ 1,490,585 | $ 1,916,467
Kitchen FF&E

Production 34501 $ 2501 $ 3001 $ 862,500 | $ 1,035,000

Storage 1,650 $ 12518 1501 $ 206,250 | $ 247,500

Warewashing 1,200] $ 400 | $ 5001 $ 480,000 | $ 600,000

Support (Offices, Employee Facilities) 1,050] $ 5018 7518 52,500 | $ 78,750
Total Estimated FF&E: $ 3,252,724 1 $ 4,078,827
Total Est. Front of House Cost: $ 2,893,628 | $ 3,773,783
Total Est. Back of House Cost: $ 2,501,250 | $ 3,161,250
Total Est. Construction & FF&E Cost: * $ 5394878 | § 6,935,033

* Estimate includes allnew FF&E. Estimate does not include Design fees, Permitting, or University Overhead.

MEAL PLAN STRUCTURE AND PRICING

A comparison of NMSU’s mandatory meal plan pricing with pricing of peer schools indicates that NMSU’s
overall pricing structure is somewhat under the market. This is due in large part to the fact that all of
NMSU’s mandatory plans are sold at the same price of $1,395/semester, whereas most peers offer
variegated plan sizes, with pricing as much as +/-15% higher than NMSU for the largest plans.
Historically, NMSU’s meal plan structure has been an intentional strategy designed to support the overall
affordability of coming to NMSU. The downside to this strategy is that there is no opportunity to up-sell
plans to drive additional revenue. The FY 2018-19 Meal Plan Revenue forecast in Section 3 assumes no
change to the meal plan structure, and only inflationary pricing adjustments. However, in conjunction with
the Taos Restaurant redevelopment, the University may wish to consider modifying the mandatory meal
plan structure to drive additional revenue in support of the capital investment requirement. These types of
adjustments are typically most successful when coupled with an increase in the perceived value of the
program.

The structure of the voluntary meal plan program appears to be effective in capturing voluntary customers.
Going forward, it is recommended that the University continue to pursue the current strategy of smaller,
attractively priced plans that combine Taos restaurant meals and Dining Dollars for use at campus retail
locations.

As identified in the survey results depicted in Exhibit 4-1, a significant dis-satisfier for meal plan holders is
the restriction on use of meal plans at the Frenger Food Court and in campus convenience stores. This
issue will only become worse when Starbucks and the new convenience store open at the Jordan Street
Gateway complex. In conjunction with the next Dining Services provider contract, it is recommended that
this restriction be lifted. Based on preliminary estimates, it appears that the financial impact to the
University will be minimal relative to the potential for increased student satisfaction. It is likely that this
change will improve the marketability of voluntary meal plans as well.
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LATE NIGHT DINING

Nationally, most resident students express the desire for meal plan access to food options between 9:00 p.m. and
midnight/1:00 a.m. The challenge in providing this service for NMSU residents is twofold: 1) attracting
enough critical mass of late night customers to cover operating costs, and 2) identifying a location that the
audience considers to be convenient late at night (most residents prefer that late night dining be embedded in
their residential neighborhood). At NMSU, the undergraduate housing is comprised of a relatively small
number of beds and is dispersed to the north and east of Corbett Center Student Union. While it can be argued
that CCSU is a central location for late night dining, it is not embedded into the residence zone, and thus, may
be outside the catchment area for some late night dining customers.

With regard to operating formats, some universities choose to leverage their residential restaurants by offering a
limited program for late night dining, but this can result in a sense that the operation is only half open and thus,
feels uncomfortable as hang out space. Other schools develop dedicated café venues or café/market venues that
are more intimate and operationally nimble to remain open over extended service hours while maintaining
efficient labor and operating costs. On a long term basis, the best solution for NMSU may be to develop a
freestanding café at CCSU with a service concept that addresses multiple day-parts, so as to take advantage of
voluntary daytime/evening business as well as late night resident opportunities. Because this outlet would not
be embedded into the residence zone, it will need to have strong destination value to be viable for late night
service. Good examples of the type of concept envisioned include Denny’s Express, Einstein’s and IHOP
Express, and the market research indicated strong support for sandwiches, bagels and “hot breakfast served all
the time”. To further encourage late night activity, the dining environment should be equipped with abundant
electrical outlets for personal electronics, large format televisions, and a small performance space.

Approximately 3,500 — 5,000 net square feet is required to implement this type of venue depending on the
operating concept selected. From the consulting team’s perspective, the optimal location within CCSU is the
space currently occupied by the convenience store, in conjunction with a portion of the vacated Bookstore
space. Alternatively, the requirement could be fully accommodated in a portion of the vacated Bookstore
space, leaving the convenience store intact. Key to the success of the concept is a direct exterior entrance and
high visibility to the campus community. While the Aggie Underground space is fairly visible to campus
residents, it has low visibility to the rest of the campus community. Thus, since this operation will be heavily
dependent on daytime sales to support the late night day-part, Aggie Underground is not recommended as a
location.
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SECTIONS:  RETAIL DINING RECOMMENDATIONS

This section of the master plan addresses key findings and recommendations regarding future development of
NMSU’s retail dining program. Athletics oriented locations such as the Player’s Grill and the University Club
are addressed in Section 7.

SERVICE DISTRIBUTION

Industry research and the consulting team’s experience suggest that customers on foot are most likely to
purchase food when it is available within a 3-5 minute walk. Based on this, Exhibit 5-1 shows the catchment

areas of current retail food service locations on the NMSU campus.

Exhibit 5-1: Current Retail Portfolio Catchment Areas

New Mexico State University

Overall, from a distribution standpoint, retail dining operations are geographically well positioned with regard
to the primary population cluster in Zone 2 and the secondary population cluster in Zone 3.

CAPACITY REQUIREMENTS

The Market Analysis in Section 3 suggests that between now and FY 2018-19, lunchtime transaction volume on
campus may be as high as 5,572 transactions, a 44% increase over current. Currently, 33% of lunchtime
transactions are occurring over the peak lunch hour, which is the metric used to project facilities demand.

Based on this, Exhibit 5-2 calculates the additional peak lunch hour demand by FY 2018-19.
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Exhibit 5-2: Projected Additional Peak Lunch Hour Transactions in Retail Dining by FY 2018-19

Total Lunch Peak Lunch Hour
Outlet Name Transactions Transactions

Taos 1,477 487
Crossroads Food Court 630 208
Frenger Food Court 1,060 350
Aggie Snack Bar 207 68
Canteen 322 106
Java City 186 61
Total: 3,882 1,281
Percentage of Transactions Occurring in the Peak Lunch Hour: 33%
Estimated Lunch Transaction Volume FY 2018-19: 5,572

Estimated Transaction Demand Occurring in the Peak Lunch Hour: 1,839
Estimated Additional Capture at Taos: (326)

Estimated Absorption Requirement for Retail Dining: 1,512

Estimated Additional Peak Lunch Hour Requirement for Retail Dining:

As can be seen, it appears that the retail dining program will need to be positioned to absorb an additional 499
peak hour transactions by FY 2018-19. This can be accomplished through leveraging additional capacity at
current locations in conjunction with the addition of new service opportunities.

In considering the physical capacities of the current retail portfolio, Frenger Food Court, Canteen and Aggie
Snack Bar are at or near their capacity, so should not be relied on to address the projected additional peak hour
demand. Thus, the opportunities to leverage current capacity include the recent addition of Subway at
O’Donnell Hall, and the retail dining options at Corbett Center Student Union, which currently do not operate at
capacity. Having said this, since CCSU is outside the natural catchment radius for the western side of the Zone
2 academic core, success in improving transaction volume is directly linked to significant improvements in the
destination value of the brands offered.

Following are recommendations for retail dining capacity by FY2018-19:

1. Redevelop the Crossroads Food Court to increase its destination value. Currently, national and regional
brands are under-represented both on and near NMSU, relative to many similar sized campuses. The
power of these brands should not be underestimated in their ability to attract customers in comparison to
the self-brands offered by contract food service providers. The market research indicates opportunity for
market leading brands in the following categories:

= Sandwich
= Mexican
=  Burgers

=  Pizza

From the standpoint of food preferences, the research indicated strongest transactional preferences for the
following entrée types:

= Salads

=  Healthy Entrees

= Sandwiches (Deli, Sub, Wraps, etc.)

= Mexican and New Mexican food

=  Hot Breakfast Food Served all the Time
= Jtalian food
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Secondary categories include:

=  Burgers

= Sushi/Japanese
= Chinese

= Pizza

Based on this, in addition to the extended hours café concept recommended in Section 4, it is recommended
that the Crossroads brand portfolio be realigned to increase the number of recognized brands to a minimum
total of three. Given the throughput capabilities of branded food concepts, we further suggest that the
overall number of outlets in the food court be reduced to 3-4 plus grab and go, in order to improve overall
labor efficiency and create clearly identifiable storefronts for each concept.

2. If the extended hours cafe recommended in Section 4 is implemented as envisioned, this could fill the
CCSU’s need for a “coffee shop” type of environment. Depending on the concept selected, the need for the
current CCSU coffee kiosk could be eliminated, with the space repurposed as additional seating for
Crossroads.

3. Upon implementation of the above recommendations, retail transaction capacity will improve significantly,
but will still require augmentation to meet the projected FY 2018-19 peak hour need. Exhibit 5-3 illustrates
the deficit.

Exhibit 5-3: FY 2018-19 Adjusted Transaction Capacity Deficit

Projected Peak
Lunch Hour
Transaction
Outlet Name Capacity
Crossroads Food Court 500
New CCSU Extended Hours Café 120
Frenger Food Court 350
Aggie Snack Bar 100
Canteen 100
Subway 120
Starbucks * 30
Total: 1,320
Estimated Transaction Demand Occurring in the Peak Lunch Hour: 1,513
Projected Deﬁcit:| (193)|

As can be seen, while the adjusted capacity is adequate to satisfy current demand, should the campus
population grow as envisioned by the CMP, additional capacity will be required to fully meet the identified
FY 2018-19 need. In this scenario, stress on the retail system will likely begin to occur by FY 2016-17.
Based on population distribution, the additional capacity should be located within Zone 2, within the center
or western half of the zone. There are a number of ways this can be addressed, including:

=  Addition of grab ‘n go kiosk solutions in strategic academic buildings;

= Expansion of current retail locations such as the Frenger Food Court;

= Incorporation of new capacity in conjunction with the development of new in-fill buildings and/or
renovation/expansion of existing buildings such as Hardman Hall;

= Absorption of the available retail space in the Jordan Street Gateway complex.

4. In addition to meeting the lunch transaction need, NMSU may want to consider niche opportunities such as
implementation of a coffee concept at Zuhl Library or the expansion of morning and/or evening service
hours at selected retail locations. These opportunities should be carefully examined to weigh the urgency
of the programmatic need relative to the ability to achieve at least break-even operating results.

Envision Strategies Page 5-3



New Mexico State University
Master Plan for Dining Services Retail Dining Recommendations

5. Depending on the pace of development on the south end of campus, at some point NMSU may want to
consider augmenting its retail portfolio with a mobile food solution. Food trucks have gone mainstream,
and can be equipped to produce most types of quick service food concepts in a “just in time” service
format. They can be operationally cost efficient in providing service to smaller markets that are not
proximate to permanent dining locations. Additionally, these concepts can be very effective in providing
concessions and special event services, and would be a useful addition to the concessions portfolio.
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SECTION 6: CATERING AND SUMMER CONFERENCE DINING STRATEGIES

This section of the master plan addresses key findings and recommendations regarding NMSU’s Catering and
Summer Conference Dining Services.

CATERING SERVICES — KEY FINDINGS AND RECOMMENDATIONS
Three key issues emerged in assessing NMSU’s Catering Services, as follows.
Market Penetration

Survey respondents were asked to indicate their frequency of catering purchases by event type, as well as whether
they used NMSU Catering or an off-campus caterer for these purchases. Exhibit 6-1 reports the results.

Exhibit 6-1: Annual Frequency of Catering Event Purchases and Preferred Caterers

Respondents who have planned a catered event in the past year
- For the following types of catering events, approximately how
many times have you purchased from the University's on
campus catering versus purchasing from an off campus
provider:
B Breakfast (260) B Coffee Services/ Beverage Breaks (260)
0O Box Luncheons/Sandwiches (260) B Served or Buffet Luncheons (260)
B Dinners/Receptions (260) O Large Banquets and Special Events (260)
1.80
1.60
1.40
1.20
1.00
0.80
0.60
0.40
0.20
0.00 1 On Campus Catering Off Campus Provider
M Breakfast (260) 0.85 0.86
B Coffee Services/ Beverage 1.56 0.91
Breaks (260)
O Box Luncheons/Sandwiches 0.73 1.00
(260)
W Served or Buffet Luncheons 0.90 0.63
(260)
B Dinners/Receptions (260) 0.70 1.07
O Large Banquets and Special 0.55 0.50
Events (260)
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The results indicate that NMSU Catering has the most market share in the “Coffee Service/Beverage Break”
category, as well as for “Served or Buffet Luncheons”. Off Campus Caterers have higher market share in the
categories “Box Lunches/Sandwiches” and “Dinners/Receptions”. Market share is approximately equal for
“Breakfast” and “Large Banquets and Special Events”. Overall, the results indicate that NMSU Catering’s market
penetration is only moderate, which is most problematic in the areas of “Dinners/Receptions” and “Large Banquets
and Special Events”, as these event types tend to be the most lucrative in both revenue generation and profitability.
Taken as a whole, there appears to be good potential to increase sales.

Competitive Positioning
Catering arrangers were asked to rate NMSU Catering in comparison to off campus Caterers based on a series of
statements, using a scale of 1-10, with 1 =1 completely disagree with the statement and 10 = I completely agree with

the statement. Ratings are recapped in Exhibit 6-2. Areas of greatest performance disparity are highlighted in red.

Exhibit 6-2: Performance Ratings - NMSU Catering vs. Off Campus Caterers

Agree or Disagree Statements On Off Variance
Scale 1-10 Campus Campus

Catering Provider

(167) (169)

The on-site staff is professional in appearance and conduct 7.27 7.88 -0.61
Service occurs without disruption to our meeting/event 7.22 7.68 -0.46
Food presentation and room set-ups are professional and attractive 7.06 7.46 -0.40
It is easy to get in touch with the right person when placing orders 6.82 7.82 -1.00
The caterer provides exactly what I ordered 6.73 7.84 -1.11
The caterer cleans up promptly after events and leaves the facility in
good condition 6.66 7.60 -0.94
The events are always delivered/set up on time 6.64 7.62 -0.98
The campus facilities I use for catered events are adequate to meet
my needs 6.59 6.77 -0.18
The quantity of the food/beverage provided meets my expectations 6.41 7.99 -1.58
The catering service is flexible in working with my changing needs 6.22 7.27 -1.05
I will continue to use this caterer for future events 5.99 7.24 -1.25
The caterer offers a good selection of premium options 5.98 7.44 -1.46
I can make all of my arrangements with a single phone call 5.92 6.92 -1.00
The quality of the food/beverage meets my expectations 5.88 7.98 -2.10
The menu options available for me to select from are appropriate and
offer enough variety for my catered event 5.83 7.60 -1.77
A good value is received for the price paid 5.29 7.52 -2.23
The caterer offers a good selection of mid-priced options 5.22 6.98 -1.76
The caterer offers a good selection of inexpensive options 4.56 6.68 -2.12

Based on the ratings, it appears that NMSU Catering is not competing effectively with off campus caterers, which is
likely the source of its lower than desirable market share. Adding further corroboration to the data, focus group
participants expressed a number of concerns with NMSU Catering, including menu fatigue, inconsistent food
quality, delivery errors, erratic service, and a lack of overall perceived value.

Envision Strategies Page 6-2



New Mexico State University
Master Plan for Dining Services Catering and Summer Conference Dining Strategies

Areas for Improvement

When asked what two things NMSU Catering could do to improve its services, survey participants responded as
follows:

Exhibit 6-3: Desired Improvements to NMSU Catering

Respondents who have planned a catering event in the past year -
What can the University do to improve your experience with on-
campus catering: (choose a maximum of two catergories)
@ Total Respondents (260) B Undergrad On (29) O Undergrad Off (71)
O Graduate/Pro Student (18) B Faculty/Staftf (142)

70.0%

60.0%

50.0% A

40.0% -

30.0% ~ '

20.0% A

10.0% - I I |:| I

0.0% 1 l Event Cateri
. . ven atering
Price/Value Qu:::)}:i of 3: r?:tu Qu?;;t:g of Arranging Space
Y Ease | Availability

@ Total Respondents (260) 56.9% 33.8% 30.8% 9.2% 8.8% 8.5%
B Undergrad On (29) 55.2% 41.4% 20.7% 6.9% 6.9% 3.4%
0 Undergrad Off (71) 56.3% 40.8% 25.4% 8.5% 8.5% 9.9%
O Graduate/Pro Student (18) | 55.6% 33.3% 27.8% 33.3% 5.6% 0.0%
B Faculty/Staff (142) 57.7% 28.9% 35.9% 7.0% 9.9% 9.9%

Clearly, overall perceived value, food quality, and menu variety are the three areas influential to catering arrangers’
negative perceptions of NMSU Catering
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Operational Assessment

From the consulting team’s perspective, the following facilities and operational issues contribute to NMSU
Catering’s challenges in executing its events with a consistently high level of excellence:

1. Corbett Center Student Union’s catering and event spaces are dated and in need of refurbishment. This has
become a more significant issue since the opening of the Las Cruces Convention Center, which has a significant
inventory of contemporary, large event space.

2. NMSU Catering’s display equipment and service ware are not of uniformly high quality. Additionally, styles
are inconsistent and quantities appear to be inadequate in some areas, negatively impacting the department’s
ability to effectively merchandise its events.

3. The quality of both printed and online marketing materials does not project an image of excellence;

4. Based on conversation with event arrangers, mistakes in event execution appear to be fairly common, indicating
potential inadequacies in the recruitment, retention and/or training of service personnel.

Recommendations

The service provider transition from Aramark to Sodexo provides an excellent opportunity to “reboot” NMSU
Catering and reposition its services to better meet the University’s needs. In comparison to the past, price is now a
stronger determinant in the selection of caterers. Going forward, limited budgets are likely to continue to cause
event arrangers to seek ways to cut costs and “step down” their events. Having said this, dependability and quality
are still very important, with emphasis on ease of ordering, timeliness of delivery, food quality/presentation, and
professional service. Caterers that consistently deliver these qualities at a price that demonstrates strong perceived
value will be successful in the on-campus marketplace. Research with event arrangers highlights the importance of
personal contact with an event manager in making arrangements for an event. Personal relationships and personal
attention are strong decision drivers in making caterer selections. In addressing these realities, recommended areas
of focus for NMSU Catering include:

1.  Competitive Analysis

= In order to further understand the competitive environment, a competitive analysis should be undertaken in
order to improve the positioning of NMSU Catering to compete more effectively in the market. The
strategy for this analysis should encompass:

= Use University purchasing records to identify the top 8-10 caterers serving the NMSU campus;
=  For each identified caterer, conduct research to evaluate the following:

- Market niche (social; meetings, etc. / high-end; mid-tier, etc.);

- Key NMSU clients served and types of events provided;

- Menu mix and price points;

- Event pricing strategy (ex: linen included/not included, corkage fees, service fees, up-charges,
etc.);

- Key selling points / “brand identity”.

Based on the outcomes of the analysis, adjust catering services, menus, pricing and policies to improve the
program’s competitive position.
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2. Marketing and Sales Strategies Targeting Campus Event Arrangers
Following are sales strategies that can be used to build relationships with key event arrangers and solicit events.
= Establish Catering goals for each Catering salesperson. Examples include:

=  Number of events booked, by event type;
= Revenue objectives;

=  Number of existing client calls;

= Number of cold calls;

=  Number of new clients secured.

= Measure each salesperson’s productivity against goals.

= [dentify the top 25 catering arrangers on campus and build personal relationships with these individuals -
specific techniques include:

=  Personal invitation to lunch (2 x per year) to discuss event needs;

= [Invitations to events so that arrangers can better understand quality and service capabilities;

= Host a Catering Showcase in the Fall and Spring to highlight new products, presentation capabilities,
etc.;

=  Conduct a personal, post-event call with each client to thank them for their business and debrief on
strengths and weaknesses of the event and mitigate any problems;

= Develop a customer loyalty program. Ex: Delivery of office treats (2 x per year).

= Develop a referral incentive program to reward event arrangers for referring new clients. Ex: $100 off
next event for each referral.

=  Use Event Management/CRM software to develop Client Profiles/Preferences, Event Profiles and Event
Anniversary reminders so that Catering salespeople are proactive in soliciting repeat event business,

minimizing the risk of “poaching” by other caterers.

= Use Event Management/CRM software to track lost business, including reasons, so that competitive
weaknesses can be addressed and re-solicitation occurs.

3. Sales Strategies Targeting Social Catering
Social catering can provide important and lucrative weekend, evening and off season (summer) business, and
many campuses are successful in capturing significant revenue from this market segment. Sales strategies for
this audience include:
=  Establish Social Catering goals and measure productivity, as noted above.
= Develop event planning guides for different social event types such as weddings.
= Host an annual wedding/party showcase.

=  Develop a wedding planning/party planning “ideas” web page.

= Develop an advertising strategy using University and community publications, social networking media,
and links to local wedding and conference planners and their websites.
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4. Communication Strategies
= Improve the effectiveness of published catering menus, by improving their design and production values.

= Improve the appearance of the catering webpage through introduction of stronger/more food graphics and
illustrations that reinforce an image of NMSU Catering as a high quality brand.

=  Continue offering on-line ordering capability, but add stronger messaging around the availability of
personal contact for event arrangement.

5. Menus and Pricing

= Develop catering menu/pricing tiers designed to meet a variety of budgets and service requirements, so that
catering arrangers and student groups have options. At a minimum, service tiers should include:

= Budget — “$” products available for pick up;

= Value — “$$” meals that are delivered on a drop off basis, with disposable service ware;

= Standard Service — “$$”—“$$$” meals either buffet style of waiter served, with on-site attendants;
= VIP —“$$$$” high end events with customized menus and presentation.

= Within each category, offer a broad range of choice — for instance, in the boxed lunch category, one-two
menu options is an inadequate selection for a catering arranger who is regularly ordering this type of
service on behalf of the same University administrator.

= Introduce seasonal menus in all service tiers to reduce monotony and offer more rotational choice.

6. Facilities and Equipment

= Refurbish meeting and event space as part of the impending CCSU redevelopment project. Where
financially feasible, upgrade functionality as well, through implementation of flexible lighting strategies
and more built-in audio-visual capabilities.

= Inventory and evaluate catering small equipment and smallwares, and partner with the service provider to
develop new presentation standards and purchase adequate inventories of new display and service ware.

7. Staff Development

= To be successful, Catering management must establish clearly delineated operating standards and
procedures for event set-up and service, accompanied by a strong focus on staff training so that standards
are adhered to. This may require adding more professional service staff than current, so that managers have
the time to train.

= As part of the foundation of a stable labor platform, the service provider should consider the creation of a
student employment program for NMSU Catering, with a focus on professional development and clearly
delineated advancement opportunities tied to performance. It may be possible to engage the University’s
HRTM program in this effort, if rigorous training standards can be established.

8. New Performing Arts Complex

=  The University’s new Performing Arts Complex, currently in development, will undoubtedly be a popular
venue for catered events. As such, it will be important that the complex contain a catering support pantry
for use in staging events. A 1,200-1,500 square foot space is recommended to accommodate cart
marshalling, finish plating, beverage brewing/dispensing and equipment/linen storage.
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SUMMER CONFERENCE SERVICES — KEY FINDINGS AND RECOMMENDATIONS

Current Summer Conference Service volume is modest, requiring flexibility in how food services are delivered. The
University has done a good job of partnering with its service provider to determine when to open the Taos
Residential Restaurant versus treating Summer Conference dining needs as catering. We recommend that this
strategy continue. Moving forward, it is further recommended that the University create a firm expectation that
members of the service provider’s management team will proactively partner with the University to meet with
prospective Summer Conference clients and participate in marketing and outreach strategies related to this market
segment.
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SECTION 7: CONCESSIONS AND RECREATION DINING STRATEGIES

This section of the master plan offers recommendations for leveraging NMSU Concessions Services and
Recreational Dining locations.

CONCESSIONS SERVICES
Aggie Memorial Stadium and Pan American Center Concessions

Of course, the biggest driver of concessions is event attendance and thus, outside the control of NMSU Concessions
Services. Until such time as event attendance increases, it is unlikely that there will be exponential growth in
Concessions sales. However, there is certainly opportunity to grow sales through driving a higher per capita spend
from the current volume of event attendees. Ideally, food service at events should not only sustain but enhance the
fan experience. Research suggests that the following attributes are most important to customer satisfaction with
Concessions Services:

= Food Quality and Menu Variety;

= Value;

= Speed of Service;

= The ability to pay by credit card, and in the case of universities, by campus card and meal plan.

Within this framework, recommendations for driving per capita Concessions spending are:
1. Food Quality and Menu Variety

The current concessions infrastructure at Aggie Memorial Stadium and the Pan American Center is limited in its
ability to support on-site hot food production. Until attendance levels are considerably higher, the return on
investment related to significant augmentation of hot production capability is unlikely to justify the expenditure.
Thus, during the planning horizon for this master plan, the concessions program will likely continue to be
reliant on offsite production.

Having said this, there are opportunities to implement targeted improvements to the functional capabilities of
the concessions stands.  For instance, equipment such as panini grills and Turbochef ovens would enhance the
ability to provide fresh, hot sandwiches without installation of exhaust hoods (local codes permitting).

However, in considering this it is important to be aware that incorporation of “cook to order” products adds
operational complexity and can slow service speed. Thus, while the strategy may improve customer satisfaction
with menuing, if not carefully managed, the introduction of these products can potentially have a negative
impact on sales. For this reason, careful analysis is required.

In university concessions operations nationally, classic menu items like hot dogs, pretzels, pizza and soda
comprise the majority of concessions sales and contribution. Local culture impacts this mix as well — for
instance, at NMSU, interest in New Mexican food is understandably high. Looking forward, research
conducted by the concessions industry suggests growing interest in a broader range of product offers, as well as
a greater focus on how branding strategies can support creative menuing and reinforce the perception of product
quality. Applying this to NMSU, it is recommended that Dining Services leverage its on-campus brands to
augment its concessions offerings. For example, looking at Sodexo’s intended brand mix for its retail program,
in addition to Subway, additional opportunities may exist with brands such as Chick-fil-A, AFC Sushi,
Einstein’s, Ultimate Baja, etc. Incorporation of recognized brands for ice cream and frozen treats (such as
Dippin’ Dots or Haagen Daz) adds another layer to the brand strategy. Another good strategy to augment menu
breadth is for Concessions Services to contract with local restauranteurs to fill niche product needs via carts or
kiosks. In addition to adding service capacity and driving additional sales, this often has the added advantage of
improving the culinary authenticity of ethnic foods.
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2. Value

For customers, value is based on the relationship between the perceived quality of the product and its price.

Our research suggests that a substantial percentage of the NMSU customer base is comprised of value shoppers,
so it will be important that pricing strategies maintain a balance of core menu items priced to demonstrate value,
along with premium menu items that can be priced at a higher level. It is important to remember that if pricing
goes beyond the customer’s tolerance, the impact will likely be reduced gross sales. A case in point is the story
of another Envision Strategies client who in 2010 raised the pricing of 18 football concessions menu items by
$.50 and two menu items by $1.00, only to experience a resultant decrease in the quantity sold and over
$250,000 in lost revenue. Another consideration is the importance of understanding the differences in buying
behavior based on event type. For instance, football fans are often more willing to spend than basketball fans,
due to the differences in season length.

3. Speed of Service
For concessions, speed of service is a function of the following elements:

= Number and distribution of service points;

=  Number of points of sale at each service point;
= Menu complexity;

= Labor model (size and training level of staff).

From a sales perspective, the most critical factor in all of this is being properly positioned to handle peak
transaction periods, such as half-time. For a peak attendance event, neither Aggie Memorial Stadium nor the
Pan American Center has the optimal number of service points to minimize the potential for line rejection. By
way of comparison, following are typical industry planning guidelines for stadium/arena concessions support
space:

Concessions stands: General seating areas: 1 POS (point of sale) per 250 seats
Premium seating areas: 1 POS per 100 seats
1 POS requires a concessions space that is 5’ wide x 22’ deep (asf)
Example: 500 general seats =2 POS = one 10’ wide x 22’ deep concessions stand

Concessions storage:  Provide 40 asf of storage space per 100 seats
Example: a 12,000 seat arena = one 4,800 asf storeroom

Commissary kitchen: ~ Provide 25 asf of commissary kitchen space per 100 seats
Example: a 12,000 seat arena = one 3,000 asf commissary kitchen

In reviewing these guidelines, it is immediately obvious that neither of NMSU’s venues has anywhere near this
level of concessions infrastructure. Thus, it would be beneficial to the program to consider augmenting current
physical plant with carts or kiosks. Generally speaking, the simpler the menu in any one location, the faster the
speed of service. Even where lack of utilities is an issue, carts can still be useful in retailing popular snack and
beverage products so that concession stands can focus on retailing meal products with higher check averages.
And as previously discussed, this provides an opportunity to incorporate local restauranteurs into the mix as
well. For large events, sales can also be augmented through use of product hawkers in the seating zones.

Another recommendation is that the University consider partnering with its service provider to acquire a mobile
truck in order to leverage outdoor sales opportunities and support outdoor events. While the ROI from
concessions alone does not warrant the investment, as discussed in the retail dining recommendations, many of
our clients have had great success in using mobile solutions to augment retail service to areas of campus that are
underserved by dining venues.

With regard to labor, the current strategy of working with campus clubs and local service organizations is
completely appropriate. The success of this strategy can be leveraged through incorporation of the following:

Envision Strategies Page7-2



New Mexico State University
Master Plan for Dining Services Concessions & Recreation Dining Strategies

=  Focused training in the areas of food handling, food safety and sanitation, money handling, operational
requirements, up-selling, and customer service;

=  Favorable commission structures that incentivize the organizations to sell. Although industry norm is 10-
12% of sales, some of our clients find that paying the organization a higher commission level (ex: 15%)
results in a stronger commitment to providing appropriate staffing resources with which to drive better
sales performance;

= Use of competitive incentives to reinforce training and increase sales. An example is identifying a “product
of the game” and then offering a bonus to the concessions stand with the highest sales of the product.

4. Communication and Feedback

Following are some additional recommendations related to enhancing communication and creating feedback
mechanisms:

= At both Aggie Memorial Stadium and the Pan American Center, review the building signage strategy to
augment directional signage for concessions areas;

=  Consider web-based strategies that would allow premium customers (ex: premium seating areas, skyboxes,
etc.) to pre-order and pay for upscale menus for pick up or delivery;

=  Conduct market research to better understand customer needs and expectations. Examples might include
research with season ticket holders, or participation in real-time Game Day Experience surveys.

=  Consider establishing a Concessions Advisory Committee, comprised of concessions/dining services
management, auxiliary services administrators, athletics/athletic facilities administrators, conference
services administrators, students, faculty, and staff to gather directional input for continuous improvement.

UNIVERSITY CLUB RESTAURANT

The food service production infrastructure at the University Club is adequate and flexible to support a variety of
potential restaurant styles and services. Unfortunately, the location is a significant deterrent to daily use, and this is
unlikely to change in the near term. On a longer term basis, as the campus transportation infrastructure grows, the
business potential for the University Club may improve. Until this occurs, it is likely that subsidy will continue to
be required, and the University will need to determine the appropriate balance between financial performance and
service to the campus community. Additionally, opportunities around special event programming should be
explored for the potential to attract customers to the facility as an event destination.

PLAYER’S GRILL

As with concessions, to a great extent, golf course retail revenue is tied to golf participation, particularly
tournaments. The current service model seems reasonable and appropriate for this venue, and now delivers an
improved customer experience in comparison to the past. Thus, the greatest potential for driving additional revenue
appears to lie in aggressive marketing of the location for weddings and social events, using the types of techniques
outlined in Section 6. Looking forward, if Sodexo assumes management of the Player’s Grill operation, the
University should consider giving the company exclusive rights to cater at the golf course.
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SECTION 8: CONTRACTOR PERFORMANCE MEASUREMENT

In conjunction with the recent service provider RFP, the consulting team assisted NMSU in the creation of a
comprehensive service provider contract, incorporating a detailed statement of work with clearly identified
operating standards. Thus, the University now has a strong platform for use in driving contractor performance. To
further leverage this platform, it is strongly recommended that the University and its service provider agree to a set
of Key Performance Indicators for use in establishing operational priorities and measuring outcomes.

In order to effectively leverage performance measurement, it is important to not lose the forest for the trees. Thus,
we recommend that the University identify its “Top 10” objectives for the program each year, and for each
objective, identify 1-3 clearly delineated KPIs that are directly relational to objectives and can be empirically
measured. The frequency of measurement depends on the type of KPI; for instance, a customer satisfaction survey
on Residential Dining is best structured as a 1-2 times per year event, in comparison with customer satisfaction
surveys of catering arrangers, which should occur shortly after the close of every event. Oftentimes, it is useful to
offer the service provider a financial incentive tied to strong performance. This is typically accomplished through a
weighted scorecard model where each KPI score is weighted by the relative importance of the objective being
measured. The example that follows illustrates the methodology:

Exhibit 8-1: KPI Scorecard Example

Key University Objectives KPI Measure Factor
Weight

Increase retail sales by 12% Change in revenue measured through the P&L 25%

Pass all sanitation inspections with a Less than 85% in every operation = 0% award;

minimum score of 85% Above 85% award is tied to percentage score 25%

Improve customer satisfaction with Achieve at least an 80% overall satisfaction level as

residential dining measured by the annual residential dining customer 30%

Reduce University Club subidy Reduction in subsidy as a percentage of budget 6%

Increase on-time catering deliveries to  |[Minimum set up 15 minutes before event start as

95% measured by catering delivery log 14%
Total: 100%

Once the measurements are developed, financial reward occurs only when targeted goals are met or exceeded. The
total weighted score as a percentage of the total possible score is then used as the allocation for the percentage of
maximum bonus that is paid to the service provider. Following is an example of the strategy:

Exhibit 8-2: Weighted Scorecard Bonus Calculation

Key University Objectives KPI Measure Factor | Score (Weighted
Weight Score

Increase retail sales by 12% Change in revenue measured through the P&L 25% 100%[  25.0%

Pass all sanitation inspections with a Less than 85% in every operation = 0% award;

minimum score of 85% Above 85% award is tied to percentage score 25% 90% 22.5%

Improve customer satisfaction with Achieve at least an 80% overall satisfaction level as

residential dining measured by the annual residential dining customer 30% 100%|  30.0%

Reduce University Club subidy Reduction in subsidy as a percentage of budget 6% 20% 1.2%

Increase on-time catering deliveries to  |Minimum set up 15 minutes before event start as

95% measured by catering delivery log 14% 0% 0.0%
Total:| 100% 78.7%

Maximum Bonus = $40,000
Total KPI Score of 70% or Below = $0 Bonus
Total KPI Score over 70% = Percentage Bonus Award (ex. 78.7% score = 78.7% of $40,000 or $31,480)
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Performance objectives, weightings, KPIs, and minimum targets can be adjusted annually to align with evolving
University priorities.
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