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INTRODUCTION

EARLY BIRD CAFE 

Crystal Kendall and Kyle Hough, co-owners at Early Bird Cafe, stepped into their restaurant and began to 
prepare for the chaos of the breakfast rush. Kendall and Hough were dedicated to serving the highest quality 
breakfast dishes at their popular London, Ontario, brunch spot in a timely manner. Ideally, customers could be 
served within 15 to 20 minutes of placing their orders. Recently, they began to worry that their current process 
was unable to balance the demands of quality and prompt service. Anticipating an increase in demand soon, they 
wanted to identify the best solution to mitigate this challenge as quickly as possible.  

Early Bird was a popular breakfast and brunch restaurant in downtown London, owned and operated by husband 
and wife duo, Crystal Kendall and Kyle Hough since April 2021. While Early Bird was open daily from 9am to 
4pm, in the evenings it transformed into Holy Diver, an intentional dive bar.¹ Early Bird was most well-known 
for their Pancake Stacker, Chicken and Waffles, and Eggs Benedict dishes (Exhibit 1). In 2011, Early Bird was 
featured on an episode of the Food Network for their high-quality and unique breakfast menu and had steadily 
attracted customers to the restaurant for nearly 14 years.

[1] Dive bars are typically described as unpretentious, often somewhat run-down spaces offering inexpensive drinks with a focus on community rather 
than polished aesthetics. 
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History

Early Bird was founded by the Wolf Brothers, Justin and Greg Wolf, who also owned and operated other restaurants 
in the London area, including Los Lobos and The Company Bar. During the COVID-19 pandemic, Justin and 
Greg expressed interest to their employees in selling Early Bird to focus their attention on their other businesses. 
As a long-term employee of Los Lobos, Kendall knew that purchasing a restaurant amid a pandemic would be a 
challenge, but she saw potential in Early Bird and officially acquired the restaurant in April 2021. Over the next 
few years, Kendall and Hough grew Early Bird into a beloved staple in London by using fresh, sustainable, and 
locally sourced Canadian ingredients, and by fostering a trendy yet relaxing dining atmosphere. As a result, they 
attracted a loyal customer base and earned rave reviews online. Kendall and Hough then founded Beats and Eats 
Incorporated, which as the parent company encompassed live music promotion and bookings, Early Bird Cafe, 
Holy Diver, and a catering business.

Kendall and Hough

Kendall had an extensive background in the restaurant industry, working as a line cook, server, catering chef, and 
event planner. She studied Culinary Arts at George Brown College in Toronto, which equipped her with the 
technical skills for food preparation. Kendall had also worked for the Wolf Brothers as their Front-of-House 
Manager at Los Lobos. She was eventually promoted and, in this new management role, helped them open new 
restaurant spaces, gaining valuable management and entrepreneurial skills. 

Hough was one of London’s most well-known DJs and foodies. His passion for punk rock and hip-hop music 
heavily influenced the art and decor of Early Bird, and the music programming at Holy Diver.

INDUSTRY

The restaurant and food service industry experienced steady growth largely as a result of population increases 
in the London area. The food and restaurant service industry was projected to see a real GDP output growth of 
2.8% in 2025,² and had seen increase to establishments in the area from 826 in 2022 to 835 in 2023.³ Barriers to 
entry in the restaurant industry were moderately low, as minimal start-up costs were incurred if equipment was 
leased. Additionally, breakfast restaurants typically offered a relatively simple menu, requiring less technical skill 
to prepare, and thus had a simpler and more efficient operational process compared to traditional restaurants.⁴ 
However, all restaurants faced significant regulatory headwinds primarily related to liquor licensing and health 
and safety inspections, which added financial and operational complexity. While the low barriers to entry made it 
easier to start a restaurant, they also led to intense competition, as demonstrated by the highly saturated restaurant 
market with other local diners, chain restaurants, and pubs.⁵

[2] City of London, (2025, June 11), Accommodation and food services. City of London, retrieved June 19, 2025, from https://london.ca/business-
development/economic-development/accommodation-food-services. 
[3] City of London, (2024), Sector Profile for London’s Accommodation and Food Services (NAICS 72), City of London, Retrieved June 19, 2025, from 
https://london.ca/sites/default/files/2025-03/Accommodation%20and%20Food%20Services%20-%20Full%20Sector%20Profile%20(2025)_0.pdf. 
[4] Le, V., (2025, March), Full-Service Restaurants in Canada - Market Research Report (2015-2030), IBISWorld, retrieved June 19, 2025, from https://
www.ibisworld.com/canada/industry/full-service-restaurants/1677/. 
[5] Beckett, E. L., (2025, January 31), What's the restaurant outlook for 2025? Restaurant Dive, retrieved June 19, 2025, from https://www.
restaurantdive.com/news/restaurant-industry-trends-2025/738859/. 
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[6] Aydinyan, V., (2024, November 30), A Comprehensive Guide To Restaurant Profit Margins For All Restaurant Types, 7shifts, Retrieved June 20, 2025, 
from https://www.7shifts.com/blog/restaurant-profit-margins/.
[7] Bostock, A., (2025, February 11), Tariffs are re-shaping Canada’s restaurant industry, Food Service and Hospitality Magazine, Retrieved July 10, 
2025 from https://www.foodserviceandhospitality.com/tariffs-are-re-shaping-canadas-restaurant-industry/?cn-reloaded=1. 
[8] Toneguzzi, M., (2025, June 5), Buy Canadian movement gains momentum as consumers shift, Retail Insider, retrieved July 10, 2025 from https://
retail-insider.com/retail-insider/2025/06/buy-canadian-movement-gains-momentum-as-consumers-shift/.
[9] The fourth line cook did not face any issues keeping up with demand.
[10] In addition to the hourly wage, Early Bird paid an additional 17% in mandatory employment related costs (MERCs). 

The breakfast restaurant industry in Canada reported a low profit margin of 5% in 2024 as a result of accumulated 
overhead costs, such as rent, utilities, and wages.⁶ Concerns over tariff wars with the US risked further squeezing 
profit margins by driving up ingredient costs and increasing inflation.⁷ A reactionary “Buy Canadian” movement, 
which encouraged consumers to prioritize domestically made products over imported alternatives from the US, 
was gaining momentum given the uncertainty of Canadian-US trade relations.⁸

CUSTOMERS

CURRENT PROCESS

Early Bird was a favourite breakfast spot for families, young children, the elderly, and university students from 
all backgrounds. Early Bird did not have a set standard customer type, attracting people of all ages, races, and 
socio-economic groups. When selecting a breakfast location, customers valued high-quality, fresh ingredients, 
fast service, and a welcoming and relaxing atmosphere. Customers prioritized Early Bird’s made-to-order dishes 
served quickly, particularly within 20 minutes of placing their order. 

Early Bird’s process required cooks to have a high level of understanding of each dish. See Exhibit 2 for the current 
production process. Demand varied based on time of day, but Early Bird consistently saw a peak in demand during 
their breakfast rush, which lasted from 9am to 11am, seven days a week. During the breakfast rush, Early Bird 
could receive demand for up to 96 orders per hour, which were evenly split between their three top-selling dishes. 

Once the customer’s order was taken, the servers submitted their orders to the kitchen, where the cooking process 
began. The kitchen employed four active line cooks, each with distinctive roles and responsibilities. The first line 
cook was responsible for the deep fryer and the waffle iron to create the Chicken and Waffles dish. The second 
line cook was responsible for the grill, which was used to cook peameal bacon, sausage, and sunny-side-up eggs, in 
addition to working on the stove top for grilling sides, such as toast. The bacon and smoked meat required seven to 
ten days to cure and smoke before cooking. The third line cook was responsible for the grill used to cook pancakes. 
The fourth line cook was responsible for overseeing the poaching pot and the dish assembly section, where all the 
separate components of a dish were plated and prepared for service.⁹ Additional employees included a dishwasher, 
a prep cook, a general manager who oversaw all departments and maintained organization, a service manager 
who managed customer experience, a head chef who also worked as an assistant general manager and supervised 
ingredient ordering, and an “expo” who helped with front-of-house demands, such as seating customers. Typically, 
staff were paid at the minimum wage of $17.50 per hour; however, due to the level of experience and skill required, 
all four line cooks were paid $21 per hour.¹⁰

Early Bird’s three best-selling dishes were the Pancake Stacker, Chicken and Waffles, and Eggs Benedict. Each 
dish had a separate, distinctive production process requiring different equipment, ingredients, and cooking times. 
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Chicken and Waffles

The Chicken and Waffles dish consisted of a waffle topped with bacon jam, a fried chicken thigh and either 
hot honey, syrup, or gravy, which priced at $23.¹¹ The production began with breading and frying the chicken, 
which took the first line cook approximately 12 minutes. The deep fryer had a maximum capacity of 16 chicken 
thighs, but in order to preserve oil temperature and get the highest quality result, the first cook typically fried 
no more than six thighs at one time. However, the deep fryer frequently broke down during the morning rush, 
halting production until repairs could be made. Simultaneously, the first line cook poured the pre-mixed waffle 
batter into the waffle iron, which fit up to two waffles at a time. It took roughly two and a half minutes to cook 
in the waffle iron. Once the chicken and waffles were completed, the fourth cook assembled the ingredients and 
topped them with the customer’s choice of sauce, which would take 30 seconds per order. 

The Pancake Stacker

The Pancake Stacker dish consisted of four Buttermilk Pancakes layered with peameal bacon, sausage, a sunny-
side-up egg, and syrup, which priced at $24 a dish.¹² To begin, the third line cook poured pre-mixed batter for 
four pancakes onto the grill, which took approximately 10 minutes to cook. The grill could accommodate up to 
16 pancakes at once. At the same time, the second line cook would prepare up to four orders of peameal bacon, 
sausage, and egg on a separate grill. These sides could be cooked within four minutes. The fourth cook then as-
sembled the stacker, which took 30 seconds per order.

Eggs Benedict

The classic Eggs Benedict dish consisted of two poached eggs, peameal bacon, and hollandaise sauce on a milk 
bun, accompanied by a side of home fries, which cost $18.¹³ The fourth line cook was responsible for poaching the 
eggs. To achieve the desired consistency, the egg was cooked for four minutes. The poaching pot had a capacity of 
up to 12 eggs at a time. Simultaneously, the second cook prepared the peameal bacon on the stovetop, which took 
four minutes and had a maximum capacity of eight orders at a time. The assembly of each dish took 30 seconds.

[11] Cost of Goods Sold (COGS) for the Chicken & Waffles dish were 40%. 
[12] Cost of Goods Sold (COGS) for the Pancake Stacker dish were 32%. 
[13] Cost of Goods Sold (COGS) for the Eggs Benedict dish were 25%. 

THE MORNING RUSH 

Most of the equipment was acquired along with the acquisition of Early Bird in 2021, so some of it was originally 
purchased when the restaurant opened and frequently broke down during operating hours, particularly the deep 
fryer. The breakdowns resulted in an average loss of 10 production minutes per hour during the morning rush, which 
halted production of the Chicken and Waffles dish. To resume service, a technician had to be called to assess the 
problem and make the necessary repairs. While Kendall and Hough did not have any difficulty meeting demand 
during non-rush hours, they hoped to improve their production process to increase speed and efficiency during their 
peak hours of operations, when they struggled to keep up with the abundance of orders. 
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ALTERNATIVES 

New Deep Fryer 

To avoid halting the production process and losing up to 10 minutes per hour of valuable time whenever the deep 
fryer broke down, Kendall and Hough could invest in purchasing a new deep fryer to replace the current model 
(Exhibit 3). Deep fryers retailed for approximately $65,000 and would require annual maintenance, which would 
cost $500, but the equipment was expected to last over 15 years.¹⁴ Obtaining a new fryer would save Kendall and 
Hough $2,350 in maintenance fees per year, but they would need to pay $950 plus $1,250 to have the new deep fryer 
delivered and installed. The new deep fryer was expected to use more energy, and thus, utility costs were expected 
to increase by $75 per month. 

Labour Changes 

Instead of the fresh-to-order pancakes, Kendall and Hough considered whether it would be smart to prepare them 
ahead of time. Up to eight orders of pancakes could be reheated on the grill in two minutes, instead of the usual 
cooking time. A new employee would need to be hired to arrive two hours before the Early Bird opened each 
day to prepare the pancakes. Kendall and Hough knew that training would be required for the new employee, so 
they planned to invest in nine 9 hours of training at $21 per hour for one new line cook. They would also need to 
purchase an industrial heat lamp to preserve the temperature of the pancakes once they were cooked, which would 
cost $225 (Exhibit 4).¹⁵ Kendall and Hough worried that customers would notice the difference in quality and taste 
if they pursued this option.

DECISION

Kendall and Hough sat down after another successful but chaotic breakfast rush at Early Bird. The husband-and-
wife duo were proud of the community they had created through the Early Bird among both their customers and 
employees. They loved serving delicious breakfasts to the members of the London community, and they took pride 
in supporting other local businesses by using high-quality Canadian ingredients. However, while growing demand 
was a welcome sign of their success, it created a constant struggle to serve customers on time and maintain high 
customer satisfaction. Kendall and Hough poured a cup of coffee and began brainstorming solutions to their 
capacity issue. 

[14] WebstaurantStore, (n.d.), Gas Fryers, WebstaurantStore, retrieved June 19, 2025, from https://www.webstaurantstore.com/14399/gas-fryers.html. 
[15] Continental, (n.d.), Aluminum freestanding heat lamp item: 41787, Continental - Restaurant Equipment Supply Store, Retrieved 
June 21, 2025, from https://continentalrestaurantequipment.ca/product/aluminum-freestanding-heat-lamp-item-41787/?stkn=f81
844a97aa4&variant=55803&utm_medium=cpc&utm_source=google&utm_campaign=Google%20Shopping&gad_source=1&gad_
campaignid=21704880413&gbraid=0AAAAADoX9UzASpfxL8. 
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EXHIBIT #1

EXHIBIT #2

Chicken and Waffles, Pancake Stackers, and Eggs Benedict

Production Process

Early Bird Cafe: Cracking The Capacity Conundrum

Receive Order Cook Pancake 
Stackers

Assemble  
Dish Serve Dish

Cook Eggs 
Benedict

Assemble  
Dish Serve Dish

Cook Chicken & 
Waffles

Assemble  
Dish Serve Dish
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EXHIBIT #3 EXHIBIT #4

New Deep Fryer Heat Lamp
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