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elBulli Case Analysis
elBulli was a Michelin 3 star restaurant that provided fine dining options to the customers and was located in the town of Roses, Catalonia in Spain and managed by Chef Feran Adria. The restaurant offered a unique menu that was based on the creative practices of Chef Adria. The restaurant focused on providing clients with a unique blend of food that integrated the use of science and chemistry to support what was termed as molecular gastronomy (Opazo, 2012). elBulli was rated as the best restaurant in the world for five years. The case analysis of the restaurant aims to provide an understanding of its business environment structure and size of business, key issues facing the restaurant, business response, success and failures of the response and the changes to be implemented.

Business environment 

elBulli is defined as a fine dining restaurant in Spain. The restaurant operated for half a year and served 50 guests each night making that a total of 8,000 clients in just a year (Norton, Villanueva & Wathieu, 2008). The restaurant specialized in the provision of a dizzying array of dishes as argued by Norton et al. (2008). The restaurant based its menu on the creativity of its chefs and created demand for its food thought to limit the number of people it served. Norton et al. (2008) argued that due to the limited number of people it served the restaurant generated about two million reservations each year as noted by Norton et al. (2008). Dining at elBulli was the goals of every food connoisseur. Since the restaurant closed down in 2011 its competitors at the time were fine dining restaurants such as Noma located in Copenhagen Denamar. El Celler de Can Roca in Spain, Mugaritz in Spain, Osteria Francescana in Modena, Italy and the Fat Duck located in Bray, United Kingdom (Williams, 2011). These are the restaurant that made it to the top of the best restaurant in the world in 2011 and were the major competitors to elBulli.

The customer market in the restaurant industry has been growing and serves more than 445 million people each year and generating revenue of about $799 billion ****. The increased taste preferences as well as the limited time to cook supported the existence of restaurants such as elBulli. The demand for quality and innovative foods across the world. The restaurant market is defined by increased competition from existing and new restaurants. Since customer loyalty is limited in such an industry where preferences of the consumers change rapidly staying on top is difficult. The market share is not stable especially in the fast food section of the restaurant industry. 

The changes at elBulli affect Chef Adria took over was focused on the use of creativity and innovation to offer customers meals that would provoke thoughts and feelings as noted by Norton et al. (2008. The meals made at elBulli were designed to focus on the five senses as well as create food that had new textures that commanded the attention and the delight of the customers. The fact that the same food was never served twice as the restaurant designed and provided new menus that would appeal to each customer helped the company to create a brand that attracted international attention.  The restaurant relies on what was termed as the method of deconstruction which reduced the dishes to their constituent components and subsequently recombining as well as altering them to make delightful dishes (Norton et al., 2008). The ability of the company to develop new dishes that surprised and elicited interests among the customers was essential to the success of the restaurant. elBulli therefore embarked on a new endeavor one that was characterized by innovative and creative practices to develop dishes that are unique and could not be found in other places.

Structure and size of business

elBulli was managed and operated by Chef Adria who was the only chef at elBulli by (1987 Norton et al. (2008). The restaurant implemented a team organizational structure which supported the development of unique dishes. Norton et al. (2008) noted that each day the operations of the restaurant were carried out by a team of 60 individuals, and this included about 30 to 40 cooks. The team was responsible for cleaning, acquiring ingredients of the highest quality and making the food (Norton et al., 2008). The leadership style of Chef Adria which can be defined as a laissez-faire type of leadership created an opportunity for the team to be innovative by testing out new food ideas that made the restaurant a success. The command chain for the restaurant was simply with Chef Adria at the head of the business and the rest of the cooks and other employees’ working directly under him. This structure of management enhances the efficiency of decision-making as well as a delegation of duties that ensured effective running of the organization. 

The revenue of the restaurant cannot be defined but it averaged about 1.84 million euros its food was priced at about 230 euros, and while serving only 8,000 customers each year it was operating at a loss (Norton et al., 2008). The company had to subsidize revenue gained from its other investments into the restaurant to keep it in operation. The restaurant was handed over to Chef Adria and was co-owned with Juli Soler who died in 2015 (Opazo, 2016). elBulli operated a chain of another restaurant as well that were managed by chefs from elBulli. To expand the business elBulli moved on to boo publishing under Adria with the restaurant publishing its General Catalog from the year 2000 which served to trademark and keep track of the invention as well as to source revenue for the continued operations of the restaurant (Adrià, Soler & Adrià, 2010). elBulli also set up hotels and fast food restaurant chain. Consulting done by Adria was another effective method of earning revenue to keep elBulli in operation.

Problem at elBulli

The main problem as evidenced by the analysis of its revenue and profits is its losses. Norton et al. (2008) argued that after serving 8000 customers for 230 euros meant that the restaurant was making about 1.84 million euros which were less than its operating cost noting that it was operating at a loss. This is best identified by Norton et al. (2008) who noted that 7,000 grams of food were purchased by the restaurant to develop about 700 grams of the final products. 200 ingredients were needed for each menu with the restaurant offering about 35 dishes per night means that the operational costs of the restaurant were very high (Norton et al., 2008).  The typical restaurant in Spain as noted by Norton et al. (2008) had a net profit of about 10%, had fewer employee and had revenues of about 3 million euros. 
elBulli, on the other hand, had more employees who were about 60 in number, and for whom Adria provided with housing, food, degree title from the University of Barcelona and medical insurance (Norton et al., 2008). These combine factors limited the financial performance of the restaurant. The expensive equipment that was needed to develop these meals had to come out of the revenue earned which further ate away at its profits. The fact that the restaurant business existed in an environment of economic uncertainties further weakened the financial performance of the restaurant. In summary, the main issue facing elBulli was its inability to make profits or breakeven.

Business response to problem

In response to this problem of lack of profitability of the restaurant under Chef Adria, there were no strategic steps taken to address the issue. The cost of food at the restaurant could have been as high as 600 euros, but Adria noted that he cooked for sensitive people rather than millionaires as noted by Norton et al. (2008). There was no constant effort to streamline the number of employees at the restaurant as elBulli maintained the same 60 employees who although did not receive any salaries were costly to the restaurant as they received benefits such as food, medical insurance, and housing. The kitchen at the restaurant was bigger than the dining hall which further cut into the earnings of the restaurant as it was 350 square meters as compared to the 250 square meters of the dining hall (Norton et al., 2008). 

The inability to civilize on the dining hall area which could have remedied the situated identified ye another inaction that was not taken by the elBulli to make the restaurant profitable. Norton et al. (2008) restaurant. The wine menu also offered over 1616 different types of wines with over 216 wine varieties meaning that this was another expense that the restaurant was incurring that did not work to address the profitability problems elBulli was facing (Norton et al., 2008). Rather than lower the operational costs, the Adria with the help of casaDelfin worked to design new plates as well as flatware to be used for just one recipe (Norton et al., 2008). These practices identify the key responses of the business in managing the losses they were making. Rather than address the loss that had been incurred since 2000, it seems that the company through its management doubled down on operational spending which increased the rate of losses. 

Success and failure of business response

The response implemented by Chef Adria to increased operational spending despite the increased losses facing the restaurant had its success and failures. The major failures of the business due to the increased operational spending is that revenue remained the same for the restaurant but the operating cost was higher than the revenue for various areas. The problem experienced at elBulli was that it was losing money and the actions to maintain the current number of employees and develop new plates while maintaining large collection of wine worked to make the situation worse as the loss margin continued to expand rather than reduced (Norton et al., 2008). 

Ironically the negative response by Adria to the continued losses of the restaurant various successes with the first being that it increased demand for elBulli services and products. The increased quality of the cuisine followed by the different types of wines was essential to increasing customer satisfaction. Although the restaurant continued to serve about 8,000 customers, it was capable of increasing the quality of services offered (Norton et al., 2008). The large kitchen as compared to the dining area provided an opportunity for the 60 employees to work developing the unique and tasty cuisine that challenged the sense of the customers (Norton et al., 2008). The employee management policy implemented by Adria sort to support the development of culinary experts. 

Until 2011 elBulli continued to be ranked top among the 50 best restaurants in the world showing that its goals were met worth the restaurant being ranked first in three years that was in 2002, 2006 and 2007 (Opazo, 2016). It was subsequently turned first in 2008 and 2009 and ranked second in 2010 showing that Adria’s focus on improving the quality of the cuisine as well as its presentation by developing new flatware and plates was effective at arching strategic success of the restaurant (Opazo, 2016). The overall response by Adria to focus on the quality of the food offered and the ability to innovate new dishes was well crafted to achieve the goals of improving on food and getting an opportunity to experiment with new designs revolutionizing the culinary field with 5 chefs trained under Chef Adria moving on to start their successful restaurants after leaving elBulli (Opazo, 2016). The focus of Adria was not to make profits but rather to push the boundaries of culinary expertise. This identifies that the response of Chef Adria to the problem of loss of profitability by the restaurant

Success, failures, inadequate measures and unforeseen results

Improved measures that could be taken by elBulli to address its dwindling problem include operating the restaurant for one six extra weeks each year to increase the revenue earned. Rather than operating for six months, the restaurant could add six more weeks to its operations adding about 2000 customers to its reservations (Norton et al., 2008).  An addition of 2000 customers would mean increased profits for the restaurant. Reducing the kitchen space to about 300 square meters rather than 350 square meters would mean an additional 50 square meters for the restaurant (Norton et al., 2008). The 50 square meters would accommodate at least four more tables which would accommodate about 12 more quests meaning that the restaurant would be able to serve more customers each day meaning that it would serve about 1800 customers increasing the profits earned by the restaurant. These strategies would be critical to maintaining the quality of operations, satisfying the customers and improving the profitability of the restaurant. Another measure that would be essential to addressing the problem faced by Christopher (2016) would improve its supply chain process by sourcing for cheaper suppliers capable of providing quality products. A changing to its supply chain would help to streamline its acquisition process lowering costs. Another strategy would be to expand the current structure of elBulli by creating a second floor which would increase the space for the customers helping to capitalize on its services. 

Chef Adria has already been termed as one of the most innovative chefs in the world capitalizing on his fame by developing a reality program that would run at least once a week which the viewers will get to see how foods are prepared at elBulli would increase revenue for the restaurant. Internal changes to its operations such as increased number of chefs would increase service delivery and profitability. Change of price for each meal would ensure that it is still accessible to average consumers. For instance, a price change from 230 euros to 320 euros would ensure that it is within an affordable price range and does not discourage many customers (Norton et al., 2008). These measures would increase the profitability of the restaurant.

Changes required

The changes needed at elBulli to support the implementation of the above measures include changes to management, physical structure of the organization and strategic changes. Strategy changes such as pricing and marketing strategies would support profitability of the company. Pricing strategy will see an increase in the cost of food served while marketing strategies will enhance positioning of the company. Management changes will see a change in the management direction of the organization that involves the introduction of more chefs to assist Chef Adria in managing the restaurant freeing him up to pursue expansion strategies for the company (Norton et al., 2008). The changes to the organization include changing the physical structure by expanding the building to house more customers and reducing the kitchen to dining area ration providing for more space to serve a large customer base.

Conclusion

elBulli is a restaurant near Roses, Spain and whose success has been based on its creativity and innovation of its chef. Chef Adria has aimed to produce new and unique dishes that appeal to all customers. It serves 50 customers each day and a total of 8000 while operating for just half a year with the other half being directed to research and development. It charges 230 euros per meal, and this has led to the restaurant operating at a loss. Its increased operational costs such as having workforce 60 employees and developing over 35 dishes each night in addition to designing new plates and flatware further lowered its earnings margin. To address the problem changed needed include the expansion of the dining room, creating  second floor to house customers,  improving its supply chain process to lower cost, capitalizing on the fame of the restaurant by hosting a reality show of the cooking process as well as increasing price by only one hundred euros to ensures it is still affordable. The changes required to support the implementation of the above measures include changes to management, the physical structure of the organization and strategic changes.
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