
C O V E R S T O R Y 

FROM A 
SPARK TO £_ 
A BONFIRE r 
How Maverik went from a 
solid grab-and-go concept 
to a best-in-class 
foodservice program 
By Angela Hanson 

AS A C O N V E N I E N C E STORE OPERATOR, Maver ik Inc. serves as 
an e x a m p l e o f h o w t o d o c o n v e n i e n c e re ta i l ing r igh t , b y 
e m b r a c i n g a u n i q u e Iden t i t y as " A d v e n t u r e ' s F i rs t S t o p " a n d 
pu rsu ing an a m b i t i o u s g r o w t h s t r a t e g y t h a t led It t o o p e n 
m i l es tone s t o r e No. 3 0 0 In Ju ly 2017 a n d land t h e reta i ler 
o n t h e Convenience Store News T o p 2 0 G r o w t h Chains 
rank ing ear l ier th is year. 

As a f o o d s e r v i c e o p e r a t o r , h o w e v e r , Maver ik Is pe rhaps 
even m o r e Insp i r ing fo r Its e v o l u t i o n f r o m a s t a n d a r d 
c - s to re f o o d o f f e r i ng ( t h i nk ro l ler gr i l l , p a c k a g e d s a n d 
w i c h e s ) t o a p r o g r a m t h a t Is n o w a bes t - ln -c lass e x a m p l e o f 
h o w t o t ake c o n v e n i e n c e f o o d s e r v i c e t o t h e nex t level . 

Rich Green , d i r e c t o r o f f o o d s e r v i c e f o r t h e Salt Lake C i t y -
based cha in , recalls t h a t w h e n he j o i n e d t h e c o m p a n y 13 
years a g o , Maver lk 's f o o d s e r v i c e p r o g r a m c e n t e r e d o n 
bak ing Its o w n f resh b r e a d ln -s to re at e v e r y l oca t i on . A s i d e 
f r o m tha t , Maver ik o f f e r e d " t h e t yp i ca l c o n v e n i e n c e s t o r e 
fare." The large ly g r a b - a n d - g o o f f e r i ng was so l id , b u t had 
l i t t le t o set It apa r t f r o m c o m p e t i t o r s ' f o o d s e r v i c e p r o 
g r a m s , a c c o r d i n g t o Green . 

This led t o t h e d e v e l o p m e n t o f t h e BonFI re b r a n d . L a u n c h e d 
in 2 0 0 9 a longs ide a r e v a m p o f Maver ik 's Bodac ious Bean 
co f f ee p r o g r a m , BonF i re t i ed Maver ik 's f o o d I tems t o g e t h e r 
unde r a s ingle Iden t i t y w i t h an a d v e n t u r o u s t h e m e a n d 
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The BonFi re Gri l l c o n c e p t , w h i c h b e g a n t e s t i n g 
In late 2014, is n o w i nc l uded in all n e w - b u i l d 
Maver ik s tores. 

c o l o r - c o d e d labels based o n t h e t y p e o f p r o d u c t , such as 
a red f l ame fo r h igh - t ra f f i c ho t I tems a n d a g r e e n f l a m e fo r 
f ru i t a n d salads. 

By t h e fall o f 2013, t h e c o m p a n y w a s ready t o m o v e Mav
er ik a n d BonF i re t o t h e nex t level . 

Enter Maver ik 's n e w BonF i re Grill m a d e - t o - o r d e r p r o g r a m . 

"Sales w e r e k ind o f f lat. W e w e r e in g r o w t h m o d e , t r y i n g t o 
f i gu re o u t w h a t f o o d s e r v i c e m e a n t t o us a n d w h a t t h e nex t 
f i ve years l o o k e d like," Green r e c o u n t e d . 

T h e t e a m g a t h e r e d a n d c a m e up w i t h s o m e g u i d i n g p r inc i 
ples t o he lp t h e reta i ler a l ong t h e j ou rney . These Inc luded : 
a ser ious f o c u s o n " f resh" ; a goa l o f b e c o m i n g d e s t i n a 
t i o n - w o r t h y ; a n d a u n i q u e p resence In Maver ik 's o p e r a t i n g 
f o o t p r i n t a n d In t h e c o n v e n i e n c e channe l . 

" W e w a n t e d t o g i v e c u s t o m e r s a r e a s o n t o c o m e t o 
Mave r i k t o ea t s o m e t h i n g t h e y c a n ' t g e t a n y w h e r e else," 
Green sa id . 

Grill m a d e - t o - o r d e r p r o g r a m a n d a d d It t o all n e w s to res , 
Maver ik p lans t o keep t h e a d v e n t u r e g o i n g . 

Forming a Foodservice Identity 
Maver ik has m a d e several s ign i f i can t m o v e s as it's bu i l t u p 
Its f o o d s e r v i c e p r o g r a m . 

First, It b e g a n e x p e r i m e n t i n g w i t h c rea t i ve , " o u t o f t h e b o x " 
l i m i t e d - t i m e o f fe rs ( L T O s ) , s o m e o f w h i c h b e c a m e m a i n 
s tays o n t h e m e n u , l ike t h e M.O.A.B. ( M o t h e r o f A l l Bu r r l t os ) . 

Nex t , t h e reta i ler r e e x a m i n e d w h a t w e n t i n to Its 
p r o d u c t s a n d i m p r o v e d t h e qua l i t y t o b e c o m e a m o r e 
i n g r e d i e n t - b a s e d o p e r a t i o n . 

Maver ik also h i red a n e w c o r p o r a t e che f w h o b r o u g h t a 
d i f f e ren t p e r s p e c t i v e t o t h e bus iness. Chef Kyle Lo re spen t 
m u c h o f his career w o r k i n g In f i ne -d in i ng res tau ran ts in 
p laces l ike l uxu ry ho te ls . He later s p e n t s o m e t i m e In retai l 
as a c o r p o r a t e che f f o r W e s t Salt Lake C i t y - b a s e d H a r m o n s 
g r o c e r y s tores . J o i n i n g Maver ik m a r k e d his f i rs t s t ep in to 
t h e c o n v e n i e n c e channe l . 

These e f fo r t s have he lped Maver ik 's f o o d s e r v i c e o f f e r i ng 
" e x p l o d e " In t h e years since. But It isn't l ook ing t o let up 
o n t h e m o m e n t u m . As It c o n t i n u e s t o d e v e l o p t h e BonF i re 

Lore 's k n o w l e d g e a n d ab i l i t y t o he lp t h e Maver ik t e a m see 
t h i ngs d i f f e ren t l y c o m b i n e d wel l w i t h t h e c o m p a n y ' s k n o w l 
e d g e o f c u s t o m e r s In t h e c o n v e n i e n c e w o r l d . 

" W e had a p r e t t y h a p p y m a r r i a g e there , " Green said. 

T o g e t h e r , t h e y asked a s imp le q u e s t i o n w i t h a c o m p l e x 
answer : H o w c o u l d Maver ik b r i ng m o r e f l avo r t o Its m e n u ? 
T h e c o m p a n y d e c i d e d t o c rea te a t as te p ro f i l e t h a t w a s 
sp ic ier a n d m o r e f lavor fu l — s o m e t h i n g t h a t d i f f e red f r o m 
Its c o m p e t i t o r s , w h i c h inc lude q u i c k - s e r v i c e a n d fas t -casua l 
ou t le t s , as wel l as o t h e r c o n v e n i e n c e s to res . 

W h i l e It r isked a l iena t ing c o n s u m e r s w h o d o n ' t en joy t h a t 
k ind o f f o o d , e s c h e w i n g a d i s t i nc t I den t i t y In f avo r o f chas 
ing un iversa l appea l w o u l d have h a d its o w n risks. 

" W h e n y o u t r y t o be e v e r y t h i n g t o e v e r y b o d y , y o u e n d up 
n o t h i n g t o n o b o d y , " Green said. 
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BonFi re Gri l l fea tures an o p e n k i t chen w h e r e 
cus tomers can w a t c h the p repa ra t i on o f m a d e -
t o - o r d e r i t ems l ike p izza a n d tacos . G r a b - a n d - g o 
o p t i o n s are a lso ava i lab le . 

T h e p rocess i nvo l ved tr ial 
a n d e r ro r as Maver ik w o r k e d 
o u t w h a t w o u l d m a k e 
g o o d m e n u I tems, w h a t Its 
c u s t o m e r s w a n t e d t o eat , 
a n d w h a t was feas ib le In a 
c - s to re se t t i ng . 

A c o m m o n e r ro r f o r t h e 
f o o d s e r v i c e t e a m , w h i c h 
Green desc r ibes as b e i n g 
m a d e up en t i re l y o f " f o o d 
ies," w a s t o veer t o o far i n to 
upsca le I tems, w h i c h c o u l d 
be t o o e x p e n s i v e t o o f f e r o r 
t o o eso te r i c t o be a p p e a l i n g , 
such as a sp icy Ital ian p izza 
w i t h Ca labr lan chi l les. 

O t h e r m iss teps c a m e f r o m 
s i m p l y m i s j u d g i n g c u s t o m e r 
response . O n e e x a m p l e o f 
th is is w h a t Lo re calls "The 
Grea t Gravy Revo l t , " w h e n 
Maver ik ro l led o u t a n e w 
rec ipe fo r its b iscu i ts a n d 
g ravy . T h e n e w ve rs ion 
w a s n ' t b a d , b u t it w a s a 
c h a n g e c u s t o m e r s d i d n ' t 
w a n t . So, t h e cha in ro l led It 
back , a n d b iscu i ts a n d g r a v y 
rema in a c o r e I t em t o d a y . 

T h e f inanc ia l c r u n c h o f tes t 
ing n e w i tems at l owe r m a r 
g ins was a n o t h e r cha l lenge , 
b u t t h e even tua l resul ts 
m a d e It w o r t h o v e r c o m i n g . 

"It 's all been real ly g o o d f o r 
us. Even t h o u g h It t akes 
t i m e a n d I n v e s t m e n t t o bu i ld 
a p l a t f o r m based o n qua l i t y 
a n d d i s t i nc t i on , I t h ink ou r 
c u s t o m e r s r e c o g n i z e d t h e 
d i f f e rence a n d r e w a r d e d us 
b y v is i t i ng m o r e f r e q u e n t l y 
a n d b u y i n g m o r e f o o d , " 
Green said. 

A s Maver ik has r e i n v e n t e d 
its f o o d , t h e BonF i re b r a n d 
has e v o l v e d w i t h it, g o i n g 
f r o m a qua l i t y g r a b - a n d - g o 
p r o g r a m t o a m a d e - t o -
o r d e r in i t ia t ive in t h e f o r m 
o f t h e BonF i re Gril l , an o p e n 
k i t chen w h e r e c u s t o m e r s 
can s p e c t a t e t h e p r e p a r a 
t i on o f I tems like p izza 
a n d tacos . 

T h e B o n F i r e Gril l c o n c e p t b e g a n t e s t i n g 
in la te 2014 a n d Is n o w i n c l u d e d In all 
n e w - b u i l d Mave r i k s to res . In 2015, Mave r i k 
u n d e r w e n t a s t o r e r e d e s i g n t h a t p laces 
f o o d f r o n t a n d c e n t e r , m a k i n g its f o o d -
se rv i ce o f f e r i n g s v i sua l l y p r o m i n e n t ins ide 
t h e s to res a n d i nc reas ing sales b y h u g e 
n u m b e r s In s o m e o f t h e u p d a t e d s to res . 

"Tha t e f fo r t , pa r t i cu la r l y In n e w s tores , d e f i 
n i te ly s w u n g t h e p e n d u l u m m o r e t o w a r d 
f oodse rv i ce , " Green said. 

The Journey Continues 
A t t h e e n d o f t h e day , Maver ik keeps 
c o n v e n i e n c e as t h e No. 1 f ac to r , re fus ing t o 
c o m p r o m i s e e i ther s p e e d o f serv ice o r t h e 
qua l i t y o f its m e n u . 

"S imp l i c i t y Is i m p o r t a n t t o us, so w e can 
de l i ve r conven ience , " Green said. 

S t r i v ing t o ba lance b o t h a t t r i b u t e s a f fec ts 
e v e r y t h i n g — f r o m d e s i g n i n g Maver ik 's 
s t o r e k i t chens t o ensure t h e least a m o u n t 
o f w a s t e d t i m e d u r i n g f o o d p r e p a r a t i o n , 
t o us ing e q u i p m e n t t h a t m e e t s t h e re ta i l 
er 's un ique needs. A d v a n c e s in res tau ran t 
t e c h n o l o g y help, such as t h e T u r b o C h e f 
o v e n s Maver ik uses t h a t can c o o k a p izza In 
3 0 seconds . 

U p c o m i n g d e v e l o p m e n t s f o r Maver ik m a y 
i nc lude a m a d e - t o - o r d e r b e v e r a g e p r o g r a m , 
w h i c h t h e c o m p a n y is In t h e init ial s tages o f 
e x p l o r i n g . Green a c k n o w l e d g e s t h a t such a 
p r o g r a m Is a " t o u g h o n e " f o r t h e c o m p a n y , 
d e s c r i b i n g h o w he's o b s e r v e d s u d d e n b e v 
e r a g e o rde rs l ike a m a d e - t o - o r d e r m i l kshake 
d i s r u p t t h e r h y t h m o f t h e k i t chen . 

W o r k i n g w i t h t h i r d - p a r t y de l ivery services, 
such as Uber Eats or DoorDash , Is also s o m e 
th ing t h e c o m p a n y is exp lo r ing . However , 
t h e logist ics are m o r e c o m p l i c a t e d t han t hey 
seem, par t icu lar ly w h e n tak ing in to accoun t 
t h e mu l t ip le de l ivery services cus tomers use 
and t h e labor necessary t o fulfil l de l ivery 
o rders du r ing all daypar t s , Green exp la ined. 

W h a t e v e r n e w add i t i ons t h e c o m p a n y 
m i g h t m a k e In t h e f u t u r e , Maver ik w a n t s t o 
be sure it has m a s t e r e d Its ex is t ing p r o g r a m 
a n d de l ivers it r i gh t t o c u s t o m e r s eve ry day . 

" W e ' v e had so m u c h rap id g r o w t h , f o c u s e d 
so m u c h o n I nnova t i on a n d p r o g r a m d e v e l 
o p m e n t , " Green said. " W e ' r e s t e p p i n g b a c k 
a n d l ook ing at h o w w e can h o n e a n d s i m 
p l i fy o u r ex i s t i ng o p e r a t i o n , g e t it h u m m i n g 
like a we l l - o i l ed mach ine . " 
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A l t h o u g h he desc r ibes h imsel f as " n o t m u c h 
o f a fu tu r is t , " Green p r e d i c t s t h a t f i ve years 
f r o m n o w , t h e f o o d s e r v i c e c o m p e t i t i v e 
l andscape wil l have c o n t i n u e d t o b r o a d e n 
as c o n v e n i e n c e s to res c a t c h up t o t h e QSR 
a n d fas t -casua l s e g m e n t s . Y o u n g e r g e n e r a 
t i ons w h o are w i l l i ng t o b u y f o o d f r o m any 
w h e r e t h a t Is g o o d wi l l m a k e a d i f f e rence 
In g r o w t h po ten t i a l a n d t h e b lu r r i ng lines 
b e t w e e n f o o d s e r v i c e s e g m e n t s , he n o t e d . 

O n e t h i n g t h a t w o n ' t b lu r Is Maver ik 's sense o f Iden t i t y . 
Hav ing t r a n s f o r m e d Itself In to s o m e t h i n g sepa ra te a n d 
d i s t i nc t f r o m t h e usual c o n v e n i e n c e s to re a n d c -s to re f o o d 
p r o g r a m , Green be l ieves t h e m o s t I m p o r t a n t lesson c -s to re 
o p e r a t o r s can learn Is n o t t o be a f ra id t o de f i ne t hemse l ves . 
Even t h o u g h It's easier said t h a n d o n e , t h e resul ts are wel l 
w o r t h It. 

" Y o u have t o d e c i d e w h o y o u are a n d w h a t y o u ' r e g o i n g t o 
do , " he sa id. " A n d g o a f ter It." CSN 

THE CHEF'S PERSPECTIVE 
With a background in fine dining, Chef Kyle Lore brings a different mindset to Maverik 

N o t h i n g Chef Kyle Lore's t rad i t i ona l 
app ren t i cesh ip or his f o l l o w i n g years 
w o r k i n g in f ine d in ing cou ld have led 
h im t o be l ieve tha t he w o u l d enter t h e 
conven ience s to re indus t ry and he lp 
spearhead a cul inary t r ans fo rma t i on . 
But t h e o p p o r t u n i t y c a m e a l ong at t h e 
r igh t t ime , he t o l d Convenience Store 
News. Maver ik needed a new c o r p o r a t e 
chef and Lore was seek ing w o r k hours 
tha t w e r e a be t te r f i t t o spend t i m e 
w i t h his ch i ld ren. 

Du r i ng his i n te rv iew, Maver ik 's Di rec
t o r of Foodse rv i ce Rich Green ques 
t i o n e d Lo re on w h e t h e r t h e l o w e r level 
of c r e a t i v i t y w o u l d be a dea lb reake r 
fo r h im. Ye t Lore has f o u n d t ha t he 
can st i l l be c rea t i ve by t a c k l i n g t h e 
cha l lenges of r e imag in i ng a f o o d s e r 
v i ce p r o g r a m w i t h l im i t ed resources 
in t e r m s of phys ica l space, e q u i p m e n t 
and en t r y - l eve l e m p l o y e e s . 

" H o w t o des ign th ings tha t can be 
p r o d u c e d in tha t env i ronmen t ye t have 
a real ly g o o d f resh o f fe r ing — that 's 

w h e r e the c rea t i v i t y comes in , " Lore 
said. " Y o u have t o real ly tear apar t 
processes t o d e v e l o p s o m e t h i n g tha t 
can be successful ly execu ted in our 
env i ronment , consis tent ly , and have a 
h igh level of qua l i ty . " 

Part of his dut ies invo lved go ing th rough 
all of the ingredients Maverik used in 
order t o ident i fy those that were not 
up to the standard they wan ted to set, 
as wel l as those that cou ld be used t o 
compe te w i t h best-in-class convenience 
stores and higher end quick-serv ice 
restaurants. F rom there, the foodserv ice 
team exp lored pr ic ing and samples. 

" W e quick ly realized that in our market, 
the customer 's resistance t o wa i t ing 
was very short," he said, expla in ing that 
customers had been t ra ined t o expect 
the speed of g rab-and-go items. Their 
standards for speed don ' t go away even 
when choos ing a made- to -o rder product . 

This p r o m p t e d Maver ik t o focus on 
qua l i t y i tems tha t cou ld be p repared 
qu ick ly and consis tent ly , such as st reet 
tacos. It was also ab le t o ident i fy 
t h i r d -pa r t y pu rveyors tha t w e r e w i l l i ng 
t o take a leap of fa i th on the research 
and d e v e l o p m e n t process. This a l l o w e d 
Maver ik t o nego t ia te g o o d marg ins 
based on v o l u m e and g r o w t h . 

" I t 's a constant exp lo ra t ion , " Lore said 
of the process of c o m i n g up w i t h new 
of fer ings. Using l im i ted - t ime of fers 
(LTOs) and ca tego ry innova t ion t o 
a t t rac t cus tomers enables Maver ik t o 
g r o w its foodserv i ce p r o g r a m w i t h o u t 
unde rcu t t i ng itself w i t h t o o many 
d iscounts or over l y l ow pr ic ing. This 
means Lore is a lways w o r k i n g on some 
s tage of a poss ib le new p roduc t . 

S o m e of t h e i m p r o v e m e n t s L o r e has 
ov e r s een are less d r a m a t i c , b u t s t i l l 
r esu l t ed in p o s i t i v e change . The c o m 
p a n y used t o b u y f r o z e n d o u g h pucks 
f o r i ts c o o k i e p r o g r a m . To a v o i d t h e 
a d d i t i v e s a n d shelf e x t e n d e r s t h a t 
Lo re says p r e v e n t s f r o z e n c o o k i e s 
f r o m b e i n g t r u l y p r e m i u m , t h e y d e v e l 
o p e d a c o o k i e base t h a t is s i m p l e b u t 
s im i la r t o w h a t s o m e o n e m i g h t b a k e 
at h o m e . 

Wh i l e the re are ways t o d o m o r e w i t h 
less, f r o m Lore's perspect ive , retai lers 
tha t w a n t t o i m p r o v e the i r f oodserv i ce 
p r o g r a m must invest in it. 

"They need t o c o m m i t t o the labor 
a t tached . So many conven ience stores 
t r y t o have t h e f o o d execu ted by t h e 
same person do ing t h e cash w r a p , " he 
said. "Tha t is so l im i t ing — you ' l l never 
ge t anywhe re w i t h it." 

It isn't t ha t f o o d p repara t ion is t o o 
c o m p l i c a t e d fo r f l oo r staff t o learn, bu t 
rather tha t it is t o o d i f f icu l t t o mul t i task, 
acco rd ing t o Lore. By c o m m i t t i n g t o 
hav ing emp loyees w h o are on ly the re 
t o w o r k in foodserv i ce and t ra in ing 
t h e m proper ly , c-stores w i l l see be t te r 
results and less tu rnover . 

He also advises c-s tore opera to rs 
t o look t o h igher -end QSRs as the i r 
f oodserv i ce peers and c o m p e t e w i t h 
t h e m on pr ice and qual i ty , as o p p o s e d 
t o va lue- focused fas t - food chains. 

" W h y t r y t o c o m p e t e w i t h McDonald 's 
on McDonald 's f o o d ? That 's a los ing 
game, " he said. "The on ly t h i ng t o d o 
is d i f fe ren t ia te yourself . Of fer you r 
p roduc ts and sell t h e m at a pr ice you 
can make m oney on . " 
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