Food company

BY STEFANIE MURRAY

Newvs Huunesy Reparier

As Zingerman's love has it il
wus a warn suner day in 1992
when Paul Saginaw pulied a har-
ried Ari Weinzweig oul of Zing-
ceman's Delicatessen lo a worn
Lench to have the talk at would
change the company forever

Saginaw worvied Zingerman's
growth was  stagnating  and
workers were becoming com-
placent. The company, aithough
suceessul, needed a long-term
plan, a vision.

“1said, "We're 10 years into this,
what will we look like 10 years
from now?" " Saginaw recalled.

Weinzweig - who was
linie, more concerncd with the
line of customers in the deli
- upened his mouth, bul noth-
itg canue oul. He dido'l have an
answer.

It was Lhat conversalion,
wind the ensuing two years of
e discussions, that shaped
Zingermaw's fiest company vi-
siou, - dubbed  “Zingerman's
2004; ‘T'he Vision for Suceess.™
1L i the groundwork fos what
Zingerman's would look like as
a 20-something-year-old small
business: Most startling, thal

the dedi would evolve Lo hecome
part. of a farger company built
o1 s unconunat, il not guirky,
Lusiness model in which man-
aging partners own a stake in
it

e businesses under (he
gerni’s sune.
Mow, alicad ol its 25U birthday
darch, Ann Arbor’s famous
dedi is planniog foe middle age.
In early November, the Zing-
ernn’s Community of Busi-
nesses - which encompasses
seven contpanivs, including Lthe
densabuwns Anne Arbor delicates-
sen — unveiled e fivsL deatt of

its viston [ 2020 to’its” mere™ L

Lhan 438 empluoyees.

Zingerman's 6 managing
partners spent the past year
crailing the plan. ‘The draft is
aow being veited by employees
and will likely change, Weinz-
wely sitied.

“IU's for us. Lhe northern
star IUs essential” said Sagi-
naw. who founded Zingerman's
Delicatessen  willh pariner
Weinzweig, “Is our delinition
of suceess - iL's ducumented, in-
spiring, strategic, shared, time-
hounded, geographicatly bound-
ed, invasurahle, achievable.™

Amang Uiings the new six-

page dralt vision says:

8 Zingerman's will slay in
and around Aun Arbor:

M Zingerman's will grow to
include 12 Lo 1 different busi-
nesses. A Mexican vestaurant,
bed and breakfust, candy com-
pany, Asian noodle restaurant,
conference center and publish-
ing company are armong somne of
the iddeas being lessed around.

B Zingerinaw's will remain an
open-book business for its em-
ployees, meaning all workers
have access to-and are expecl-
ed to know and understand - Ue
company's financial records.

o Zingerman's will eslablish
its own nonprofit foundalion.

" Zingerman's will expand
ils educational opportunilies
Lo have internationat exchange
programs [or employees, an in-
Lteruship program and a schol-
arship program fer people in
the comumumity who want a
foud carcer.

When Zingerman's Delicates-
sen opened tn a historic building
ot Delroil Street in March 1982,
it was justl that - a deli, focused
on maldng a great corned beel
sundwich and giving exception-
al cuslomer service.

Since then, the Zingerman's
name Las expluded across Lhe
country to become synonymous
wilh high quality, great food and
a socially- and self-conscious
Lusiness enviratnent,

Zingerman's Comanunity of
Businesses  exp fo gross
s million this y nd Loday
includes  Zingerman's  Bake-
house, Zingerman'’s Mail Os-
der, Zingerman's Roadhouse,
Zingerman's Coifee Co. and
Zingeruan's Creamery, all in or
near A Arbor

Crafting the vision

ng where o locate (u-
ture german’s businesses
was one of the biggest points of
debale as managing partners
hashed out Lhe new vision his
year, several partners said.

Weinzweig and Saginaw ftave
been approached dozens and
dazens cof limes over the years
by people offering Lo pay for a
franchise, or ta open other delis
in other U.S. dlies. They've al-
ways said no.

“We laiked abuul going out
of state, about being a nalionat
compaiy, and notjust in Ann
Arbor" said Mo Frechette, a
wmanaging partner of Zinger-

spells out where it wantsto be in 2020
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Diane Krasiecko, a temporary worker at the Zingerman’s Mail Order warehouse in Ann Arbar. uses a heat
gun to shrink-wrap a gift basket before it's shipped out. The mail order businesses started in 1994,

man's Mail Order, which is on
track (o become Lhe targesl of
the seven Zingerman's busi-
nesses in 2007, “We taiked
aboul what does it mean to
have a partuer on sile at a busi-
ness or nol, and different ways
people could hecome owners or
parlners.”

Indeed, he 2020 vision
doesw't deviate much from the

SEE FUTURE, F3

Among the points in
Zingerman's strategic vision
for the year 2020:

i Radically better food: “Owr
gual bas never been to invent
the next great food, just to
serve foud with great Mavor”
& Radically better service:
“We make greal service so
natural and comforiable for
everyone involved it doesn't
suem like service at all_ it's just
a gredl experience.”

st fladically better finances:
“To seck profit not for its own
sake. but for what it has the
power to de.”

@ 12-18 vibrant businesses:

Zingerman's 2020 draft vision

“Alf 12-18 unique, fod-related
husinesses located i the Ann
Arhor area work as single
organization, succefutly
navigating the chalhges of
interdependency.”

# fntentional tecinlogy:
"By 2020 technologs so
pervasive and effece at
Zingermau's we prer much
take it for grantad.”

= Commitment to ccess

across the arganizon: “No
matter what positiove hold,
we all have the oppunity to
help create the orgaation
that we want to be art of.
And we have the opjtunity

to grow and prosper within it.”

2 The Zingerman's
Community of Businesses
as an education destina-
tion: "People come here
from around the world to
learn about almast every-
thing we do.”

Fun, we have more of it:
“We have successfuily quanti-
fied fun, measured fun and
itmproved fun by at least 30
percent.”

& Changing our warld:
“Today, in 2020, the world we
interact with ___ is better than
it was when we embarked on
this vision 15 years ago.”

Zingerman's around fown

There are seven companies in Zingernian's Community of Busmiasses.

and all are int or near Ann Arbor.
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£} Zingerman's Roadhouse
2501 Juckson Ave.

Zingerman's Delicatessen,
Catering, Events,
Next Door
422 Detroit St.
£y ZingTrain
415 Detrort St.
™y Zingerman's Bakehouse
T 3711 Plaga Dsive

€) Zingenmnan's Creamnery
= 3723 Plaza Drive

£} Zingerman's Mail Order
™ 620 Phoenix Drive

Zingerman's Coftee Co.
7 820 Phaenix Drive
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NOTABLE
QUOTES

Comments [rom Zingerman's
owners and employees in Ann
Arbor News articles over the
years:

‘We want to
provide a little
more breathing
room for our
customers. When
people are waiting
in line we don't
want them to
have to hover over
people who are
eating.’
Founder Ari
Weinzweiy

m 1985,

talking about
Zingenman's
petitioning the
¢ity to.add about
500 squate feet
10 the soutls side
of the huilding for extra seating as

the deli had become very popular in
its three-year existence.

‘The bank didn't
want to lend us
the money.They
thought it was a
lousy idea, that it
was a bad location
and that nobody
would come here
at night. Finally,
after | put up my
house and an
option on my first
child, we got a
small
loan

Founder Faul
Sayinaw in 1986,
talking about the
company’s eady
years
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Freddie Anderson checks items against a list before a shipment leaves the Zingerman's Mail Order

LAHRY EWIUGHT, THE ANM

NOTABLE QUOTES
Comments lrom Zingerman's owners un.d employees in
bor News arlicles over Lhe years:

‘When Switzerland Swiss (cheese)
goes up, it's tempting to say,"Well,
let’s go to a cheaper Swiss.” But we
don't, because the customer does
know the quality of the products.

Weinzweig in 1988, talking about the deli’s emphasis un quality.

‘"The point isn't that we own the
rights to a black-and-white floor
or a chalkboard menu. But this is
more than a coincidence to have a
these things surface six blocks aw:
We worked very hard to not copy
anyone else when we opened.

Weinzweiq In 1993, talking about Zingermair's lawsuit against An

warehouse in Ann Arbor. The mail order business is one of seven Zingerman’s businesses around town.

FUTURE eromn

Zingerman’s stays local, resists franchising

framework of Lhe 1994 vision,
except for raising the ceiling
of the number of potential new
husinesses Lo 18 and putling a
bigger emphasis on technology
and education.

Rutl everylhing was on Lhe
lable. ‘The partners thoughl
the 2009 plan had, largely, been
achieved. And questions were
coming up about the future that
no one could answer.

The first meetings were held
as retreals ofl-site, in places
like Frankenmuth and Batle
Creck. They continued for the
next several months in person
and through e-nwail unlil every-
one was salisfied with the vision
they'd cralled.

1 think what I would like Lhe
employees o know, and our
cuslomers o know, is Lhat we
thought through everything, so
chaosing Lo stay the course with
what we have been doing, it was
a choice,” said Amy Emberling,
a managing partner of Zinger-
man's Bakehouse.

‘That wasn't the case wilh Lhe
first vision unveiled in 1944,

Zingerman’'s Commun
founded
Tingerman’s 1982
Delicalessen, Catering,
Events, Next Door
Tingerman's Mail Order® 1994
Zillgergllﬁn'g Bake"huus; ii)92
i Vennan'smlioe-llil;usé ) iOO} v
zi in C 1994
iingen};au';trear;xe;y ‘ -ZVOOI
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Zingerman’s Service Neh;lolk“

ity of Businesses
Employees 2006 07 pingecteid sales
160 $9.6 million
40350 $7.9 million
o 106 $6.7 miltion
90 539 million

7 " $605,000

5 $524.000

3 5335000
B -

*Mail Order employees greatly increase aver the holidays.

** Entity that does funan resources,

payoll, finance and i

technulogy wark for Zingermart's businesses.

Source:Ness stall cesearch by Stefunie Suray

SUHIAL GOTELRIED, IHE ANN ARBGR NEWS

'‘And because of Zingerman'’s,
the whole area surrounding the
restaurant has blossomed.’

Susan Rebner m 1995, co-chair of the Jewish Federation
of Washtenaw County’s gala dinnet to honor Zingersnan's
with the group’s first humanitasian award.

‘The sandwich usually comes first
and then we try and come up
with someone to name it after.

Weinzweig in 1996, talking aboul Zingermain's unique way
of naming its food.

‘We're better known outside of
Ann Arbor than in Ann Arbor.

Saginaw in 2000,

‘A hundred (wholesale) customers
is in many ways too many. We wan
to have personal relationships
with people we sell to.

Zing

Seanens €z iy a1t evenirch

's Bakehouse ing pariner Frank Carollo s 2000
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performing all the
tasks necessary
before.the doors
can be opened. ..
All are cheery and

about a hangover

ingerman’s employee.

While | am amazed

friendly and bright;
-nobody complains

“We've had more
complaints since
we've changed to

hank you ... but
. there are those
<~ who are angry

doesn'tinsulate .
well and it doesn't
_travel well. ... But
-l think thats a

can live with.

to recyclable paper.

Source: News staff research

R

paper (cups).Some

because the paper

mall thing people

Saginaw in 1988, when the company
t “switched from foam plates and cups

mentithat Iaud ou
how the company wi

what it was' mtended
up the orgamzatlon Th

_counta;xts just_thought ‘th
insane;! Sagmaw recalled. :

agers left as they
with the visioriand it§iplans
grcwth ButSagmaw d'We
weig felt they. were?
the rlght direction.

“Wayne Baker;;a managem
and organizations professo
the University of Michig
Stephen M. Ross School of Bri
ness;:said the- decxslons to.F:
mam Jocal and resist franch Yis:
ing were key. They led; he said,
to” thé’.company’s astoundmg
organic growth-and the creation.
of-a culture that Eosters service;
and innovation.

Baker did a case.study on
Zingermarn’s last year and uses
the business as an examplein.
all of his classes.

“This stuff translates into low-
er costs and it's a solid business
model,” Baker said. “Sometimes
it just drives my students crazy,
when they look at (Zingerman'’s)
and say, ‘Look how much money
they could make.”

e Murray at
rbornews.com or




