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Vapiano faced a challenging year 2018
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-2,8%

FY 17 FY 18

3,9%
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Increase in consolidated net sales, but negative LfL

development
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System sales and consolidated net sales increased but 

drop in margin and total adj. EBITDA 

úm úm

Adjusted EBITDA Adjusted EBITDA marginAdjusted Restaurant EBITDA Adjusted margin

úm úm

49,7
43,6

FY 17 FY 18

-12,3%

324,7
371,5

FY 17 FY 18

14,4%

38,8

26,3

FY 18FY 17

-32,2%

16.1%
12.2%

11.9%

7.1%

497,8
534,8

FY 17 FY 18

7,4%

Excluding US:

29.0mEUR

Note: Reported restaurant EBITDA FY18: ú21.5m
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Margins in all segments under pressure due to increased 

factor costs and negative LfL development

úm

Adjusted EBITDA Margin

úm

úm

13.7%

148,3 152,8

FY 18FY 17

+3,0%

156,4 185,9

FY 17 FY 18

+18,9%

16,3
28,4

FY 17 FY 18

+74,3%

143,9 148,5

4,4 4,2

Restaurant

Franchise

151,5 180,5

5,0 5,4

Restaurant

Franchise

13,5 25,5

2,9 2,9

Restaurant

Franchise

FY 17 FY 18

22,9 20,6

-10,2%

FY 17 FY 18

27,530,9

-11,1%

1,6
2,5

FY 17 FY 18

+50,6%

20,6 18,2

2,2 2,4

29,3 24,8

1,7 2,7

-0,2 0,5

1.8 2,0

15.5%
13.5%

19.9%
14.8%

10.0% 8.6%

14,6% 12,9%

FY 17 FY 18

18,1% 16,2%

FY 17 FY 18

14,3% 11,5%

FY 17 FY 18

* Segment includes proportional sales and EBITDA from franchising
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Refinancing of Vapiano Group secured ïFree cash flow 

positive in 2020

7,7

-35,2

OCF

-42,9

ICF FCF

-0,9

-66,7

-65,8

OCF FCFICF OCF ICF FCF FCFOCF ICF

Å IPO June 2017 net proceeds (ú85m)

Å Capital increase Oct 2018 net proceeds (ú20m)

Å Investment cash flow post IPO until Dec. 18: ú109m

ÅCredit facility of ú200m in place (ú50m increase option deleted)
ÅMajor shareholder commitment via shareholder loans up to ú17.7m
ÅBanks provided ú12.9m by reopening credit line
ÅNew covenants: 12 months rolling reported EBITDA and liquidity covenants

ÅFinancing of Vapiano Group secured until May 2022 

OCF: Operating Cash Flow;  ICF: Investing Cash Flow; FCF: Free Cash Flow

å ú30m



ï9ï



10

Learnings from current situation

ÁInitiatives in line with former strategy, however enormous pressure

on organization and financial resources

ÁReduced focus on guest experience, complexity in restaurants increased

ÁAccelerating growth with minor focus on profitability

ÁRecent openings showed different ramp-up profile than in previous years 

and led to margin dilution

ÁConsequence: Reduction of overall profitability and increased net debt

ÁVapiano continues to be a successful brand and business model for 

growth but requires change in priorities

ÁRevised strategy based on four key drivers in order to accelerate 

profitability

ÁClear target to achieve net profit by 2021

ÁSince IPO strong focus on expansion and innovation (App, order 

terminals and take-away business)

ÁRapid expansion in new countries and cities (Denmark, Scotland) 

with unfavorable CAPEX profile

ÁSignificant investments and resources went into an upgrade of 

the IT system, new concept developments and the roll out of 

takeaway and delivery units
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Initiated and implemented revised 

strategy 

New CEO ïCornelius Everke

Sale of US business

Initial steps of portfolio 

restructuring taken

December 2018

January 2019

February 2019

June 2019

New financing set in place 

Vapiano on a transition path

March / April 2019
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New strategy in place

Market & 

competitive position

Strategic pillars

Measures

Leading position in core markets (DE/FR/AT). 

Strong position in European core markets. 

Strong global franchise.

Sustainable and 

profitable expansion

Operational 

Excellence with 

focus on guest 

centricity

Sharpen the Vapiano 

USP

Invest in our unique 

Vapianisti culture

ÅReview equity share

ÅFranchising focus

ÅSlow-down expansion

ÅStandardised execution

ÅSpeed of service

ÅReduction of complexity

ÅFocus on guest count 

development

ÅEnhancing brand appeal

ÅStrengthen analytical 

capabilities

ÅEstablish a more 

performance based 

company culture

ÅSimplify organisational 

structure
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I. Sustainable & profitable expansion (1/2)

ÅVapiano evaluates the existing 

restaurant portfolio with respect to 

re-franchising options in line with 

strategy to focus on core markets 

in medium to bigger cities

ÅAll non-profitable (i.e. cash-

burning) restaurants with 

possibility of lease termination 

evaluated

ÅVapiano further challenges 

investment decisions if payback 

period is not in line with internal 

return expectations

ÅUlm ïRefranchising agreement signed

ÅFirst offers received for several restaurants

ÅNew strategy will further reduce capex spent 

from originally 40mEUR to close to 30mEUR  

Expiring leases

ÅMunich Pasing

Loss making store exit

ÅGlasgow

Capex reduction

ÅNo opening of Berlin Borsigturm

ÅNo opening London Canary Wharf

ÅNo opening Frankfurt Wynx Tower
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I. Sustainable & profitable expansion (2/2)

Å7 Joint Venture Restaurants 

(75% share Vapiano Group)

Å2x Brisbane, Canberra, Gold 

Coast, Melbourne, Sydney, 

Towoomba

ÅNDAs signed with interested parties

ÅPotential timeline for divestment 2020

ÅFurther franchise potential in Australian 

market

Å6 Corporate Restaurants

Å3x Chicago, New York,         

2x Washington

ÅClosing assumed in the next weeks

ÅShare Deal with $15m purchase price

ÅDevelopment fee $5m for five states 

with franchise fees for future franchise 

openings 

Å1 Corporate Restaurant 

(100% owned by Vapiano

Group)

ÅShanghai

ÅNDAs signed with interested parties

ÅPotential timeline for divestment 2020

ÅFurther franchise potential in Chinese 

market
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II. Operational Excellence with focus on guest centricity

ÅAll processes in the restaurants 

reevaluated

ÅFocus on leaner processes

ÅFocus on German operations as it 

is the most mature market with 

highest share

ÅImplementation of shared production beginning 

of Q3/2019 will lead to standardised execution, 

lower kitchen footprint and lower capex

ÅImplementation of new material management 

system increases transparency

ÅGross profit increase in Germany by >1%p 

compared to 2018 (YTD Mar: 76.9%)

ÅReduction of complexity

ÅBetter service deployments with 

focus on peak times

ÅPilot phase of new guest journey implemented 

in test restaurants 

ÅFirst encouraging positive guest and Vapianisti 

feedback due to reduction in waiting time  
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III. Sharpen the Vapiano USP

ÅVAPIANOôs key focus is on a turnaround of negative guest count

ÅAdditional focus on enhancement of the brand appeal and improvement of the guest experience

Improving effectiveness of current activity

Å Events calendar

Å Summer trading

Å Take-Away/delivery

Å CRM and digital

ÅMenu and brand relaunch

Å Evening offer appeal

Å Lunch experience

Enhancing brand appeal

Å Finalise brand positioning

Å Relaunch refocused specials programme and 

ongoing events calendar

Å Evening ambience reset

Å Finalise VAPIANO 3.0 model

Short-term (April ïSeptember)

Å Focus on CRM

Å Improve service speed

Å Future design

Å Bar role, layout, service and range

Medium-term (Q3/Q4) to long-term (2020)
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IV. Invest in our unique Vapianisti culture

ÅAnalytical expertise

ÅCommercial

ÅMarketing

ÅInterim CMO

ÅCEO International Franchise

ÅDirector Operations Germany

ÅDirector Marketing

ÅDirector Commercial / Sales

ÅFocus on expansion and 

innovation led to diluting margins

ÅLack of commercial mindset 

ÅChange process to sharpen commercial mindset 

(central analysis and decision making)

ÅIncentive schemes adopted towards more 

financial targets (70%)

ÅOrganizational structure was 

designed for expansion 

ÅSetting up a lean organization 

ÅReduce FTEs in Support Center

ÅMarketing and business development functions 

merged

ÅReview closure of Luxemburg and Berlin offices 

ÅReduction of 30 FTE until year-end FY19 

2
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Mid-term outlook ïExecution strategy Focus to Grow

Å FY 19 year of transition

Å Setting-up new 
organizational structure 

Å Portfolio optimization

Å Increase degree of 
standardization

Å EBITDA stabilises as 
portfolio optimization 
and margin 
improvement measures 
show positive impacts

Å Further capex reduction 

Å Continuous reduction of 
loss making restaurants

Å Successful transition 
and back on track with 
healthy margin profiles

Å All three KPIs show 
positive trend

Å Net income and cash 
generating business

= Expected outcome
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Guidance 2019 ïA year in transition

In ú million

Note: For further details on IFRS 16 impact, please refer to pages 99 / 100 of the annual report 2018
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Increase in consolidated net sales, but negative LfL 

development

86,3
97,8

Q1 2018 Q1 2019

8.0

Q1 2018 Q1 2019

3.8

44,2
50,0

Q1 2019Q1 2018

37,6 38,7

Q1 2018 Q1 2019

0,1%

-3,5%

Q1 2019Q1 2018

-3,6%

-0,9%

Q1 2019Q1 2018

-1,8%

-4,6%

Q1 2018 Q1 2019

2,2%

-2,8%

Q1 2018 Q1 2019
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Significant reduction in adj. EBITDA

úm úm

Adjusted EBITDA Adjusted EBITDA marginAdjusted Restaurant EBITDA Adjusted margin

úm úm

Q1 2018 Q1 2019

12.1

7.1

-41.5%

86.3

Q1 2018 Q1 2019

97.8
13.3%

3.2

Q1 2018 Q1 2019

9.3
-65.3%

14.7%

7.5%

10.7%

3.1%

Q1 2019Q1 2018

129.9 134.2

3.3%

Excluding US:

4.0mEUR
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Decreasing margins in transitional year

úm

Adjusted EBITDA Margin

úm

úm

13.7%

37,6 38,7

Q1 2018 Q1 2019

+3,0%

44,2 50,0

Q1 2019Q1 2018

+13,2%

3,8

8,0

Q1 2019Q1 2018

+111,8%

36,5 37,8

1,1 0,9

Restaurant

Franchise

43,0 48,7

1,2 1,3

Restaurant

Franchise

3,1 7,5

0,7 0,6

Restaurant

Franchise

6,0
4,2

Q1 2018 Q1 2019

-30,1%

7,1

4,0

Q1 2019Q1 2018

-43,2%

0,6 0,5

Q1 2019Q1 2018

-11,3%

5,4 3,8

0,6 0,4

6,6 3,2

0,5 0,8

0,1 0,1

0,5 0,5

16.0%
10.8%

16.1%
8.1%

15.8% 6.6%

15,3% 10,7%

Q1 18 Q1 19

13,7% 10,0%

Q1 18 Q1 19

10,3% 4,3%

Q1 18 Q1 19

* Segment includes proportional sales and EBITDA from franchising
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