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CASE STUDY

Modernizing a $500M Gift C:
Program Ahead of Peak Seasol

Strategy through execution of a complex gift card provider
transition for a leading restaurant brand
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About the Company:

This casual dining, full-service
restaurant brand operates around
700 company-owned and franchised
locations across the U.S. and several
international markets.

With over 80,000 team members,
the brand serves millions of guests
each week and consistently ranks
among its sector’s top performers
for customer satisfaction and sales
growth.
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Situation

The restaurant brand'’s increasingly complex gift card program had outgrown its long-standing provider,

putting the upcoming holiday season at risk.

The bigger the gift card program, the bigger the risk and complexity. This casual dining
restaurant brand understood this better than most. With more than 200 million gift cards
with active balances in circulation - representing more than $500 million in liability held
directly on the company’s books - the organization needed a provider capable of
delivering focused support, meaningful reporting, and modern technology to optimize
sales, improve customer experience, and effectively manage significant financial exposure.

During a recent holiday season, it became clear that the restaurant brand had outgrown its
current provider's capabilities. Insufficient reporting and highly manual, time-intensive
card replenishment processes caused the company to run out of gift cards in the middle of
a peak selling season. The incident exposed the strain on the existing platform, and the
restaurant brand realized it was time to seriously consider a change.

What's at Stake?
+ 200M+ active gift cards in circulation
+ $500M+ in gift card liability
« Multiple third-party gift card distributors

* Four POS environments

* 15 years of historical data

* Highly favorable “unicorn” legacy provider pricing
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Leadership understood that converting such a large-scale program
would be far from a simple lift-and-shift. Beyond the scope of the
outstanding cards and balances, the increasingly sophisticated
program included multiple third-party gift card distributors, four
different POS environments, and 15 years of historical data.

The company also recognized that moving away from its long-
standing provider would likely mean sacrificing exceptional legacy
pricing in exchange for better scalability, service, and long-term
program support.

With another holiday gifting season quickly
approaching, the restaurant brand needed
to determine not only whether a better
provider existed, but whether the
conversion was economically and
operationally feasible, and if it could
realistically be completed before the gift
card sales season began.



Solution

From provider selection to conversion, W. Capra led the restaurant brand through a complex transition on an
accelerated timeline.

The restaurant brand initially engaged W. Capra to evaluate the current state of its gift card program and manage a formal request for proposal (RFP) process. As the
project evolved, W. Capra remained onboard to advise contract negotiations, develop the implementation roadmap, and ultimately helped lead the end-to-end
conversion to a new gift card provider. Working within an accelerated timeline, W. Capra’s support helped ensure the chain was fully prepared for the next holiday season.

The Project Spanned Four Key Phases:

Market Analysis and RFP Process: Contract Negotiations:

Assess the current program and identify the right long-term provider. Support discussions and ensure continuity.

The work started with a detailed discovery of the restaurant brand'’s The restaurant brand ultimately selected a new provider for its gift card
existing gift card environment, business requirements, operational pain program that was already supporting other areas of its payments
points, and future technology needs. The research culminated in a highly environment, allowing the organization to maintain some operational
granular 20-page RFP covering provider functionality, reporting continuity while significantly upgrading capabilities.

capabilities, integration requirements, scalability, operational support,

. W. Capra supported negotiations focused on pricing, incentives, contract
and peak transaction performance. P PB 9 b 9

structure, and long-term scalability to help balance improved service

W. Capra evaluated responses using a proven scoring methodology with levels with the realities of transitioning away from highly favorable legacy
active input from a cross-functional team of the company'’s stakeholders. pricing.

Following vendor presentations and a final benchmarking and cost

analysis, W. Capra delivered recommendations to support provider

selection.
ASSESS SELECT
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Solution

From provider selection to conversion, W. Capra led the restaurant brand through a complex transition on an
accelerated timeline.

What began as an assessment and provider selection engagement evolved into end-to-end support for the planning and execution of a complex gift card conversion.

The Project Spanned Four Key Phases:

Implementation Planning:
Build and coordinate an accelerated conversion roadmap

Once the provider decision was made, the project timeline compressed
significantly. Beginning in mid-May with a late-September conversion
target, W. Capra coordinated detailed implementation planning across all
providers, POS environments, third-party distributors, and internal
stakeholders involved in gift card activation, redemption, reporting, and
reconciliation.

The team developed comprehensive project plans, mapped every
conversion milestone, identified opportunities to streamline development
and testing, and worked closely with vendors to ensure all required
software changes, integrations, and exception management processes
could be completed on time. Executive-level alignment early in the
planning process helped maintain accountability, keeping the aggressive

timeline on track.
SELECT

ASSESS
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Implementation and Conversion Support:
Execute a seamless transition with minimal business disruption

The restaurant brand turned to W. Capra to manage communications, issue
resolution, testing coordination, and ongoing support throughout the
conversion process while its internal teams continued managing day-to-day
operations. Weekly status meetings and twice-weekly sessions with POS
providers helped quickly identify and resolve issues as they arose.

Teams completed the final conversion - including the migration of millions in
active gift card balances down to the very last penny - overnight in just four
hours, roughly half the anticipated timeframe, thanks to minute-by-minute
plans for all workstreams. The team immediately tested gift cards in-store
following the conversion to confirm uninterrupted functionality and spent the
following weeks documenting new business processes, resolving remaining
items, and fully transitioning ownership of the new environment to the
restaurant brand’s team before the start of the holiday season.

PLAN CONVERT



Solution

For the conversion effort, meticulous planning, capitalizing on every opportunity to streamline processes, and constant
communication enabled seven months of work to be completed in just five.

Conversion Table

W. Capra was engaged to managed the gift card conversion over a 5-month period to move the program before the beginning of gift card season,
which runs October-January.

Requirements ]

Planning 1]

Setup & . . .
Configuration — Final Configuration

Test & Certify I | C-tifications Complete
Devel t

Cg\:pclﬁr:en ﬁ POS Development Complete
implement P T Conversion

Closure _
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Impact

An accelerated, frictionless gift card conversion positioned the restaurant for
holiday sales success and long-term program growth.
Completing a complex conversion within the accelerated timeframe and ensuring a frictionless transition for both

stores and customers positioned the casual dining restaurant for a successful holiday gift card sales season while
creating a more scalable and strategically flexible foundation for future growth.

4 HOURS 1 HOUR 24-48 HOURS 5 MONTHS

program transfer POS reconfiguration new card turnaround planning to completion

Day of conversion outcomes: Long-term outcomes:

* Successful transfer of program in just 4 hours * Improved services and a collaborative working relationship with the gift card provider

» Updated configuration of all point-of-sale devices within one + Ability to access a new batch of card numbers in just 24-48 hours vs. 4-6 weeks with the previous provider
hour of program transfer * Improved financial reporting and visibility into gift card balances, enabling more granular tracking,

* Successful activations, redemptions, and balance inquiries for reconciliation, and auditing capabilities
converted and newly generated cards * Enhanced marketing insights into purchasing behavior, card design performance, and opportunities for

* Resumed normal help desk operations within 24 hours of expansion into additional digital channels and customer experiences
conversion » Streamlined processes created opportunities for significant operational savings

Beyond the technical conversion, the project helped lift many of the administrative burdens that had previously limited the casual dining restaurant
chain’s ability to strategically evolve the program. With a more modern platform, streamlined operational processes, and stronger reporting
capabilities now in place, the restaurant brand is positioned to confidently innovate and continue to scale the program going forward.
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Is your payments program holding back growth?
Let's start the conversation. Connect With Us.

W.CAPRA >

The premier end-to-end consulting and services business

- driving high impact customer-first business transformation
from high level strategy through implementation

+1-312-873-3300

info@wcapra.com

WWW.wcapra.com
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