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Amr Elgendy chuckles. He has just hung up the phone with a former client who spent the past hour
lamenting the difficulty of finding a venue for her upcoming corporate retreat. “We need something
special,” she groaned. “After four years of Zoom meetings, we’re finally getting out of the office to
reflect on where our business is headed. We need a place—a total escape from the city—that will help
us see the world through new eyes. I want pristine views. 1 want to be one with nature. I want to eat
the kind of food you talk about for months afterwards. And did I mention it has to be within a 45-minute
drive of downtown Ottawa?”

Fortunately, help is close at hand. For the past year, Elgendy and a colleague have been working
diligently on a solution that will address precisely this need. Launch is just months away. But key
strategic decisions still need to be made, venture capital must be raised, and the clock is ticking.

ABOUT THE COMPANY

GoHost is a software startup headquartered in Ottawa, Ontario (population: 1 million), capital city of
Canada and home to one of the country’s largest high-tech hubs. The company was established in 2022
by Amr Elgendy, an experienced business consultant and entrepreneur, and Hosam Abdul, a computer
science graduate and software development expert. As of November 2024, GoHost’s team consists
solely of these two partners: Elgendy as CEO and majority owner and Abdul as Chief Technology Officer
and minority owner. Control over the company is shared, commensurate with their respective ownership
stakes.

GoHost’s main asset—yet to be fully deployed—is a new software platform whose advanced search
capabilities allow customers to review products from a broad range of vendors and find suitable offerings
whose specific characteristics best meet their requirements. The platform uses artificial intelligence (AI)
to infer needs and preferences from information submitted by the customer and asks additional questions
in order to refine and improve the quality of search results. Its user interface is intuitive and easy to use.
Searching can be done by selecting desired attributes from a list or via natural language conversations
with a chatbot.

At its core, the GoHost platform is agnostic as to the type of product and the parameters of searches to
which it provides results; the underlying software is capable of handling any type of search. However,
owing to the personal interests and professional expertise of the founders, the Al has been trained to offer
guidance pertaining to restaurant and foodservice venues. Its competitive advantage over other similar
platforms is its ability to provide high-quality results for searches pertaining to restaurant venues—both
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back-end (kitchen capacity, kitchen layout, food preparation equipment) and front-facing (seating
capacity, configuration of tables, ambiance, exterior view, availability of business amenities, suitability
for specific types of events, etc.). Now, the time has come to turn the platform into a viable business.

Two-Sided Markets

GoHost acts as an intermediary between (a) restaurants and other venues that offer space, food
preparation, and other related services and (b) individuals and organizations in need of such a facility.
Consequently, its “customers” consist of both the suppliers and the buyers of the product / service on
offer. Entities such as this are referred to as two-sided markets—i.e., ones in which buyers and sellers
come together to exchange a product or service with the aid of a middleman. These exist in a wide range
of industries. Well-known examples include credit card companies, which act as an intermediary
between card-holding consumers and merchants, and video-game marketplaces, such as Steam, whose
platforms enable video game developers and gamers to transact. Other companies that operate using
variations of this model include dating sites (e.g., Match.com, eHarmony, Bumble), social media
platforms (e.g., Facebook, LinkedIn, X), travel booking apps (e.g., Expedia, Booking.com), online
retailers (e.g., eBay, Amazon.com), and food ordering and delivery services (e.g., Grubhub / Just Eat
Takeaway, Postmates, DoorDash).

In two-sided markets, the intermediary generates revenues by charging either the buyer, the seller, or
both. Fees may be charged as a fixed cost or percentage-per-transaction, or through a subscription plan
that includes a specified number of transactions per month or year. Hybrid pricing schemes offering
both options are also possible. To attract buyers and/or sellers, it is common practice for these platforms
to employ a “freemium model” whereby the basic service is offered to users at no cost and premiums are
charged for supplemental or advanced features or for transactions that exceed a specified level. This
approach can be an effective way to induce trial and generate the critical mass of buyers and sellers
needed to make the platform viable.

BACKGROUND: AMR ELGENDY

Originally from Egypt, Amr Elgendy is an experienced business consultant and entrepreneur based in
Ottawa. He discovered his passion for the foodservice and hospitality industry at a very young age. In
the mid 1990s, he earned a bachelor’s degree in tourism and hotel management from Helwan University
in Cairo. Soon after, he joined EgyptAir, the state-owned flag carrier of Egypt, where he worked as
Flight Operations Duty Manager and eventually as senior business advisor to the company’s CEO. In
this last role, he had an opportunity to lead several intrapreneurial initiatives—an experience that proved
personally and professionally rewarding.

Drawn to the economic opportunities of North America, Elgendy relocated to Canada in 2010—initially
to Montréal and then to Ottawa two years later. After eight years working with the Loss Control division
of Scotiabank, one of Canada’s “Big Five” financial institutions, he joined Namaa Group—a mid-sized,
Ottawa-based investment advisory firm—as manager of business operations in 2018.

During his time at Scotiabank, Elgendy developed an itch to leverage his talents as a business strategist.
This led him to set up his own consulting firm, AmrGen, with the aim of offering strategic advice and
business planning to small and medium-sized businesses in Ottawa. Although his initial client base was
diverse, Elgendy quickly realized that his interests leaned toward the restaurant and foodservices sector
and resolved to concentrate his efforts there. In the years that followed, he offered guidance to dozens
of restaurants and related businesses, cultivating expertise and professional relationships that would lay
important groundwork for his future as an entrepreneur. Reflecting on this experience, Elgendy offers
the following observations:
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Restaurants are high-risk endeavors and, unfortunately, many people jump in without proper
education or knowledge. Success in this industry has two dimensions—the culinary side and the
business side. The vast majority of operators are drawn to the sector because of a passion for
food; they focus their efforts there and hope that the business side will take care of itself. It’s
the main reason why 80 per cent of restaurants fail in the first five years. My mission as a
consultant has been to help food entrepreneurs understand the business side of their operation as
much as possible—limiting risk, managing costs, and optimizing revenues.

Working as a consultant inspired Elgendy to consider starting his own company, with the aim of doing
rather than merely advising. An obvious option was to open a restaurant, but this would have required
startup capital, operational expertise, and significant time to oversee the business. Since his passion lay
mainly with business strategy, Elgendy felt that it made more sense to launch a company focused on
supporting food entrepreneurs. He also believed that such a business had the potential to grow into
something big—a venture that could transform his life and provide long-term financial security for his
family. But the critical question remained: What should that business be, exactly? It was something that
merited careful thought.

CANADIAN RESTAURANT INDUSTRY

The restaurant industry in Canada can be divided into two broad categories—quick-service (often
referred to as QSR or “fast food”) and full-service. In quick-service restaurants, patrons pay before
eating and collect their food at a service counter rather than being served at a table. Most such outlets
have limited menus, highly efficient food preparation procedures, and disposable food containers and
cutlery. If a dining area is offered, its design is optimized for high-traffic and quick and easy clean-up.
While some fresh ingredients are used, most are either frozen or have long shelf lives, minimizing
spoilage. Many fast-food restaurants operate 24 hours a day (serving breakfast, lunch, and dinner) to
ensure maximum utilization of assets.

Full-service restaurants, on the other hand, are establishments where patrons order and are served while
seated. They have sit-down dining rooms and typically offer a wide range of food options served with
reusable plates, glassware, and cutlery. A significant portion of the ingredients used to prepare food
offerings are fresh and must be consumed within 48 to 72 hours. Typically, full-service restaurants are
only open for lunch and dinner, meaning that their facilities may go unused or underused for large parts
of the day. Customer traffic is often uneven, making it difficult for full-service restaurants to accurately
plan for staff and ingredient requirements. Most are eager to host large groups and events, as these
promise improved revenue predictability and better capacity utilization.

Between 2023 and 2028, revenues of Canadian full-service restaurants are forecast to grow by 1.7 per
cent per annum—dramatically slower than the post-COVID recovery of the previous two years.! The
sector is also experiencing a drop in margins—on average, down to the low single digits—over the same
period. While some of this is the result of inflationary pressures from rising labour, overhead, and
ingredient costs, margin erosion is also a consequence of growing dependency on food delivery platforms
such as Uber Eats, DoorDash, and Skip the Dishes (a division of Netherlands-based Just Eat
Takeaway.com) to maintain sales. In the face of this, restaurant owners are actively seeking additional
sources of revenue.

" Source: IBIS World, 2024.
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HISTORY OF GOHOST

GoHost traces its roots to the COVID-19 pandemic—specifically to the challenges faced by Ottawa-area
restaurants when public health measures forced them to close their doors in March 2020. Although they
were later permitted to reopen for pickup and delivery, and eventually for in-person dining at reduced
capacity, revenues dropped precipitously as anxiety over spread of the virus impacted demand.
Conditions were especially challenging for those that depended on corporate clients or lunch traffic from
office workers, as work-from-home became the norm and in-person meetings were replaced by Zoom
and Microsoft Teams. Worse, restaurants that survived these initial hurdles faced a new wave of hardship
when government-funded emergency support programs wrapped up operations. Consequently, many
either went bankrupt or chose to shut their doors, overwhelmed by the difficulty of finding new clientele
and rebuilding cash flow.

Elgendy saw a chance to help. He noted that many food establishments were not fully utilizing their
assets and saw potential to help them generate additional revenue. In late 2021, he resolved to create a
booking platform that would allow restaurants to rent out their commercial kitchens during times when
they were not being used for the main business.

Commercial kitchens differ from residential kitchens in two important ways. First, they feature
equipment with larger capacities, enhanced capabilities, and superior durability. Relative to consumer
models, commercial ranges and ovens produce higher temperatures and better heat distribution,
refrigerators and freezers have higher capacity and more precise temperature and humidity settings, and
dishwashers clean more quickly and reliably. Analogously, commercial-grade cookware is larger and
sturdier than home versions, making it easy to produce food in large batches.

The second difference is the size and layout of the space. Most commercial kitchens have separate areas
for food preparation, cooking, food storage, plating/serving, and washing/cleaning. This allows
restaurants to follow strict health guidelines regarding food handling and preparation, since cooked and
uncooked foods cannot come into contact with one another. Having designated areas for each kitchen
function also makes the logistics of large-scale food preparation much more efficient.

Elgendy had two main audiences in mind for his kitchen rental booking platform: The first was catering
companies that lack their own commercial kitchen, or whose existing facilities have insufficient capacity
to prepare meals in the quantities required to meet certain contracts. Such businesses would benefit from
renting a commercial facility to prepare complex ingredients, or even entire dishes. Food would
generally be prepared in these kitchens on the day it was needed but could also be packaged and stored
in a refrigerator or freezer for future use.

The second group consisted of foodservice start-ups looking to produce prepared meals—either fresh or
frozen—for sale in grocery stores. For them, the viability of the business depends on being able to
manufacture in sufficient quantities to meet the volume requirements of their customers: specialty food
shops and regional grocery chains. These companies typically have unique, high-quality recipes that
appeal to consumers, but they cannot meet stringent health regulations operating as a home-based
business. Their ability to grow is constrained on the one hand by a lack of financial resources to set up
their own food preparation facilities, and on the other by the limited number of dedicated, for-rent
commercial kitchens in the Ottawa area.

Elgendy had also considered a third market: virtual restaurants, frequently referred to as “ghost kitchens”.
These are food businesses that serve customers exclusively via delivery, based on orders placed online
or by phone. By eliminating the storefront and dining room, virtual restaurants reduce costs, allowing
them to expand margins, compete more aggressively on price, or both. Elgendy felt there might be an
untapped opportunity to match entrepreneurs interested in operating a ghost kitchen with existing
restaurants with unused capacity. However, since the availability of rental kitchens was neither
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consistent nor predictable, he concluded that the logistics of having to move from one location to another
was probably too complex to make this feasible.

Initial Launch

Step one in fulfilling Elgendy’s vision was to build a software tool that would enable restaurants to list
their kitchen equipment and space, and potential customers to search for suitable facilities at dates and
times when they are needed. To accomplish this, Elgendy reached out to Hosam Abdul, a longtime
acquaintance and talented computer programmer, to develop a marketplace listing app—software that
was simple to code and could be built quickly. Although there were some hard costs associated with this
process, most of the partners’ investment consisted of sweat equity. Based on their concept and an initial
pitch, GoHost was able to secure a credit note of $150,000 from one of Elgendy’s close friends.>

Next, Elgendy hired a marketing firm to build out brand collateral (logo, colours, brand standards) and
recruited 30 restaurants to populate the database—a number sufficient to demonstrate the functionality
of the platform. This also served as proof-of-concept, allowing Elgendy and Abdul to showcase the
platform to investors and start the process of attracting additional venture capital. In the meantime, the
company relied on bootstrapping—use of existing resources and personal savings—to fund its activities.

Following initial groundwork to sign up additional restaurants from across the Ottawa area, the GoHost
platform went live in June 2022. Consistent with Elgendy’s read of the market, the platform’s initial
focus was on catering businesses and food entrepreneurs seeking to produce ready-to-eat meals.
Promotion was done through paid online advertising via Google and LinkedIn along with personal selling
to individuals in Elgendy’s professional network. GoHost also received help from Invest Ottawa, the
city’s economic development agency, which promoted it to local foodservice businesses and potential
entrepreneurs.

To ensure that customers were fully protected against risk and to build confidence in the platform,
GoHost incorporated a secure payment portal through a partnership with Scotiabank. The company also
guaranteed that funds paid to the event space would be held in escrow until all contracted services were
delivered.  Finally, at Elgendy’s insistence, all transactions facilitated by GoHost included a
comprehensive insurance policy that protected both the restaurant and the client against potential risks
and damages arising from the space rental. Within a few months of launch, GoHost was capturing more
than 100 transactions a month. On average, each transaction (i.e., facility rental) was worth $200, with
GoHost retaining 15 per cent of this as a booking fee. This per-transaction charge was the only fee
imposed by GoHost and, consequently, its only source of revenue.

Revenue Challenges

Although GoHost was generating cash flow, the dollar amount was small and the potential for growth
limited. Elgendy characterizes the early 2023 situation this way:

We found that we were putting a huge amount of time into recruiting restaurants to list in our
database. Although some of these clients provided us with steady, repeat business, most
generated only a few transactions—not nearly enough to justify the amount of effort we’d
invested in signing them up and certainly less than we had hoped for. In several instances, there
was even evidence that restaurants were cutting GoHost out of the process. After the vendor-
client relationship was established, some of our transaction partners no longer saw a need to use
our platform to arrange their bookings.

2 All figures in Canadian dollars unless otherwise stated.
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Very quickly, it became clear that the revenues being generated would not meet investor expectations in
a pitch for series A funding—the critical financing needed to fund growth. Elgendy realized that this
would pose a serious problem for GoHost since aggressive expansion was essential to his plan:

With booking systems, you can’t start small because concepts are easy to replicate. You have
to build a platform that attracts sellers and buyers in sufficient numbers that you achieve critical
mass and scale. That’s when network effects take over. Your competitive advantage ceases to
be the features of your product. Instead, it’s the fact that everyone—buyers and sellers—are all
there so there’s no need to go elsewhere. A new entrant would have a big mountain to climb to
become a viable competitor.

The other thing we learned is the importance of steady revenue. We were meeting a need but
weren’t generating enough money. We either had to facilitate bigger transactions or more
transactions, or find some other way to generate revenue.

In mid-2023, a year after launch, Elgendy and Abdul concluded that GoHost’s business model was
insufficient to build a viable enterprise or attract the investment needed to fund expansion beyond
Ottawa. Though the platform fulfilled a need, there did not seem to be enough money in facilitating
commercial kitchen rentals. Recognizing this, the partners resolved to reassess their plans.

A NEW VISION: GOHOST 2.0

As 2024 drew near, Elgendy and Abdul decided that a shift in focus was needed. Instead of commercial
kitchen rentals, GoHost would become an event venue booking platform—i.e., a business dedicated to
matching customers looking to organize an event (banquet, reception, conference, meeting, corporate
function, etc.) with venues capable of hosting and catering it. While most listings would be from
restaurants, the company would also enlist banquet halls, conference centres, spas, golf clubs, and other
non-traditional suppliers with suitable space and the capacity to prepare food and/or work with caterers.
This could potentially include museums, universities, schools, and more.

The average bill to host an event (i.e., the combined cost of food, drinks, and venue rental) in Ottawa is
approximately $2,000, which is significantly higher revenue than a kitchen rental. Events also constitute
a much larger potential market than kitchen rentals because demand is higher. Best of all, this new
approach will still enable Elgendy to leverage his expertise and relationships in the restaurant and
foodservices industry. Kitchen rentals may even remain part of the platform, although relegated to an
ancillary offering instead of being the main focus.

The new GoHost platform is fully developed, and Elgendy’s intention is to officially relaunch in the first
half of 2025. It will offer an efficient, feature-rich experience allowing vendors to showcase the various
attributes of their venue—e.g., modern décor, scenic view, proximity to nature, nearby spa, eco-friendly,
etc. Customers will be able to search by specific features, available capacity, location, type of cuisine,
ability to accommodate food allergies and dietary restrictions, price—essentially, anything that might be
relevant to their needs.

GoHost 2.0 will also incorporate a chatbot that will ask and answer questions using natural language to
ensure that search results match what users are looking for. The system is powered by artificial
intelligence, large language models, and advanced machine learning. To ensure that the venue is
available when requested, the platform will have real-time connections to the databases of restaurants
and event venues via application programming interfaces (APIs). Currently, 23 such APIs have been
built, enabling GoHost to interact with databases from all major software providers.
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Customers

To succeed, the new GoHost will need to attract both venues (sellers) and individuals/organizations
interested in booking events at those venues (buyers). Elgendy has given careful consideration to his
customer strategy on both sides of the booking transaction.

Restaurants will remain core to the seller listings on GoHost. However, by shifting emphasis from
kitchen rentals to event booking, the platform will also be able to feature other types of venues, such as
hotels, convention halls, universities, and museums. Less conventional offerings such as farms,
waterparks, churches, or shopping malls could also be included, provided they have access to food
preparation facilities or partner with a catering company. As a city filled with embassies, public agencies,
national not-for-profits, and more, Ottawa is an ideal location for event booking involving such venues.

On the buyer side, likely clients include public-sector, private-sector, and not-for-profit organizations
seeking venues for conferences or meetings. Elgendy also intends to target individuals who are
organizing large family events such as weddings, anniversary celebrations, bridal showers, baby
showers, birthday parties, and funeral receptions. Professional event planners will also find value in the
GoHost platform.

Value Proposition

To succeed, Elgendy knows that GoHost will have to offer meaningful value to customers on both sides
of the transaction. For buyers—i.e., individuals seeking to book an event venue—he has identified the
following elements:

o Extensive selection. Buyers must be confident that they will have access to a broad range of
venue options when using GoHost. They are unlikely to use the platform if options that match
their needs cannot be found there.

o Distinctive offerings. GoHost should include distinctive venues that buyers would not think of
or would have difficulty finding on their own. Unique options provide a compelling reason to
use the platform.

o Ease of use. The GoHost platform should be intuitive and simple to use. If buyers struggle to
understand how to search or make sense of results, they will look elsewhere. Ideally, the
platform will be capable of actively guiding buyers through the search process.

o Extensive, sensible search parameters. GoHost must be able to accommodate a broad range
of search parameters, whether expressed as specific features or inferred from a general
description of what the buyer is seeking or what kind of event they are holding.

o Helpful recommendations. Searches should yield results that meet buyers’ needs. Ideally, the
platform will actively solicit information from the buyer to improve the quality of search results.

o Time savings. Using the GoHost platform should be substantially more efficient than calling
venues directly or visiting each venue’s website.

e Fair pricing. Ideally, buyers should not have to pay more for their venue rental when using
GoHost. If there is a charge, it must be reasonable and consider the value created for the buyer
(e.g., more options, better results, time savings, etc.).
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For vendors—i.e., the owners and managers of event venues—Elgendy believes that the following
elements will be central to GoHost’s value proposition:

e Incremental business. Listing on GoHost should generate additional bookings and revenue for
the vendor that they would not otherwise have enjoyed.

e Positive yet accurate listings. The GoHost platform should enable venues to effectively
showcase their attributes, value-added services, and unique advantages.

e Satisfied customers. By actively matching buyers with venues that closely fit their needs,
GoHost should increase customer satisfaction levels.

e Simpler / less costly promotion. Being listed on GoHost should simplify the job of promoting
the venue as a site for hosting events and potentially reduce the need for costly advertising and/or
personal selling.

e Customer insights. Partnering with GoHost should provide vendors with insights into customer
needs, helping them to refine their listing, product, and promotional efforts to boost interest, and
improve conversion of prospects into customers.

e Fair pricing. The price paid by vendors should be reasonable and reflect the value created by
the platform, as described in the points indicated above.

Immediate Goals

Over the next year, Elgendy wants to see GoHost establish a strong presence in Ottawa. The first step
will be to populate the platform’s inventory of venues, including restaurants, conference centres,
dedicated event spaces, and non-traditional spaces such as museums, churches, and community halls.
This involves more than just signing contracts; GoHost will also need to work with vendors to create
listings that appear in appropriate search results and effectively showcase their venue. Although Elgendy
expects to tackle some of this work himself, he believes a full-time business development manager may
be needed—a position that will command an annual salary of $60,000 to $90,000, plus commission.

GoHost will also need to attract buyers to the platform. Key to this is awareness-building, driving traffic
to the website, and inducing trial. Although advertising (via both digital and traditional media) is an
obvious solution to this problem, Elgendy believes there may be opportunities to enhance and extend the
effectiveness of these ads through other means. He is looking for tools that will lend credibility to the
platform while also creating buzz.

Ottawa’s location immediately across from Gatineau, Québec—a municipality of 300,000 residents—
creates additional opportunity. Although regulations and language differ between the two jurisdictions
(English is dominant in Ottawa; French in Gatineau), the two cities operate as a single conurbation in
most respects. To ensure that customers have access to the full range of venues in the National Capital
Region, Elgendy intends to recruit listings from both sides of the river.

Future Growth

Once the GoHost platform has developed critical mass in Ottawa-Gatineau and is generating steady
revenue, Elgendy plans to expand further afield. The most obvious option is Toronto (population: 6.5
million), Canada’s largest city, located 400 kilometres to the east in the same province as Ottawa.
Subsequent expansion sites will likely include Montréal, Québec (population: 4 million), Vancouver,
British Columbia (population: 2.5 million), and New York City (population: 20 million). Elgendy
intends to establish a presence across North America within five years and, eventually, across the globe.
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GoHost will require a substantial business development budget to both persuade venues to populate the
platform with listings and build awareness among customers about its service. Elgendy anticipates that
$250,000 in seed capital will be needed within the next six months. To attract the necessary funding, the
company will need to provide investors with evidence of growth, cash flow, and long-term potential to
generate profits.

As with all booking platforms, GoHost must comply with local laws and regulations in all jurisdictions
in which it operates. In its home province of Ontario, booking platforms are treated as simple
intermediaries. This means that contracts for space rental, catering, and any associated liabilities are
deemed to be between the contracting parties; the booking platform is merely the means to introduce
vendors to buyers. However, in some markets, booking platforms are deemed to be parties to any
contract they facilitate, meaning that they bear responsibility for ensuring that vendors comply with rules
applicable to the contract—typically, health and safety regulations, labour laws, cancellation and refund
policies, and so on.

COMPETITORS

GoHost has no immediate rivals in event venue booking in Ottawa, but Elgendy is mindful of the threat
posed by established players in related businesses. Well-funded restaurant reservation systems such as
OpenTable, Resy, Yelp Reservation, Eat App, Allset, and The Fork could introduce venue booking as
an add-on to their core business. Similarly, booking platforms such as Airbnb, Peerspace,
JustBoardrooms, and The Knot might repurpose their systems and leverage their technical and
promotional expertise to compete head-to-head with GoHost (see Exhibits 1 and 2). It is also conceivable
that an established venue booking platform could enter the Canadian market or that a rival startup could
introduce a service similar to GoHost.

Indirect Competitors

While a head-to-head challenge is always a possibility, Elgendy’s current preoccupation is indirect
competition. Many Ottawa-area venues, including the city’s various conference centres, universities,
museums, and larger restaurants, currently have dedicated web pages and booking systems to engage
and support event planners. Despite their shortcomings, these solutions work well for many clients. In
addition, a group of restaurants and bars located in the city’s ByWard Market (a major tourist district in
the urban core) recently agreed to collaborate on a website that showcases their various facilities for
meetings, receptions, corporate events, product launches, and other small-to-large gatherings.? Although
limited in functionality, the site offers the benefit of one-stop shop convenience and a range of options
from which to choose.

In the corporate meetings market, delivery services such as Uber Eats, DoorDash and Skip the Dishes
provide yet another source of competition for GoHost. Many companies order food via these apps and
use their own space (e.g., boardrooms, atriums) to hold meetings. Although this solution lacks many of
the benefits of off-site meetings, it has three compelling virtues: flexibility (meals can be ordered on
short notice), affordability (the only hard cost is for the food), and choice (a variety of cuisines at many
different price points).

3 See: https://ottawavenues.com/
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MODELS OF SUCCESS

As he builds out his vision for GoHost, Elgendy is inspired by the trails blazed by other successful
booking platforms. He pays particular attention to three such services: OpenTable, Airbnb, and Uber
Eats.

OpenTable

Launched in 1998, OpenTable facilitates restaurant reservations for individuals and small groups. The
company seats more than one billion diners a year through partnerships with more than 60,000 food
outlets. OpenTable charges restaurants a flat monthly fee to access the system along with per-transaction
charges. Reservations are free to end users. Several different monthly plans are available ranging from
basic to premium, with higher-priced plans giving access to lower transaction fees and premium services.
In 2014, OpenTable was acquired by booking.com for US$2.6 billion (see Exhibit 3).

Airbnb

Founded in 2008, Airbnb is the world’s best-known booking service for short-term housing rentals. The
company’s web and mobile platform currently counts over five million listings in more than 200
countries and regions. It earns revenue by charging both service providers (hosts) and end users (guests).
When a booking is made, Airbnb takes a percentage of the stated price—typically 3 to 5 per cent—as a
commission and charges guests an additional service fee of 0 to 20 per cent to facilitate the booking. As
of November 2024, Airbnb has a market capitalization of US$85 billion (see Exhibit 4).

Uber Eats

Uber Eats is an online food ordering and delivery platform launched by transportation giant Uber in
2014. Meals are delivered by couriers via various methods, including cars, scooters, bikes, or on foot.
Currently, the service is available in over 6,000 cities in 45 countries. Revenues are generated through
a variety of fees, although the specific fee structure and amounts vary by country and region. Fees are
usually paid by both the merchant and the customer:

Paid by merchant:

o Processing fee: Applies to all orders. Can be a fixed fee or a percentage of the value of the order.
o Delivery fee: Applies to delivery orders; usually 15 to 30 per cent of the value of the order.
e Pickup fee: Applies to pickup orders; usually 5 to 10 per cent of the value of the order.

o Self-delivery fee: Applies to orders delivered by the merchant to the customer; typically 10 to
15 per cent of the value of the order.

Paid by customer:

e Service fee: Applies to all orders; generally a fixed amount.
e Delivery fee: Applies to delivery orders; generally a fixed amount.

e Driver Tip: Applies to delivery orders; technically optional, but frequently necessary to ensure
that a driver accepts the delivery in a timely manner.

Uber Eats sells subscription plans that include access to lower fees and premium services. The company
also allows merchants to pay for in-app advertising to increase visibility in the Uber Eats app and
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subsidize promotions to incentivize trial, repeat purchase, and incremental purchase. In both instances,
the system allows merchants to target specific audiences.

In 2018, Uber Eats was valued at US$20 billion. In light of recent growth, the current value of the unit
is likely much higher (see Exhibit 5).

PATH FORWARD

Elgendy feels confident that GoHost has a sound footing on which to build the business. His platform is
robust, capable, flexible, and scalable and he has a good understanding of the restaurant industry and its
needs. Just as importantly, his relationships with providers of venture capital increase the odds that he
will have access to the cash he needs to grow. Although the future is difficult to predict, Elgendy
envisions GoHost following a path similar to the one taken by OpenTable. The founders of that business
built their company slowly and deliberately over a period of several years, laying a foundation that
eventually led to rapid growth and eventual acquisition. Ideally, his goal is for GoHost to be bought out
by a major player within five to seven years.

GoHost is looking to have 1,400 listings and 50 events per listing annually by the end of year three. To
succeed in this, GoHost will need to attract a critical mass of vendors to the platform. The key question
is how best to recruit venues to the database. For the moment, personal selling will form the core of
these efforts since the benefits of the platform must be demonstrated and explained. But how many
salespeople will be needed? How should they be compensated and incentivized? Are there other sales
and promotion tools that could help to support their efforts? GoHost will also need to decide whether all
types of venues are equally valuable; it might make sense to prioritize certain types of listings over others.

On the customer side, GoHost will need to build awareness, induce trial, build repeat business, and
ideally engender loyalty. Elgendy’s current plan is to put most of his money into digital advertising, but
he is unsure how much to invest or where to allocate his spending. He suspects most event organizers
start their venue hunt with a search engine, which would imply a heavy focus on Google Ads. He is not
certain whether it would make sense to invest the entire budget there.

Elgendy also knows that promotion is just one side of the customer attraction equation—the other
ingredient is product. He believes strongly in the value of competitive intelligence and feels that GoHost
can be meaningfully improved by incorporating best practices from other services that operate in two-
sided markets—OpenTable, Airbnb, and Uber Eats, of course, but also sites like Amazon.com, Expedia,
eBay, and Match.com. However, he has two questions: What ideas are worth borrowing? Might there
be other ways for GoHost to improve the functionality, usability, and value of its platform?

GoHost also needs a steady, sustainable, and profitable revenue model grounded in a comprehensive
pricing plan. However, the path to success is murky: How much should GoHost charge? How should
its pricing be structured? Should some customers pay more than others? Should discounts and
promotions be offered? In posing these queries, Elgendy is keenly aware that the strategy that makes
sense at launch may have a time-limited lifespan. Most of the platforms he admires have gone through
several evolutions since they were founded. The way they price today reflects their current market
dominance and established user base rather than their origins as a fledgling startup.

Finally, there are important operational and human resource considerations. When GoHost starts to
grow, resources and people will be needed to make it successful. Elgendy wants to be ready with a plan.
Put simply, he needs to be able to provide venture capitalists with the assurances they seek that their
money is in good hands. That task will be his sole focus during the coming week.
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EXHIBIT 1: PROFILES OF OTHER VENUE-BOOKING PLATFORMS

Reach

Based In

Established in

Giggster
USA, Canada, UK

Santa Monica, California

2017

Storefront

Global

Paris, France

2012

Offering Connects property hosts with renters Matches retailers interested in providing
looking for event spaces for activities short-term direct-to-consumer experience
including cooking, photo shoot, filming,  with commercial space owners
corporate event, wedding, party, etc.

Market Target All kinds of renters looking for event Entrepreneurs, e-commerce companies,
spaces large brands

Partners Commercial and residential spaces Commercial space owners
including offices, studios, restaurants,
mansions, galleries, etc.

Strengths + Live Chat available + Comprehensive business solution: Al-
» 8,116 listings for diverse purposes powered chatbot (“Al Real Estate
+ Selling point focuses on filming. Assistant”), and partners and tools

directories available

+ 10,000+ listings globally

+ Selling point focuses on pop-up
fashion events.

Weaknesses Limited reach (only 3 cities) in Canada Poor SEO and social media engagement

Peerspace Weddingwire.ca
Reach USA, Canada, UK, Germany, Australia, Canada (but it is global in scale)
Spain, France
Based In San Francisco, California Chevy Chase, Maryland (Part of The Knot)

Established in

Offering

Market Target

Partners

Strengths

Weaknesses

2014

Matches hosts with guests looking for
rentable spaces for personal and
professional events including cooking,
photo shoot, filming, corporate event,
wedding, party, etc.

All kinds of renters looking for event
spaces

Commercial and residential spaces
including offices, studios, restaurants,
mansions, galleries, etc.

» Live Chat available at Help Centre

» Most diverse in terms of space
types and purposes

» Successful social media reach

Lack agility and transparency: Purpose

must be specified to browse listings

2007

+ Wedding vendor directory

+ A comprehensive suite of planning tools
and services to make it easy for
couples to plan their wedding and help
them enjoy every part of the journey

+ 1.248 venues in Ontario

Engaged couples and wedding vendors

Wedding venues and wedding vendors
(dressmakers, photographers, etc.)

As of 2020, there were 500,000 vendors in
its online directory. *

Lacks personal, local touch
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The Knot

Reach

Based In
Established in

Offering

Market Target

Partners

Strengths

Weaknesses

Global in Scale

Chevy Chase, Maryland
1996

+ The Knot Worldwide connect couples and
wedding vendors across the Globe

« A comprehensive suite of planning tools and
services to make it easy for couples to plan their
wedding and help them enjoy every part of the
journey

Entirely wedding focused. Target market is

engaged couples and wedding vendors.

Wedding Venues and wedding vendors

(dressmakers, photographers, etc.)

Connects 4 million+ couples with nearly 850,000

vendors every year.

Lacks personal, local touch

Source: SSCG Consulting
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EXHIBIT 2: POSITIONING MAP — VENUE-BOOKING PLATFORMS

Venue rental marketplaces connect consumers/renters with property owners who are interested in renting
out their spaces for events. This map provides a quick look into the market positioning, on dimensions
of Quality and Popularity, of players in a similar service/technology landscape.

Y

MNATIVE SPACES

Low

High Quality

Y

LEADER

OpenTable®

High

Popularity <

CHALLENGER

Consulting

Source: SSCG Consulting
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EXHIBIT 3: OPENTABLE ANNUAL REVENUE
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Source: https://www.eater.com/2014/6/13/6207641/opentable-by-the-numbers-from-launch-to-2-6-billion

EXHIBIT 4: AIRBNB ANNUAL REVENUE

Revenue (in millions USD)
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EXHIBIT 5: UBER EATS QUARTERLY REVENUE
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