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This research examines Mofon’Go, a food kiosk in Old San Juan, Puerto 

Rico, to develop a strategic plan for sustainable growth within the quick-

service restaurant (QSR) industry [1]. The objective was to analyze its 

business model, competitive environment, and operational challenges [1]. 

Methods included a comprehensive SWOT analysis, PESTEL framework, 

Porter’s Five Forces, and financial projections [1]. Results revealed strengths 

in location and authenticity, alongside weaknesses like supplier dependency 
[1]. Strategic recommendations focus on formalizing supplier partnerships and 

enhancing digital presence, projecting a 22% sales increase [1]. The study 

concludes that Mofon’Go can transform vulnerabilities into competitive 

advantages by leveraging cultural narratives and operational efficiency [1].
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Methodology

This research concludes that Mofon’Go can achieve sustainable growth by 

leveraging its location and authenticity while addressing supplier dependency 

through strategic partnerships [1]. Projected financial gains include a 22% 

sales increase and improved margins to 30.4% [1]. The study contributes a 

framework for small QSR businesses in tourist areas to balance operational 

efficiency with cultural differentiation, reinforcing Mofon’Go's role as a 

culinary ambassador in Old San Juan [1].

Mofon’Go specializes in authentic Puerto Rican cuisine for tourists [1]. It 

addresses the need for strategic planning in a tourism-driven QSR market 

marked by seasonal fluctuations and competitive pressures [1]. The work aims 

to provide a roadmap for sustainable growth by identifying internal 

capabilities and external factors influencing the kiosk’s operations within a 

historic, culturally significant locale [1].

Introduction

Background

Mofon’Go faces significant challenges including supplier dependency, 

limited staffing, and minimal marketing, which hinder its ability to sustain 

competitive advantage in a crowded tourist market [1]. Seasonal demand tied 

to cruise schedules exacerbates operational instability [1]. This research 

addresses the critical need to transform vulnerabilities into strengths, 

answering how Mofon’Go can achieve sustainable growth [1]. The objectives 

are to analyze its business environment, identify strategic gaps, and propose 

actionable recommendations to enhance profitability and cultural impact 

within Old San Juan’s QSR landscape [1]. How can Mofon’Go turn these 

challenges into sustainable competitive advantages over the next three years?

Problem

Mofon’Go operates in the QSR industry, specifically the street food 

segment, in a tourism-heavy region of Viejo San Juan [1]. Literature 

highlights the industry’s reliance on cultural tourism and cruise passenger 

traffic, with Puerto Rico’s restaurant sector generating $4 billion annually 

and employing 90,000 individuals [5]. Studies note challenges such as tight 

profit margins (43% of restaurants below 8% in 2024) and labor shortages, 

alongside opportunities from tourism initiatives [6]. The state of the art 

emphasizes differentiation through authenticity and operational efficiency in 

mature markets [3].
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The analysis revealed Mofon’Go’s prime location and authentic offerings as 

key strengths, yet highlighted weaknesses such as supplier dependency and 

lack of marketing [1]. External opportunities include tourism initiatives and 

digital tools, while threats encompass regulatory constraints and economic 

pressures [1]. Financial projections post-strategy implementation indicate a 

22% sales increase to $146,400 and a profit margin rise to 30.4%, yielding 

$44,520 annually with an 85.4% ROI on a $17,000 investment [1]. Visitor 

spending at San Juan National Historic Site contributed $226,888,000 to the 

local economy, underscoring tourism’s impact [4].

Key strategic recommendations include:

▪ Formalize Supplier Relationships: Transform suppliers into partners via 

contracts for price stability; expected cultural differentiation [1].

▪ Implement Tourism Flow Management: Track cruises to adjust staffing 

and inventory; expected to optimize operations during peak periods [1].

▪ Develop Digital Strategy: Create an Instagram presence highlighting 

artisans; expected to increase planned tourist visits [1].

▪ Specialized Inventory System: Design management for pre-prepared 

products; expected to reduce waste [1].

▪ Dual Market Strategy: Target locals during low seasons with offers; 

expected to stabilize income [1].

Future Work

The next steps involve implementing proposed strategies over a three-year 

horizon with annual reviews [1]. Further research will explore expansion to 

high-traffic areas like airports, contingent on stabilizing current operations, to 

assess scalability and profitability [1].
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The research employed a multi-faceted approach to analyze Mofon’Go’s 

strategic position [1]. It conducted a SWOT analysis to assess internal 

strengths and weaknesses alongside external opportunities and threats [1]. A 

PESTEL framework evaluated macro-environmental factors, while Porter’s 

Five Forces examined competitive dynamics [1]. Financial data was analyzed 

to project growth scenarios post-strategy implementation [1]. Industry 

lifecycle analysis determined the market’s maturity stage, guiding 

differentiation strategies [1]. Data was sourced from operational records and 

industry reports to ensure accuracy [1].

Strengths
•Prime location for tourist flow
•Authentic Puerto Rican food 

focus
•Efficient, simple operations 

model
•Owner-led flexible 

management
•Pricing adapts to costs
•Potential for future expansion

Weaknesses
•Minimal staffing during peaks
•No strategic growth planning
•Supplier dependence risks 

continuity
•Weak marketing, digital 

absence
•Alcohol sales not allowed
•Rented space limits autonomy
•Easily imitated business model

Opportunities
•Government-driven tourism 

growth
•Cruise tourists with spending 

power
•Grants for digital upgrades
•Cultural dining trend rising
•Tech upgrades streamline 

operations
•Engage locals during low 

season
•Indoor appeal during rain

Threats
•Alcohol sale restrictions impact
•Power outages disrupt 

operations
•Staff shortages, wage pressures
•High taxes and tariffs
•Tourists outnumber local 

customers
•Tech costs strain resources
•Hurricanes and flooding threats
•Legal compliance burdens 

increase

Political
• Tourism campaigns increase visitor 

traffic
• Multi-destination alliances expand 

reach
• Alcohol bans limit evening sales
• Blackouts threaten business 

continuity
• Immigration enforcement reduces 

labor supply

Economic
• Cruise ships drive steady demand
• Tourist pricing increases profit 

margins
• Food imports raise supply costs

• High taxes reduce competitiveness
• Labor shortages strain daily 

operations

Social
• Tourists seek cultural authenticity
• Rising demand for healthy dining
• Gentrification displaces local 

customers
• Tourism dependency causes 

income swings
• Locals have limited spending power

Technological
• Tourists prefer digital payments
• POS systems improve efficiency
• EDA grants support digitization

• Tech diversification increases costs
• Staff lack digital literacy

Environmental
• Rain boosts indoor dining appeal

• Hurricanes cause frequent 
business disruption

• Flood risk impacts infrastructure 
safety

• Sea level rise increases costs
• Grants support climate adaptation

Legal
• Licensing reform eases hiring 

process
• Trademark protects brand identity
• FDA rules require strict compliance
• Minimum wage laws increase costs
• Branding violations risk legal action

Porter’s 
Competitive 

Forces

Threat of New 
Entrants

Moderate to High

Low capital; few 
prime spots

Bargaining 
Power of 
Suppliers 

High

Few suppliers; 
rising input costs

Bargaining 
Power of Buyers

Low to Moderate

Tourists pay; 
locals bargain 

more

Threat of 
Substitutes

High

Many 
alternatives; easy 

imitation

Industry Rivalry

Moderate

Festivals increase 
seasonal 

competition

The earliest kiosks 
and street vendors 
began offering 
traditional Puerto 
Rican foods to local 
visitors and a small 
number of tourists. 
The market was 
informal and largely 
unregulated.

Growth accelerated with 
the rise of cruise tourism 
and increased global 
interest in culinary travel. 
Investment in Old San 
Juan as a cultural and 
tourist hub created 
demand for quick-service, 
authentic food options.

Event-based 
saturation (e.g., San 
Sebastián Festival) 
brings high 
competition from 
temporary kiosks. 
Businesses without 
strong differentiation 
or efficiency struggle 
to compete or 
survive.

Fixed number of 
kiosk licenses, 
stabilized cruise 
traffic (barring 
shocks like 
COVID-19), and 
predictable 
tourist patterns 
place the sector 
in early maturity. 
Mofon’Go’s 
pricing 
strategies, 
streamlined 
operations,
and focus on 
authenticity 
reflect this
stage.

Potential if cruise tourism 
stagnates, costs rise 
uncontrollably, or 
consumer expectations 
shift to tech-enabled or 
health-driven offerings 
without adaptation. Risk 
increases for 
undifferentiated or 
inflexible operators.

Resource / Capability
Valuable?

(V)

Rare?

(R)

Costly
to Imitate?

(I)

Organized
to Exploit?

(O)

Level of Competitive 
Advantage

Prime Location (Plaza Colón)  Yes  Yes  No  No Temporary 
Competitive Advantage

Authentic Puerto Rican Menu  Yes  Partially  No  No Competitive Parity / 
Temporary Advantage

Pre-made Product 
Model (Operational Efficiency)  Yes  No  No  Yes Competitive Parity

Tourist-Oriented Pricing Strategy  Yes  No  No  Yes Competitive Parity

Owner Involvement & Flexibility  Yes  Partially  No  Yes Temporary 
Competitive Advantage

Supplier Relationships  Partially  No  No  No Competitive Disadvantage

Minimal Digital Presence 
/ Marketing  No  No  No  No Competitive Disadvantage

Limited HR Capacity (2 workers)  No  No  No  No Competitive Disadvantage

No Proprietary Recipes 
or Branding  No  No  No  No Competitive Disadvantage

Fixed Utility Costs 
under Municipal Lease  Yes  No  No  Yes Competitive Parity

Mofon’Go
Mission
Mofon’Go provides authentic Puerto Rican culinary experiences 

to tourists visiting Old San Juan, offering traditional food options 

that are convenient, high-quality, and representative of local 

culture.

Vision
To be recognized as the premier quick-service food 

destination in Plaza Colón that delivers authentic Puerto 

Rican cuisine, potentially expanding to other high-traffic 

tourist locations while maintaining the core focus on 

quality and authenticity.

Values

Authenticity

Quality

Efficiency

Community Relations

Adaptability

Piña Colada Stand (Plaza de Armas)

Mofon’Go

La Mallorca

Verde Mesa

Raíces

Results and Discussion

Figure 1. Mission, Vision & Values [1]. Figure 2. Value Chain [1].

Figure 3. QSR Industry Lifecycle [1] [2] [4] [5] [6].

Figure 4. Porter’s Competitive Forces and the Macroenvironment [1].

Figure 6. SWOT Analysis [1].

Figure 7. VRIO Analysis [1].

Figure 8. Efficiency Frontier: Cost vs Differentiation [1] [2] [5] [7].

Figure 9. From left to right: Rubén Santiago, Mofon’Go’s owner; 

Carla Santiago, researcher & strategist;

Francisco J. Casiano, researcher & strategist.

▪ Tourists visiting Old 

San Juan, especially 

those arriving via 

cruise ships.

▪ Occasional local 

customers, 

particularly during 

off-peak tourism 

seasons.

▪ Quick-service traditional 

Puerto Rican food.

▪ Authentic local dishes 

such as empanadillas, 

mofongo, and 

alcapurrias.

▪ Strategic location in Plaza 

Colón, near cruise ship 

docking points.

▪ Affordable and 

convenient meals for 

time-constrained tourists.

▪ On-site sales at Plaza 

Colón kiosk.

▪ Informal word-of-

mouth referrals.

▪ Direct, one-time visit.

▪ No feedback systems.

▪ Sales of food and beverages at the kiosk.

▪ Average monthly sales: approximately $10,000.

▪ Annual sales: approximately $136,542.

▪ Owner’s estimated personal profit: approximately $35,000/year.

▪ Cash-based transactions with seasonal variability.

▪ Municipal kiosk lease.

▪ Inventory of pre-

made food items.

▪ Prep. and serving food.

▪ Managing inventory.

▪ Handling ops and staff.

▪ Local suppliers for 

pre-made 

empanadillas (e.g., 

Kikuet), mofongo, and 

alcapurrias.

▪ Municipality of San 

Juan (provides kiosk 

lease and utilities).

▪ Informal relationships 

with local tour guides 

who refer customers.

▪ Monthly municipal lease: $930 (includes electricity and water).

▪ Ingredient costs: Empanadillas: $0.75 each; Mofongo: $2.80 per unit.

▪ Employee wages (1 full-time and 1 part-time).

▪ No formal marketing expenses or investment in digital infrastructure.

Mofon’Go Business Model Canvas

Figure 5. Business Model Canvas [1].
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