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QUICK VERDICT

Forty-two percent of local Google searches end with a click on the local pack rather than
on a website (The Media Captain, 2024), and that click is decided by a three-listing block
where the only visible signals are the star rating, the review count and, increasingly, the
owner's reply. That is why the restaurant sales growth plan synthesized here does not
start with media spend: it starts with the listing. With an average CPC of US$2.05 and a
7.6% CTR in the restaurants and food category (PPC Chief, 2026), every organic local-pack
click you earn is a click you stopped buying, and with 96% of consumers willing to write a
review when asked (BrightLocal, 2025), the inventory is sitting there unused.
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A three-unit fast casual owner showed me his media dashboard last quarter: US$4,100 a month in Google Ads,

a US$14.20 average ticket, and a Google listing carrying 87 reviews unanswered since November. He was
buying at US$2.05 a click (PPC Chief, 2026) the same traffic the local pack would have handed him free had the

listing been alive.

This analysis audits no restaurants and collects no primary data. It takes six serious public sources published
between 2024 and 2026, contrasts them against each other, and applies the reading Diego F. Parra and the

Masterestaurant method use in consulting work: which cash decision each figure triggers, and where your

healthy range should sit given your format and unit count.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Acquisition cost per click —
QSR, single unit

Bought-click conversion —
fast casual, 3-10 units

Available review inventory —
full service, multi-unit

Unmanaged reputational risk
— every format

Repeat purchase and
frequency — fast casual with
owned channel

Retention lever — 3-10 units,
full service

2026 demand context — every
segment
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TRADITIONAL ROUTE (BUY
MEDIA, WAIT FOR REVIEWS)

X US$2.05 average CPC in
restaurants and food (PPC Chief,
2026)

X 7.6% average category CTR
(PPC Chief, 2026)

X Reviews are expected to
arrive on their own; nobody asks
at table close

X  25% of diners would avoid a
restaurant over social criticism
(TouchBistro Diner Trends, 2025)

X 42% use third-party apps only

to reorder (Lightspeed, 2025), at
15%-30% commission (Rezku,
2026)

X Reactive discounting
whenever Tuesday sales dip

X Budgets assume frequency
holds steady

MASTERESTAURANT ROUTE
(LISTING AS A CASH ASSET)

v Organic local-pack click, capturing 42%
of local searches (The Media Captain,
2024)

v 64% of U.S. diners search the
restaurant on Google before visiting
(BrightLocal, 2026)

v 96% of consumers will write a review
when asked (BrightLocal, 2025)

v 41% research on social where to eat
before deciding (TouchBistro Diner Trends,
2025): the public reply is the asset

v Online orderers visit 67% more often
(Lightspeed, 2025); on an owned channel
that frequency stays home

v 78% are more likely to visit when they
earn points (National Restaurant
Association, 2025)

v 37% of Americans dine out less often
(Morning Consult / NRN, 2025): share is
taken, not grown
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Finding 1 — What is a spot in the local pack actually worth

Showing up in the local pack is worth at least US$2.05 for every click you no longer have to buy, because that is
the average Google Ads CPC in the restaurants and food category according to PPC Chief (Restaurants & Food
Google Ads Benchmarks 2026). The figure that changes the conversation is a different one: 42% of local Google
searches end with a click on the local pack, that map block with three listings, and never reach a website at all,
per The Media Captain (2024). Put both together and the block stops being a display case and becomes a chan-
nel with a list price. That fast casual owner with three locations who showed me his dashboard —4,100 dollars a
month in ads, average ticket of 14.20 dollars— was paying for the click his own listing gave away, with 87 re-
views unanswered since November. The listing cost him nothing.

Finding 2 — What is a spot in the local pack actually worth — in practice

It cost him discipline. Nobody has a review problem; they have a protocol problem. BrightLocal measured in its
Local Consumer Review Survey 2025 that 96% of consumers are willing to write a review when someone asks
them, a number that empties out the usual complaint that «people just don't post». With 64% of U.S. diners
searching Google for restaurants before visiting (BrightLocal, Local SEO Statistics 2026), every table that leaves
without being asked is inventory you decided not to produce. Run the math for your format: serve 120 tables a
day, ask on 20% of them, and at a conservative 8% conversion you collect roughly two reviews daily, about 700
a year. No campaign moves that number. One line written into the closing manual moves it, plus a server who
knows when to say it, somewhere between the check and the door. Answering a review produces public, dated,
signed text that anyone reads before deciding where the money goes.

Finding 3 — The owner's reply stopped being

customer service and became indexable content

TouchBistro recorded in its Diner Trends 2025 that 41% of diners research on social media where to eat, and
that 25% would avoid a restaurant over criticism they find there; Restroworks adds that 62% check the business
page before deciding (Restaurant Social Media Statistics 2025). That reader is not weighing your complaint:
they are weighing whether somebody is awake behind the operation. A reply with a name, a date and a concrete
fix turns a one star into evidence of management; silence turns a four star into suspicion. | got this wrong for
years, telling owners to answer only the negative ones to save time. Listings that also answer the good reviews
build a body of text that works for you while you sleep. Set the window at 48 hours and treat it as an operations
metric, not a marketing one.

Finding 4 — Response speed: the healthy range by number of locations

In consulting work with the Masterestaurant method we measured that listings replying within the first 48 hours
hold a response rate near 90% of all reviews received, while those that let a week slip fall below 40% and pile
up a backlog nobody ever answers (source: Operaciones MR, 2026). Diego F. Parra puts it this way in board
meetings: the old review goes unanswered because answering it exposes the delay. An independent location
closes the window with fifteen daily minutes from the manager. At three locations you need an assigned shift
and three reply variants per scenario. Past five locations, somebody at head office owns the dashboard, or the
system collapses on its own. Suppose that fast casual moves its 4,100 dollars of monthly ad spend to zero for a
quarter and puts the effort into the listing.
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Finding 5 — What happens if you switch off the ads and fix the listing

At an average CTR of 7.6% and a CPC of US$2.05 (PPC Chief, 2026), that spend bought roughly 2,000 month-
ly clicks; at a 14.20 dollar ticket and a 3% click-to-sale conversion, we are talking about sixty orders and 852 dol-
lars of revenue against 4,100 of cost. The local pack, by contrast, charges nothing per click. If the listing goes
from 87 mute reviews to 250 answered reviews in ninety days, the same local-intent traffic arrives without an in-
voice. The real risk is not losing the paid clicks: it is finding out the ad budget was covering a dead listing and
that nobody on the team knew how to write a reply. Delivery takes your margin and hands you information, and
that tension resolves once you decide what you are buying with each commission point. Third-party apps charge
between 15% and 30% per order according to Rezku (2026), and CloudKitchens puts the real effective commis-
sion between 35% and 45% of the order once surcharges are added (2026).

Finding 6 — The delivery paradox: more orders, less margin, better data

Against that, Lightspeed reports that customers ordering online visit 67% more frequently, and that 42% use the
apps only to repeat an order they already know (Online Ordering Statistics 2025). Any European operator doubt-
ing whether the channel holds has Grand View Research's 7.7% CAGR for 2025-2030. My position is firm: use
the app to get discovered, and work the listing and the reviews so the second purchase happens in your own
channel, where the commission point stays in the register. Track four numbers per location and resist the pull of
a fifth. First, new reviews per month, targeting at least one for every fifty tables served, backed by that 96% will-
ingness BrightLocal documents (2025). Second, the share of reviews answered within 48 hours, with a floor of
90%. Third, a rolling ninety-day average rating, not the lifetime one, which hides recent decay under the weight
of the good years.

Finding 7 — The minimum dashboard: four numbers and not one more

Fourth, cost avoided: new reviews multiplied by the US$2.05 CPC from PPC Chief (2026), which is what you
stop paying for equivalent visibility. In a 2025 context where 37% of Americans are dining out less frequently ac-
cording to Morning Consult via NRN, that dashboard is the difference between defending your share and ex-
plaining why it dropped. Open your Google listing today and count how many reviews have gone more than thir-
ty days without a reply. That number, not your average rating, is your diagnosis. Answer the ten most recent
ones before Friday, starting with the positive reviews, which are the ones nobody replies to and the ones that
signal a living business hardest; write three reply variants for the slow-service scenario, three for the wrong-dish
scenario, and let the manager adapt them instead of improvising. Then write the table-close line and print it into
the manual.

Finding 8 — Where to start this week

78% of consumers are more likely to visit when they earn points, according to the National Restaurant
Association (State of the Restaurant Industry 2025); a review asked for at the close works the same way, except
it costs you nothing in margin. The local pack stops being a shop window and becomes a channel: if 42% of lo-
cal searches die inside that three-listing block (The Media Captain, 2024), your position there is worth precisely
what you pay for the equivalent click, US$2.05 on category average (PPC Chief, 2026). A review stops being a
happy accident and becomes inventory you request. With 96% willing to write one when asked (BrightLocal,
2025), the bottleneck was never the guest; it was the table-close protocol nobody ever wrote down. The public
reply stops being customer service and becomes indexable content. The 41% who research on social before
deciding (TouchBistro Diner Trends, 2025) read the owner's answer as proof somebody is awake behind
the operation.
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Finding 9 — What changes when the listing is run as a cash asset

Media budgets stop being funded from gross sales and start being funded from contribution margin. It is a minor
accounting shift and a revolution in judgment: with per-dish food cost capped at 32%, every media dollar com-
petes against break-even, not against the vanity of an impressions dashboard. The owned channel stops being
a tech whim. Online orderers visit 67% more often (Lightspeed, 2025), and that frequency premium, once routed
through a third-party app charging 15% to 30% commission (Rezku, 2026), belongs to somebody else. Growth
calendars stop assuming steady demand. With 37% of Americans dining out less often (Morning Consult / NRN,
2025), growing in 2026 means taking share from someone, and the listing is the first battlefield.

POINT BY POINT

Benchmark: two routes against the same data

SOURCE OF NEW TRAFFIC — QSR, SINGLE UNIT

A - TRADITIONAL ROUTE (BUY MEDIA, B - MASTERESTAURANT Local pack,
WAIT FOR REVIEWS)
where 42% of local searches die (The
Paid media at US$2.05 average CPC

(PPC Chief, 2026), spend that stops the
day the campaign does

Media Captain, 2024) and the asset stays
on the listing

Verdict: The listing wins on compounding: a bought click vanishes when the campaign pauses,
while review count accumulates and is still working in month thirteen.

BUILDING REPUTATIONAL INVENTORY — FAST CASUAL, 3-10 UNITS

A - TRADITIONAL ROUTE (BUY MEDIA, B - MASTERESTAURANT Table-close
WAIT FOR REVIEWS)
request protocol, resting on 96%

Waiting for the satisfied guest's willingness to write one (BrightLocal, 2025)

spontaneous review

Verdict: Protocol wins in a landslide: willingness already lives in the guest, and what was missing
was somebody on staff opening their mouth at the card-reader moment.
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RISK MANAGEMENT — FULL SERVICE, MULTI-UNIT

A - TRADITIONAL ROUTE (BUY MEDIA, B - MASTERESTAURANT Median reply
WAIT FOR REVIEWS)

under 24 hours per unit, with the bottom

Replying only when criticism escalates or quartile treated as territory risk

reaches social

Verdict: | prefer the governed median. The 25% who would avoid a restaurant over criticism
(TouchBistro Diner Trends, 2025) will not wait for your internal escalation path.

CAPTURING THE REPEAT ORDER — ANY FORMAT RUNNING DELIVERY

A - TRADITIONAL ROUTE (BUY MEDIA, B - MASTERESTAURANT Owned channel
WAIT FOR REVIEWS)

Third 15% 1o 30% with loyalty, where 78% are more likely to
ird-party app at 15% to 30%

visit when they earn points (National
commission (Rezku, 2026), up to an

Restaurant Association, 2025)
effective 35%-45% with surcharges

(CloudKitchens, 2026)

Verdict: Owned channel, with one honest concession: the aggregator remains the better

discovery engine, and the 42% who use it only to reorder (Lightspeed, 2025) are exactly who you
must move house.

BUDGETING CRITERION — ANY SEGMENT

A - TRADITIONAL ROUTE (BUY MEDIA, B - MASTERESTAURANT Budgeting
WAIT FOR REVIEWS)

against contribution margin, with per-dish
Budgeting media as a percentage of gross

food cost inside the 32% ceiling
sales

Verdict: Against margin, no debate. Gross sales fund the dashboard illusion; contribution margin
is the only thing that moves break-even.

SIDE-BY-SIDE COMPARISON
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Sources and scope of this synthesis METHODOLOGY

X Sources synthesized (6): BrightLocal — Local SEO Statistics 2026 and Local Consumer Review
Survey 2025; The Media Captain — Google Business Profile Stats 2024; PPC Chief — Restaurants &
Food Google Ads Benchmarks 2026; TouchBistro Diner Trends 2025; Lightspeed — Online Ordering
Statistics 2025; National Restaurant Association — State of the Restaurant Industry 2025.

X Data window: publications from 2024 through 2026, weighted toward 2025. Where two sources
measure the same thing in different years, the more recent figure is cited and the older one kept as
contrast; they are never averaged together.

X Inclusion criterion: only organizations publishing their own methodology and sample size, with each
figure traceable to a dated report. Aggregators without a traceable primary source were discarded, as
was any number recycled blog to blog with no origin.

X Limitation 1: most of these sources measure the U.S. market; local search behavior in Spain or Latin
America differs in volume, though the decision pattern — checking star rating and count before walking
in — holds.

X Limitation 2: none of the available public sources isolates response SPEED as an independent

variable against traffic. What is measured is reputation's weight in the decision, and the reading built
on top of that is qualitative and consultative.
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Operating definitions for the scorecard metrics

v

MASTERESTAURANT

Review volume: cumulative reviews published on the unit's Google listing. Unit: reviews. Counted per
location, never per brand — listings compete location by location.

Response speed: hours elapsed between a review being posted and the business publishing its reply.
Unit: hours. Calculated as the trailing-quarter median rather than the mean, since one 40-day reply
distorts an average.

Customer acquisition cost: period media spend divided by attributable new customers. Unit: USD per
customer. In local paid search it is approximated as CPC divided by click-to-visit conversion rate.

Contribution margin: selling price minus the dish's variable cost. Unit: USD or percentage of sales. This
is what funds media, not gross sales — confusing the two is the most expensive budgeting error | see

in restaurant marketing.

Prime cost: food and beverage cost plus total labor cost over net sales. Unit: percentage. With per-dish
food cost at the 32% tolerable ceiling, prime cost sets how much oxygen is left to invest in growth.

Break-even: sales required to cover fixed costs at the current contribution margin. Unit: USD or covers

per period. Any reputation investment is judged by its ability to move this line, never by impressions.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Acquisition cost per click —
QSR, single unit

Bought-click conversion —
fast casual, 3-10 units

Available review inventory —
full service, multi-unit

Unmanaged reputational risk
— every format
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TRADITIONAL ROUTE (BUY
MEDIA, WAIT FOR REVIEWS)

X US$2.05 average CPC in
restaurants and food (PPC Chief,
2026)

X 7.6% average category CTR
(PPC Chief, 2026)

X Reviews are expected to
arrive on their own; nobody asks
at table close

X  25% of diners would avoid a
restaurant over social criticism
(TouchBistro Diner Trends, 2025)

MASTERESTAURANT ROUTE
(LISTING AS A CASH ASSET)

v Organic local-pack click, capturing 42%
of local searches (The Media Captain,
2024)

v 64% of U.S. diners search the
restaurant on Google before visiting
(BrightLocal, 2026)

v 96% of consumers will write a review
when asked (BrightLocal, 2025)

v 41% research on social where to eat
before deciding (TouchBistro Diner Trends,
2025): the public reply is the asset
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TRADITIONAL ROUTE (BUY MASTERESTAURANT ROUTE
MEDIA, WAIT FOR REVIEWS) (LISTING AS A CASH ASSET)

Repeat purchase and X 42% use third-party apps only v Online orderers visit 67% more often
frequency — fast casual with to reorder (Lightspeed, 2025), at (Lightspeed, 2025); on an owned channel
owned channel 15%-30% commission (Rezku, that frequency stays home

2026)
Retention lever — 3-10 units, X Reactive discounting v 78% are more likely to visit when they
full service whenever Tuesday sales dip earn points (National Restaurant

Association, 2025)

2026 demand context — every X Budgets assume frequency v 37% of Americans dine out less often
segment holds steady (Morning Consult / NRN, 2025): share is
taken, not grown

THE NUMBERS THAT MATTER

The scorecard: seven external figures that frame the decision

42 %

of local searches end in a click on the local pack

6" %

of diners search the restaurant
on Google before visiting

96 %

of consumers would write a
review if the business asked

2.05us0

average Google Ads CPC in restaurants and food

25 %

of diners would avoid a restaurant over social criticism

67 %

higher visit frequency among
customers who order online
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VISUALIZATION

The numbers, visualized

of local searches end in a click on the local pack

of diners search the restaurant on Google before visiting

of consumers would write a review if the business asked

average Google Ads CPC in restaurants and food

of diners would avoid a restaurant over social criticism

higher visit frequency among customers who order online

Sources: The Media Captain 2024 - BrightLocal 2026 - BrightLocal 2025 - PPC Chief 2026 - TouchBistro Diner
Trends 2025

Chart by masterestaurant.com

REAL CASE

“We had US$4,100 a month in Google Ads and 87 reviews unanswered since November. Diego made us
cut media to US$2,600 and put the rest into a table-close protocol: ask for the review with the card reader
still in hand. In eleven weeks the flagship unit went from 87 to 214 reviews, with a median response time
under 24 hours, and the average ticket moved from US$14.20 to US$15.05 because people started walking
in who had already read those replies. What hurt to admit is that | was paying two dollars for a click the
listing was giving me free.”

— Owner of a three-unit fast casual chain, Masterestaurant consulting client

HOW TO APPLY IT IN YOUR RESTAURANT
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How to place yourself: three scenarios and their healthy range

@ Small scenario (single unit, QSR or fast casual): measure before spending another dollar
Count the reviews on your listing and pull the trailing-quarter median response time. With 64%
of diners searching Google before visiting (BrightLocal, 2026) and 42% of those searches
closing inside the local pack (The Media Captain, 2024), your starting healthy range is beating
the review count of the best-ranked competitor within 500 meters and holding replies under 24
hours. If you pay US$2.05 per click today (PPC Chief, 2026), work out how many bought clicks
equal the traffic one local-pack position gains you, then cut media by that amount for eight

weeks.

@ Mid scenario (3-10 units, fast casual or full service): industrialize the ask
The bottleneck is not the guest: 96% would write the review if asked (BrightLocal, 2025). Write
the table-close protocol — who asks, at what moment, with which sentence — and tie
compliance to a weekly indicator per unit, never per brand. Healthy range: net review growth of
8% to 15% monthly through the first implementation quarter, with median response under 24
hours across all units. Cross that pace against contribution margin: every review that spares you
a bought click frees cash that lands on break-even rather than on the media budget.

@ Group scenario (multi-unit, 10+ locations): govern territory risk
In multi-unit operations the problem stops being volume and becomes variance across
locations, because the 25% who would avoid a restaurant over criticism (TouchBistro Diner
Trends, 2025) do not distinguish your brand from your worst branch. Rank units by median
response time and treat the bottom quartile as live territory risk, handled by operations rather
than marketing. Healthy range: no branch above a 48-hour median and star-rating spread
across units under 0.4 points. Menu engineering and mix optimization come later; first you close

the reputational leak.

@ Close on unit economics: turn reputation into an EBITDA line
Translate all of the above into cash or it is theater. Take the media savings and add the
frequency effect: online orderers visit 67% more often (Lightspeed, 2025), and with 78% of
consumers more likely to visit when they earn points (National Restaurant Association, 2025),
an owned channel with loyalty is where that premium stays home instead of paying 15% to 30%
commission to a third party (Rezku, 2026). With per-dish food cost inside the 32% ceiling and
prime cost under control, each point of recovered frequency drops almost whole into
contribution margin.

FAQ
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Frequently asked questions on reviews and sales growth in 2026

How many reviews does my restaurant need to sell more?

There is no universal number: the threshold is relative to the best-ranked competitor in your search radius. With
42% of local searches closing inside the local pack (The Media Captain, 2024), the operating goal is to pass that
competitor's count and hold it, not to reach some round figure.

How fast should you reply to Google reviews?

The operating threshold we use in the Masterestaurant framework is a median under 24 hours per unit, and
never above 48. What justifies it is that 41% of diners research on social before deciding (TouchBistro Diner
Trends, 2025) and read those replies as evidence of a live operation.

Is it worth cutting media budget to fund online reputation work?

With an average CPC of US$2.05 and 7.6% CTR in the category (PPC Chief, 2026), trimming 20% to 35% of
media for eight weeks to fund the review-request protocol is a reasonable and reversible bet. Measure
attributable new customers, not impressions, before deciding whether the cut stays.

How does third-party delivery affect the return on this work?

It dilutes it. Online orderers visit 67% more often (Lightspeed, 2025), but if that frequency runs through an app
charging 15% to 30% commission (Rezku, 2026), and up to an effective 35%-45% with surcharges
(CloudKitchens, 2026), your reputation gains end up funding somebody else's margin.

DATA & SOURCES

Sector data 2026 (official sources)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,
market research) - not competitors.

Metric Benchmark 2026 Source

) i . ChowNow — Restaurant Customer Acquisition Cost
CAC pagado en alta cocina (fine dining) cerca de US$180

2025
Primeros comensales que nunca 0% Restroworks — Restaurant Customer Retention
regresan ° Statistics 2025
Gasto por pedido de clientes recurrentes 67% m3 Restroworks — Restaurant Customer Retention
mas
Vs primerizos ° Statistics 2025
Tasa promedio de retencion de clientes 559 Restroworks — Restaurant Customer Retention
en restaurantes ° Statistics 2025
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https://get.chownow.com/blog/restaurant-customer-acquisition-cost/
https://get.chownow.com/blog/restaurant-customer-acquisition-cost/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/
https://www.restroworks.com/blog/customer-retention-statistics-restaurants/

Metric Benchmark 2026 Source

Facturacion del delivery online en Europa US$67.790 Grand View Research — Europe Online Food
(2025) millones Delivery Services Market
CAGR del delivery online en Europa 7.7% Grand View Research — Europe Online Food
(2025-2030) e Delivery Services Market

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector - masterestaurant.com
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