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QUICK VERDICT

Verdict: the repeat customer isn't a bonus, it's the only unit economics that keeps an
independent restaurant alive. A diner who returns 8 times a year at a US$32 check is worth
US$256 in annual sales; you acquire them once and retain them for a fraction. With 57.8%
monthly member retention at the best full-service restaurants (Paytronix, 2024) and a
US$36 return per dollar on email (Stripo, 2025), margin isn't in capturing more faces: it's in
raising the frequency of those who already know you. Stop buying traffic and start
engineering repurchase.

* White Paper Technical document - C-Suite & multilateral banking - 12 minread - 2026-07-09
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This white paper tackles an accounting error | see again and again: the owner measures customer acquisition
cost (CAC) per campaign but never measures how many times that customer returns or how much they leave
over their life as a diner. The result is a sales funnel bleeding at the bottom while money pours in at the top.

The U.S. prepared-meal delivery market reached ~US$96 billion in 2024 (Statista, 2024) and solo-diner
reservations rose +22% year over year in Q3 2025 (Toast, 2025): demand exists and it's moving. What's scarce
is the discipline to turn that first visit into a relationship with measurable LTV.

| write this as Diego F. Parra, consultant at Masterestaurant, through the lens of the trade: kitchen, cash register
and boardroom. This isn't generic marketing theory. It's the arithmetic of repurchase applied to a real P&L, with
food cost under control, prime cost watched and a frequency model an owner of 1 to 10 units can instrument in
90 days.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Relative cost per incremental
sale

Monthly member retention (full
service)

Return per dollar of the lead

ACQUISITION (BUY NEW
TRAFFIC)
X High: full CAC on every visit

X N/A (one-off visit)

X US$5.78 influencer (Socially

FREQUENCY (MONETIZE THE
REPEAT)

v Low: fraction of CAC (already
acquired)

v 57.8% (Paytronix, 2024)

v US$36 email (Stripo, 2025)

channel Powerful, 2025)

Message open rate X ~2-5% paid ad (industry) v 43.6% email / ~98% SMS (Stripo,
2025; Textellent, 2024)

Active rewards program X Irrelevant for the non-returner v >90% already run one (Paytronix,
2025)

Effect on diner LTV X Flat: one purchase v' Multiplier: frequency x check x years

Chapter 1 — What is a returning customer really worth?

The returning customer is not a prize; it is the only economic unit that keeps an independent restaurant
alive. A guest who comes back 8 times a year at a US$32 check leaves US$256 in annual sales;

you acquire them once, and retaining them costs a fraction of that first capture. The accounting mistake | see
again and again is measuring CAC per campaign and never measuring how many times that customer returns.
The U.S. prepared-food delivery market hit ~US$96 billion in 2024 (Statista, 2024) and solo-diner reservations
rose +22% year over year in Q3 2025 (Toast, 2025): demand is moving. What is scarce is the discipline to turn
that first visit into a relationship with measurable LTV. Without that figure in hand, the owner invests at the top of
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the funnel while it bleeds at the bottom, mistaking replacement for growth. The acquisition model treats each
sale as isolated; the frequency model treats it as the first payment of an annuity, and that accounting difference
changes the entire spending decision.

Chapter 2 — The same visit, two different ledgers

If a guest repeats 8 times a year at US$32, the first visit is not worth US$32: it is the first slice of US$256 a year.
The best full-service programs retain 57.8% of members month over month, and the best QSR reach 62%
(Paytronix, 2024): that retention is what capitalizes the annuity. | write this as Diego F. Parra, consultant at
Masterestaurant, through the trade's lens—kitchen, cash register and boardroom: when you book the visit as ac-
quisition, any high CAC frightens you; when you book it as frequency, that same CAC amortizes in four visits
and the rest of the year is margin. The arithmetic does not change; the frame you read it with does. Acquisition
pays third-party channels with diminishing returns, while retention uses owned channels with high, stable re-
turns, and that asymmetry decides which restaurant survives media inflation.

Chapter 3 — Acquisition has diminishing returns; retention does not

Every dollar in influencer returns US$5.78 (Socially Powerful, 2025)—other measures place it at US$7.65 with a
2.55% average conversion (iQFluence, 2026)—while every dollar in email marketing returns US$36 (Stripo,
2025). Restaurant email opens at 43.6% on average (Stripo, 2025) and SMS reaches ~98% open rates, read
within minutes (Constant Contact, 2024), with 18% click-through (Tabular, 2025). With a global influencer market
already above US$33 billion (Socially Powerful, 2025), bidding for expensive attention is a losing endurance
race. The owned channel does not get pricier at auction: you own it. That is why the repeat base is the asset,
not the campaign. The returning customer reduces your dependence on paid advertising: when Google or Meta
raise the cost per click, the restaurant with a repeat base has a cushion; the one that only buys traffic is ex-
posed. Today 99% of restaurants have at least one social profile and 78% use Instagram (Restroworks, 2025),
so paid attention is auctioned among everyone and the price only climbs.

Chapter 4 — A cushion against cost per click

Organic visibility is not free either: Google's local-pack top three carry 47 more reviews on average than posi-
tions 4 to 10 (BrightLocal, 2025), and those reviews come from customers who return, not from cold traffic. A
restaurant with its own list and a frequency program can cut ad spend for a quarter without sales collapsing; the
one living on bought traffic cannot. Repeat business is not marketing: it is P&L risk management. Frequency is
instrumented in 90 days with owned channels and a single metric: visits per guest per year, not impressions.
Start by capturing the contact on every visit—over 90% of restaurants already run some rewards program
(Paytronix, 2025) and 75% use QR for digital menus (QR Code, 2025), so the capture point is already on the ta-
ble. Then activate two sequences: email, which returns US$36 per dollar (Stripo, 2025), for the long relationship;
and SMS, with ~98% open rates (Textellent, 2024) and 18% click-through (Tabular, 2025), for the repeat nudge.

Chapter 5 — How to instrument frequency in 90 days

Set a monthly retention target comparable to the best full-service programs, 57.8% (Paytronix, 2024). With food
cost under control and prime cost watched, every additional visit from an already-acquired customer falls almost
entirely into contribution margin. That is the engine: not more traffic, but more turns per customer. The mistake |
see again and again is celebrating the first visit and never designing the second: the funnel bleeds at the bottom
while the owner invests at the top. The gift card illustrates it: ~6% of its value is never redeemed (Capital One
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Shopping, 2026), revenue many book as a sale when it is really an unkept promise to the customer. Another
mistake is measuring CAC per campaign and never crossing it with frequency: without visits-per-year you can-
not tell whether you paid US$12 for a US$32 customer or a US$256 one. The third is outsourcing the relation-
ship: delivery moved ~US$96 billion in 2024 (Statista, 2024), but the marketplace keeps the guest's data and
part of the margin.

Chapter 6 — Cash-register mistakes that kill LTV

Recover the contact, measure repeat business, and each retention dollar—US$36 per US$1 in email (Stripo,
2025)—works where the acquisition dollar no longer pays off. Thinking in annuities, not transactions, is what
turns an independent restaurant into a business with predictable cash. Eight visits at US$32 are US$256 per
customer per year; multiply that by a base of a thousand repeat guests retained at 57.8% monthly (Paytronix,
2024) and you have recurring revenue no isolated acquisition campaign replicates. Demand cooperates: compa-
rable seated reservations grew +8% year over year and solo-diner ones +22% (Toast, 2025). The
Masterestaurant framework sums it up: first control prime cost, then capture the contact at every table, then
build two owned sequences—email at US$36 per dollar (Stripo, 2025) and SMS at ~98% open rates (Constant
Contact, 2024)—and measure one thing only: how many times each guest returns.

Chapter 7 — From the sales funnel to the guest's annuity

The concrete action for this week: calculate your real LTV per customer and compare it with your CAC. If you
cannot, that is your first project. The acquisition model treats each sale as isolated; the frequency model treats it
as the first payment of an annuity. The same visit is worth very differently depending on which accounting you
use. Acquiring pays third-party channels with decreasing returns (US$5.78 per dollar on influencer, Socially
Powerful, 2025). Retaining uses owned channels with high, stable returns (US$36 per dollar on email, Stripo,
2025). The repeat customer cuts your dependence on paid advertising: when Google or Meta raise cost per
click, the restaurant with a repurchase base has a cushion; the one that only buys traffic is exposed.

POINT BY POINT

Comparative analysis: Acquisition vs. Frequency

COST PER INCREMENTAL SALE

A - ACQUISITION (BUY NEW TRAFFIC) B - MASTERESTAURANT Frequency

Acquisition pays full CAC each time amortizes CAC over 6-10 visits/year

Verdict: Frequency wins: lower marginal cost per recurring sale.
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CHANNEL STABILITY

A - ACQUISITION (BUY NEW TRAFFIC) B - MASTERESTAURANT Owned channels:

Depends on rising third-party CPC/CPM email US$36/US$1, SMS ~98% open

Verdict: Frequency wins: high, stable return on owned channels.

EFFECT ON LTV

A - ACQUISITION (BUY NEW TRAFFICc) Flat: B - MASTERESTAURANT Multiplier:

records one purchase frequency x check x years

Verdict: Frequency wins: moves the highest-impact LTV lever.

RESILIENCE TO MEDIA INFLATION

A - ACQUISITION (BUY NEW TRAFFIC) B - MASTERESTAURANT Protected: owned

Exposed: no cushion if CPC rises repurchase base

Verdict: Frequency wins: mitigates media territory risk.

SIDE-BY-SIDE COMPARISON

Acquisition Model BuUY TRAFFIC

X Pays the full CAC on every new face

X Depends on paid channels whose return falls at scale

X Ignores lifetime value: measures campaigns, not relationships

X Vulnerable to rising CPC/CPM and audience fatigue
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Frequency Model

MASTERESTAURANT

v" Amortizes CAC across 6-10 visits per year

v Uses owned channels (email US$36/US$1, SMS ~98% open)

v" Engineers repurchase: cadence, reward and reason to return

v Turns online reputation into recurring free traffic

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Relative cost per incremental
sale

Monthly member retention (full
service)

Return per dollar of the lead
channel

Message open rate

Active rewards program

Effect on diner LTV

THE NUMBERS THAT MATTER

ACQUISITION (BUY NEW

TRAFFIC)

X High: full CAC on every visit

X N/A (one-off visit)

X US$5.78 influencer (Socially

Powerful, 2025)

X ~2-5% paid ad (industry)

X lIrrelevant for the non-returner

X Flat: one purchase

Numbers that hold up the model (2026)

36us

return per US$1 spent on restaurant email marketing

578 %

monthly member retention at
the best full-service restaurants
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FREQUENCY (MONETIZE THE
REPEAT)

v Low: fraction of CAC (already
acquired)

v 57.8% (Paytronix, 2024)

v US$36 email (Stripo, 2025)

v  43.6% email / ~98% SMS (Stripo,
2025; Textellent, 2024)

v >90% already run one (Paytronix,
2025)

v' Multiplier: frequency x check x years
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62 %

monthly member retention at the best QSRs

98 %

average open rate of SMS marketing campaigns

90 %

of restaurants already run some rewards program

22 %

year-over-year rise in solo-
diner reservations, Q3 2025

VISUALIZATION

The numbers, visualized

return per US$1 spent on restaurant email marketing

G 36USD

monthly member retention at the best full-service restaurants

D 57.8%

monthly member retention at the best QSRs

G a2

average open rate of SMS marketing campaigns

G

of restaurants already run some rewards program

G

year-over-year rise in solo-diner reservations, Q3 2025

G 227

Sources: Stripo 2025 - Paytronix Annual Loyalty Report 2024 - Textellent 2024 - Paytronix 2025 - Toast 2025

Chart by masterestaurant.com

REAL CASE
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https://stripo.email/blog/restaurant-email-marketing-statistics-how-emails-drive-reservations-loyalty-and-revenue/
https://www.paytronix.com/resources/reports/annual-loyalty-report-2024/
https://textellent.com/blog/sms-marketing-statistics/
https://www.paytronix.com/blog/effectiveness-of-loyalty-programs
https://pos.toasttab.com/blog/data/solo-diner-reservations-full-service-restaurant-trends
https://masterestaurant.com/

“We had 4,200 new faces a quarter and a P&L that wouldn't close. When we stopped measuring
campaigns and started measuring LTV, we found 71% never came back. We built an email and SMS
cadence with a real reason to repurchase: frequency went from 2.3 to 4.1 visits a year and the recurring
check lifted margin without spending a dollar more on ads.”

— Director of a 3-unit full-service group, synthesis of a case worked with the Masterestaurant

framework
HOW TO APPLY IT IN YOUR RESTAURANT

90-day roadmap to instrument frequency

@ Days 1-15 - Instrument LTV measurement
Before spending another dollar on acquisition, compute real LTV: annual frequency x average
check x contribution margin x diner lifespan. Cross your POS with your CRM to know what %
returns. Without this number there's no growth decision you can defend to the board; with it,
CAC stops being an expense and becomes an investment with modeled return.

@ Days 16-45 - Capture and segment the base
Turn anonymous visitors into identified contacts: menu QR (used by 75% of restaurants, QR
Code, 2025), rewards program and email/phone capture at reservation. Segment by frequency
(new, occasional, repeat, at-risk of churn). Segmentation is what makes the US$36-per-dollar
email (Stripo, 2025) pay off: right message, right diner.

@ Days 46-75 - Design the repurchase cadence
Build a frequency architecture: welcome sequence, repurchase reminder at day 21-30,
reactivation offer for the at-risk diner. Combine email (reach) and SMS (~98% open, Textellent,
2024) without saturating. The goal isn't to discount: it's to give a real reason to return before the
habit cools down.

@ Days 76-90 - Measure, iterate and report ROI
Set KPIs at 3/6/12 months: annual frequency, 60-day repurchase rate, LTV per cohort and
LTV/CAC ratio (target >=3:1). Report to the board the incremental margin from frequency versus
acquisition spend. Iterate the cadence on real data, not intuition; the repurchase engine gets
tuned, not launched and forgotten.

FAQ
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Frequently asked questions

How do | calculate a restaurant diner's LTV?

LTV = annual frequency x average check x contribution margin x diner lifespan. If they return 8 times at US$32
with a 30% margin over 3 years, their LTV in margin is ~US$230. Cross your POS with your CRM to get real
frequency and lifespan by cohort.

Why is retaining cheaper than acquiring?

Because CAC is paid once and then amortized on every future visit. Owned channels pay off more: email
returns US$36 per dollar (Stripo, 2025) versus US$5.78 for influencer marketing (Socially Powerful, 2025).
Retaining monetizes a relationship you already paid for.

What LTV/CAC ratio should an independent restaurant target?

An LTV/CAC of at least 3:1 signals healthy unit economics: every acquisition dollar returns three in lifetime
value. Below 1:1 you're buying losses. With 57.8% member retention in full service (Paytronix, 2024), reaching
3:1 is achievable through frequency, not more ads.

Is a rewards program useful if over 90% already have one?

Yes, but the advantage is no longer having it (>90% run one, Paytronix, 2025), it's instrumenting it well:
segmenting, adding cadence and measuring LTV per cohort. The program is the data capture; the frequency
architecture is what turns that data into profitable repurchase.

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
Tasa de respuesta de SMS marketing vs email 45% en SMS frente a 6% en email (2025) Omnisend 2025
Consumidores que aceptaron SMS de al menos un . .
. 84% de los consumidores (2025) Sakari 2025
negocio
: . . : . - . Lightspeed
Clientes que piden online y su frecuencia de visita Visitan 67% mas frecuentemente (2025) 2025
Consumidores que escanearon un QR en un .
57% de los consumidores (2025) Sunday 2025

restaurante el ultimo mes
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https://www.omnisend.com/blog/sms-marketing-statistics/
https://sakari.io/blog/sms-marketing-statistics-data-backed-insights-for-2025-2026
https://www.lightspeedhq.com/blog/online-ordering-statistics/
https://www.lightspeedhq.com/blog/online-ordering-statistics/
https://sundayapp.com/qr-code-ordering-from-trend-to-standard-in-2025/

Metric Benchmark 2026 Source

) ) o +9% en tamaio de cuenta vs dine-in
Aumento del ticket con pedido por cédigo QR . Sunday 2025
tradicional (2025)

+28% de engagement vs contenido de Restroworks

Contenido generado por usuarios y engagement
marca (2025) 2025

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