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before and after of an operation that decides with data
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QUICK VERDICT

Artificial intelligence applied to marketing growth will not hand you new customers: it
hands back control over the ones you already had. The real money sits in repeat purchase,
not in more paid reach. Returning guests spend 67% more per order than first-timers
according to Restroworks (2025), and loyalty members visit more than 40% more often
than non-members according to the Paytronix Loyalty Trends Report (2024). An
established restaurant spending between 3% and 6% of sales on marketing, the band
Toast (2025) recommends, is funding acquisition for a funnel that leaks at the bottom.

My reading after twenty years in restaurant boardrooms is uncomfortable: the problem is
almost never creative, it is DECISION ARCHITECTURE. Nobody can say which campaign
moved average check or which piece of content filled a Tuesday. That is where Al belongs,
not in writing captions.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

An operator in the 500 thousand to 1 million dollar band usually has three people touching marketing and none
with a unit economics dashboard open. Spend is decided by instinct, reviews get answered when someone
remembers, and delivery is run from the aggregator's panel, which is precisely the one place where your own
contribution margin stays invisible.

The commercial window moved. According to the TouchBistro 2025 Diner Trends Report, 67% of Gen Z decides
where to eat based on social media, and 41% of that generation uses TikTok as a restaurant search engine
according to Restroworks (2025). Your storefront is no longer the fagade: it is a Google listing and a nine-second
vertical carousel.

Meanwhile the price of attention climbed. US brand spend on influencer marketing reached 10.52 billion dollars
in 2025, up 23.7% according to Socially Powerful, at an average of 202 dollars per collaboration according to the
Collabstr 2025 Influencer Marketing Report. Paying more for the same output is an expense line, not a strategy.

And down in the till, cash flow remains the leading cause of financial stress and closure among small

businesses according to Inc. So this brief does not argue about content aesthetics: it argues about where the

sales funnel breaks and what it costs to leave it broken.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Marketing spend as share of
sales

Spend per order: returning vs
first-time

Loyalty member visit
frequency

Online reputation: value of one
star

Google listing visibility
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INDUSTRY BASELINE (CITED
SOURCE)

X 3% to 6% for established
venues, up to 10% at opening
(Toast, 2025)

X Returning guests spend 67%
more per order (Restroworks, 2025)

X 40% more visits than non-
members (Paytronix Loyalty Trends,
2024)

X Aone-star rise on Yelp lifts
revenue 5% to 9% (Harvard
Business School, Michael Luca)

X Listings with 100+ photos get
2,717% more direction requests
(The Media Captain, 2025)

EXPECTED RESULT WITH THE
MASTERESTAURANT METHOD

v 4% with 60% of the budget
reallocated to repeat purchase and
reputation

v Lift the returning base to 45% of
transactions within 12 months

v Al-segmented program targeting the
38% extra spend per visit (Paytronix,
2025)

v Al-assisted replies under 24 hours
across 100% of reviews

v Listing with 120 assets and a monthly
attribute audit
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INDUSTRY BASELINE (CITED EXPECTED RESULT WITH THE

SOURCE) MASTERESTAURANT METHOD
Delivery conversion X 47% of adults order takeout v Delivery menu re-engineered with
weekly (National Restaurant food cost under 32% on every dish

Association, 2025)

Cost per creator collaboration X 202 dollars average spend per v" Aroster of 8 local micro-creators with
collaboration (Collabstr, 2025) measured cost per attributed visit

Food cost of the promoted X  Optimal range 28% to 35% v Hard 32% ceiling per dish for

catalogue (National Restaurant Association) anything entering a campaign

1. Where is the real money in Al applied to marketing growth?

It sits in repeat business, not in paid media: returning guests spend 67% more per order than first-
timers according to Restroworks (2025), and loyalty members leave 38% more per visit than a walk-in
guest according to Paytronix (2025).

That arithmetic settles the budget before any creative work starts, because an owner who allocates the recom-
mended band of 3% to 6% of sales to marketing according to Toast (2025) and pours all of it into acquisition is
funding the aggregator's growth, not their own. Atrtificial intelligence enters here as a classifier and as memory: it
groups guests by frequency, spots the one who stopped coming in week six and fires the message before the
habit breaks. Some 81% of loyalty members buy more often than non-members according to Paytronix (2024),
and that gap is what holds the till up in January. Below half a million in revenue the decision is brutally simple
and admits no ornament: every ounce of Al effort goes into the Google listing and the reviews, full stop.

2. Under 500 thousand dollars a year: one listing, one threshold

Listings with more than 100 photos receive 2,717% more direction requests according to The Media Captain
(2025), and lifting one star in the rating raises revenue between 5% and 9% according to Michael Luca's study
at Harvard Business School. The operating threshold there is 1,000 dollars a month of marketing spend as a
ceiling, and Al use stays limited to drafting review replies and generating dish photo variations. No dashboards,
no predictive models. An operator in this band who buys a 400-dollar-a-month automation suite is spending
nearly half the budget on software that will not fill a table on Tuesday. The 500 thousand to 1 million band suffers
an organizational problem, not a creative one: three people touching marketing and nobody with contribution
margin per dish in plain sight. Fix the order like this: classify the menu by margin first —with food cost inside the
optimal 28% to 35% range documented by the National Restaurant Association— and only the dishes that sur-
vive a campaign go out to social.

3. 500 thousand to 1 million: the unit economics board comes before content

Then, and only then, pick the format. The numeric threshold for this band is a maximum acquisition cost of 12
dollars per new guest and a 60-day repeat rate above 25%; if it falls short, cut paid media and move the money
into loyalty, where members visit 40% more often according to Paytronix (2024). Al does one useful, concrete
thing here: read the tickets and say what gets ordered alongside what. Past a million in revenue, the asset that
decays fastest without watch is online reputation, and that is work a model does better than an intern.
Classifying every review and comment by theme —wait time, dish temperature, billing, staff attitude— turns a
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scattered complaint into a work order for the shift lead that same day. With the 5% to 9% revenue differential per
star measured by Harvard Business School, a venue doing 1.4 million is playing between 70 thousand and 126
thousand dollars a year on that tenth of a rating point.

4. Above 1 million: reputation stops being a report and becomes a daily signal

The threshold for this band: reply to every review within 24 hours, no exceptions, and a three-line weekly note to
the owner. | got this wrong for years recommending monthly reports, because the month hides exactly the week
service broke. In the band above 5 million you meet the media-chef restaurant or the large-format themed
venue, where the personal brand already brings the crowd and the risk flips: you overpay for attention you al-
ready had. US brand spending on influencer marketing reached 10.52 billion dollars in 2025, a 23.7% rise ac-
cording to Socially Powerful, with a median ticket of 202 dollars per collaboration according to the Collabstr 2025
Influencer Marketing Report. For this profile, artificial intelligence earns its keep measuring incrementality rather
than producing more assets: compare exposed and unexposed cohorts, then kill the collaboration that moves no
bookings. Hard threshold: no renewal without 3 dollars of attributed sales for every dollar paid.

5. Above 5 million: the high-end profile and the cost of buying attention

Diego F. Parra insists at Masterestaurant that a chef with a camera does not need more reach, he needs to
know which of his twenty appearances filled the room on a Tuesday. A group above 10 million no longer argues
about posts: it argues about the guest portfolio across venues, and that is a data conversation demanding a
model. The unit of measure changes and the team stops reporting reach to report guest LTV, acquisition cost
and 60-day repeat rate, three numbers that fit on a board slide and get tested against the 3% to 6% spend-on-
sales band documented by Toast (2025). The threshold here is portfolio-level: no location below 18% of sales
coming from identified loyalty members, given that members visit twice as often as digital-only customers ac-
cording to LoyaltyPass (2026). What happens if a group of eight venues lifts that share from 12% to 22%7?

6. Above 10 million (group or chain): from reach to LTV in the boardroom

With 47% of adults ordering takeout every week according to the National Restaurant Association (2025), owned
delivery stops being an experiment. An uncomfortable paradox runs through this business and it deserves nam-
ing without detours: the storefront moved into a vertical carousel while the till is still measured in weekly cash
flow, and those two speeds do not talk to each other on their own. Some 67% of Gen Z decides where to eat
based on social media according to the TouchBistro 2025 Diner Trends Report, and 41% of that generation uses
TikTok as a restaurant search engine according to Restroworks (2025), while cash flow remains the leading
cause of financial stress and closure among small businesses according to Inc. The bridge is attribution, and
there artificial intelligence earns its salary: connecting the video view to the table code. In Latin America, with on-
line delivery GMV of 32.42 billion dollars in 2025 according to Grand View Research, the operator who fails to
close that loop hands the data to the aggregator.

7. What actually changes when Al enters growth?

The ORDER of the questions changes. You used to ask what to post; with artificial intelligence applied
to marketing growth you first ask which dish can carry a campaign without breaking contribution mar-
gin, and only then choose the format.

Menu engineering comes before art direction. The unit of measurement changes. The team stops reporting
reach and starts reporting guest lifetime value, acquisition cost and 60-day repeat rate; three figures that fit in a
board pack and that get checked against the 3% to 6% spend band Toast (2025) documents. Correction speed
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changes. A model classifying reviews and comments daily turns online reputation into an operating signal rather
than a quarterly report; with the 5% to 9% revenue differential per star measured by Harvard Business School,
that latency carries a price tag. Ownership of delivery changes. Delivery conversion gets governed from your
own margin instead of the aggregator's panel, with the 47% of adults ordering takeout weekly per the National
Restaurant Association (2025) framing the real market at stake.

8. What actually changes when Al enters growth — in practice

And the relationship with audiovisual content changes: Reels and TikToks stop being volume production and be-
come tests with hypotheses, because 67% of Gen Z decides where to eat based on social media according to
the TouchBistro 2025 Diner Trends Report.

POINT BY POINT

Before vs after, criterion by criterion

BUDGET ALLOCATION

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Allocated by
Decided by instinct and by whatever the measured return inside the 3% to 6% of
competitor down the street did sales band (Toast, 2025)

Verdict: The Al-driven model wins: the same money goes further once it stops funding channels
without attribution.

ONLINE REPUTATION

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Automatic
Answered whenever somebody on the classification and replies under 24 hours
team remembers, with no policy and no across 100% of reviews
deadline

Verdict: One star is worth 5% to 9% of revenue according to Harvard Business School; response
time is a financial decision.
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AUDIOVISUAL CONTENT

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Pieces with a
Publishing volume with no hypothesis and hypothesis, vertical format and attribution
no conversion measurement to visits or orders

Verdict: The hypothesis-driven approach wins: 41% of Gen Z searches for restaurants on TikTok
according to Restroworks (2025), and there a test beats sheer quantity.

DELIVERY
A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Re-engineered
Governed from the aggregator's panel, catalogue with food cost under 32% and
with no visibility of your own margin contribution margin per dish

Verdict: Without your own costing, delivery growth destroys EBITDA even as order counts rise.

RETENTION AND REPEAT PURCHASE

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Behaviour
No owner, no cohorts and no guest lifetime segmentation with a loyalty program
value metric measured on frequency

Verdict: The biggest return lives here: 67% more spend per order from returning guests
according to Restroworks (2025).
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DATA GOVERNANCE

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT A unit economics
Monthly reports that arrive too late to dashboard reviewed fortnightly in
correct anything committee

Verdict: Correction speed is the real competitive advantage; the rest is aesthetics.

SIDE-BY-SIDE COMPARISON

The opportunity, in four lines BEFORE

X The marketing budget gets decided in a meeting rather than on a dashboard: nobody can name the
campaign that moved last month's average check.

X Online reputation is handled reactively, while one star of difference is worth 5% to 9% of revenue
according to Harvard Business School (Michael Luca).

X Delivery is measured in orders instead of contribution margin, and the aggregator takes its commission
on dishes whose food cost nobody controls.

X Repeat purchase has no owner and no metric, even though existing customers spend 67% more per
order according to Restroworks (2025).

After: what shows up in the P&L MASTERESTAURANT

v A 4% of sales budget, inside the 3% to 6% band from Toast (2025), reallocated every fortnight against
unit economics.

v/ Reputation run as an asset: replies under 24 hours and a Google listing above 100 photos, the
threshold where The Media Captain (2025) documents 2,717% more direction requests.

v" Adelivery catalogue built with menu engineering and no promoted dish above 32% food cost.

v" A behaviour-segmented loyalty program built on the 38% extra spend per visit reported by Paytronix
(2025).

SIDE-BY-SIDE COMPARISON
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Side-by-side comparison

Marketing spend as share of
sales

Spend per order: returning vs
first-time
Loyalty member visit

frequency

Online reputation: value of one
star

Google listing visibility

Delivery conversion

Cost per creator collaboration

Food cost of the promoted
catalogue

THE NUMBERS THAT MATTER

INDUSTRY BASELINE (CITED
SOURCE)

X 3% to 6% for established
venues, up to 10% at opening
(Toast, 2025)

X Returning guests spend 67%
more per order (Restroworks, 2025)

X 40% more visits than non-
members (Paytronix Loyalty Trends,
2024)

X Aone-star rise on Yelp lifts
revenue 5% to 9% (Harvard
Business School, Michael Luca)

X Listings with 100+ photos get
2,717% more direction requests
(The Media Captain, 2025)

X 47% of adults order takeout
weekly (National Restaurant
Association, 2025)

X 202 dollars average spend per
collaboration (Collabstr, 2025)

X  Optimal range 28% to 35%
(National Restaurant Association)

The figures behind the decision

67 %

more spend per order from

returning guests vs first-timers

2717 o,

more direction requests on
listings with over 100 photos
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EXPECTED RESULT WITH THE
MASTERESTAURANT METHOD

v 4% with 60% of the budget
reallocated to repeat purchase and
reputation

v Lift the returning base to 45% of
transactions within 12 months

v Al-segmented program targeting the
38% extra spend per visit (Paytronix,
2025)

v Al-assisted replies under 24 hours
across 100% of reviews

v Listing with 120 assets and a monthly
attribute audit

v Delivery menu re-engineered with
food cost under 32% on every dish

v Aroster of 8 local micro-creators with
measured cost per attributed visit

v" Hard 32% ceiling per dish for
anything entering a campaign
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67 %

of Gen Z decides where to eat based on social media

9 %

additional revenue from a one-star rise in ratings

47 %

of adults order takeout every week

B %

ceiling for marketing spend as a share
of sales in an established restaurant

VISUALIZATION

The numbers, visualized

more spend per order from returning guests vs first-timers

more direction requests on listings with over 100 photos

of Gen Z decides where to eat based on social media

additional revenue from a one-star rise in ratings

of adults order takeout every week

ceiling for marketing spend as a share of sales in an established restaurant

Sources: Restroworks — Restaurant Customer Retention Statistics 2025 - The Media Captain — Google Business
Profile Stats 2025 - TouchBistro 2025 Diner Trends Report - Harvard Business School — Michael Luca, Reviews,
Reputation and Revenue - National Restaurant Association 2025

Chart by masterestaurant.com
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REAL CASE

“We arrived spending 6.2% of sales on marketing with no idea what worked; with Masterestaurant we
reallocated the budget down to 4.1% and shifted 60% of it into repeat purchase and reputation. In nine
months the returning base went from 22% to 41% of transactions, average check rose 11.3%, the Google
listing went from 38 to 124 photos and direction requests multiplied; contribution margin on the delivery
catalogue improved by 7 points once every promoted dish came under 32% food cost.”

— Managing director of a three-venue chef-driven group, above 5 million dollars a year
HOW TO APPLY IT IN YOUR RESTAURANT

How is it implemented in 90 days without stalling the operation?

@ Phase 1 - Days 1 to 30: operational due diligence on the funnel
Deliverable: a sales funnel map with acquisition cost, 60-day repeat rate and contribution
margin per promoted dish. The Google listing gets audited against the 100-photo threshold that
The Media Captain (2025) links to 2,717% more direction requests, and current spend gets
compared with the 3% to 6% band from Toast (2025). Success metric: 100% of the delivery
catalogue costed and at least 8 KPIs with a numeric baseline signed off by management.

@ Phase 2 - Days 31 to 60: decision architecture with Al
Deliverable: review-classification and repeat-purchase segmentation models running on point-
of-sale data, plus an audiovisual content calendar with a hypothesis per piece. Menu
engineering applies here: no dish above 32% food cost enters a campaign. Success metric:
replies under 24 hours across 100% of review volume and 12 video pieces published with
measured attribution, built on the 41% of Gen Z searching for restaurants on TikTok according
to Restroworks (2025).

@ Phase 3 - Days 61 to 90: scalability and data governance
Deliverable: a unit economics dashboard reviewed fortnightly in committee, a segmented loyalty
program and a channel investment policy. The target is the 38% extra spend per visit that
Paytronix (2025) documents for loyalty members versus walk-in guests. Success metric:
returning guests above 40% of transactions, marketing spend stabilised at 4% of sales and
monthly acquisition-cost variability under 15%.
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@ Phase 4 - Months 4 to 12: consolidating the return
Deliverable: a cohort-level guest lifetime value model and an investment expansion plan limited
to channels with proven return. An operator below 500 thousand dollars a year runs this phase
with one person and a spreadsheet; a group above 10 million runs it with an in-house data
team. Success metric: 2 to 4 additional EBITDA percentage points attributable to the mix of
repeat purchase, online reputation and delivery conversion.

FAQ

Questions a board actually asks

What does it cost NOT to apply artificial intelligence to marketing growth?

It costs you the repeat-purchase differential. If returning guests spend 67% more per order according to
Restroworks (2025) and you cannot name them, you are buying new traffic at the most expensive price on the
market to replace customers you already had and lost without a record.

What marketing budget does a restaurant need in 20267

Between 3% and 6% of sales in an established business and up to 10% at opening, according to Toast (2025).
The useful argument is not the percentage but the allocation: my recommendation is to move at least 60% of
that line into retention and repeat purchase, online reputation and delivery conversion.

Does Al help a restaurant under 500 thousand dollars a year?

It does, at a different scope. That operator needs no proprietary models: it needs a Google listing above 100
photos, the threshold The Media Captain (2025) links to 2,717% more direction requests, replies to reviews
within 24 hours and costing that keeps food cost under 32%.

How do you measure the return on a loyalty program?

By frequency and incremental spend, never by sign-up count. Paytronix (2024) documents over 40% more visits
from members versus non-members and 38% extra spend per visit in 2025; those two figures are the numerator
in any guest lifetime value calculation.

DATA & SOURCES

Sector data 2026 (official sources)

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

www.masterestaurant.com - Executive Brief - Artificial intelligence applied to marketing growth: the before and after of an operation that decides with data Page 11 of 12


https://www.masterestaurant.com/Herramienta-Plan-Anual-de-Expansion-e-inversion-Restaurantes-Masterestaurant.html

Benchmark

Metric Source
2026

GMV del delivery online en América Latina US$32.420 Grand View Research — Latin America
(2025) millones Online Food Delivery Market
CAGR del delivery online en América Latina 8.6% Grand View Research — Latin America
(2025-2030) m Online Food Delivery Market

L . . . Grand View Research — Latin America
Participacion de iFood en el delivery de Brasil 80% . .

Online Food Delivery Market

Restaurantes en el mundo que usan codigos 759 QR Code — QR Code Statistics for
QR para menus digitales ° Restaurant Usage 2025
Aumento del volumen de escaneos de QR en 433% QR Code — QR Code Statistics for
dos afios ° Restaurant Usage 2025
Consumidores que prefieren menus QR sobre 78% Eater (via QR Code) — QR Code Statistics
menus de papel ° 2025

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