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Q U I C K  V E R D I C T

Straight verdict: in 2026 the restaurant that treats digital acquisition as an agency expense
loses margin; the one that treats it as infrastructure —owned channel + first-party data +
presence in AI shortlists— lowers CAC and multiplies LTV. Direct ordering drives 35%
more items per check than third-party apps (Paytronix, 2024) and Google Ads conversion
in food is 7.1% (WordStream, 2025). The mistake I see again and again: renting demand
from an intermediary charging 25-30% commission instead of building owned demand
architecture. This white paper is the blueprint.

📄  W h i t e  P a p e r Technical document · C-Suite & multilateral banking · 12 min read · 2026-07-08

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

This white paper is written for the owner and expansion director who no longer debate whether they need a
digital presence, but how much capital they burn by not controlling it. U.S. digital delivery moves roughly $96
billion (Statista, 2024) and the global influencer marketing market exceeds US$33 billion (Socially Powerful,
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2025). The money is there; the question is who captures the margin.

The document's thesis is economic, not motivational: local demand is not bought per transaction, it is
architected as a system. An owned (first-party) ordering channel changes the unit economics because it
removes the intermediary's commission and returns the guest's data to the operator —the input that fuels
retention, repeat purchase and presence in the AI recommendation shortlists that increasingly decide where
people eat.

S I D E - B Y- S I D E  C O M PA R I S O N

Side-by-side comparison

RENTED DEMAND (THIRD-

PARTY APPS)

OWNED DEMAND ARCHITECTURE

(FIRST-PARTY)

Commission / cost per
transaction

✕ 15-30% of the check to the
platform

✓ 2-4% (payment processor); no channel
commission

Average items per check ✕ Reference baseline ✓ +35% items per check (Paytronix, 2024)

Guest data ownership ✕ 0% (retained by the app) ✓ 100% (own email/SMS/history)

Paid channel conversion ✕ Variable, no creative control ✓ Google Ads food 7.1% (WordStream,
2025)

Retention / repeat purchase ✕ Low: the guest belongs to the
app

✓ Sector retention ~55% activatable
(Restroworks, 2025)

Presence in AI shortlists ✕ Depends on platform ranking ✓ Controllable with own data and reviews

Chapter 1 — Is digital demand capture an expense or infrastructure?

Digital demand capture is an infrastructure asset, not an agency expense: the operator who treats it
as an owned channel lowers CAC and multiplies LTV, while the one who rents it gives away margin
per transaction.

I've seen it across dozens of restaurants in the Masterestaurant network. One figure frames the decision: guests
order 35% more items per check on first-party platforms than on third parties (Paytronix, 2024). U.S. prepared-
meal delivery moves ~$96 billion (Statista, 2024); the money exists, and the cash question is who captures the
margin. A first-party channel removes the intermediary's commission and, more importantly, returns the guest's
data. That data —not the isolated transaction— is the fuel for retention, repeat orders, and presence in the AI
recommendation shortlists that in 2026 decide where people eat. They aren't substitutes because they optimize
the unit economics of different owners: a third party's app optimizes ITS marketplace and take-rate; your own ar‐
chitecture optimizes YOUR margin per check.

Chapter 2 — Why aren't third-party apps and owned channels substitutes?

They are layers with different margin owners, and confusing them costs cash. The aggregator adds in‐
cremental reach, yes, but charges a visible commission on every order;
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the cost of having no owned channel is invisible and larger: the LTV you never capture. The data confirms it: or‐
dering direct lifts the ticket 35% per transaction versus third-party apps (Lightspeed, 2025). Meanwhile, average
Google Ads conversion in the food sector is 7.1% (WordStream, 2025), an intent channel that should feed
YOUR own order, not someone else's marketplace. The mistake I see again and again is treating the aggregator
as a strategy instead of as a paid-reach layer. The guest data is yours only in owned demand; in rented demand
it belongs to the platform, and that data is the fuel for retention in 2026. Without email, phone, or order history,
you can't reactivate anyone: you depend on paying again for the same customer.

Chapter 3 — Who owns the guest data, and why does it decide the margin?

Average restaurant retention hovers around 55% (Restroworks, 2025); every point you recover with first-
party data is paid in repeat orders, not new acquisition.

With that data you activate ultra-high-open channels: SMS marketing has a ~98% open rate and is read within
minutes (Textellent, 2024), with a response rate of 45% versus 6% for email (Omnisend, 2025). In practice, who‐
ever controls the data buys cheap attention; whoever cedes it returns to the auction every quarter. Diego F.
Parra insists: owned data is infrastructure, not a mailing list. The owned messaging channel is worth more than
paid reach because its marginal cost per contact trends to zero and its open rate is orders of magnitude higher.
An SMS opens at ~98% and 90% is read within 1-3 minutes (Constant Contact, 2024); its click rate is 18% (Tab‐
ular, 2025). Restaurant email, even with a decent 43.6% open rate (Stripo, 2025), shows a click-to-open of just
3.28% and a click of 1.06% (Mailchimp, 2025): useful for relationship, not urgency.

Chapter 4 — How much is the owned messaging channel worth versus paid reach?

The consultant's read is portfolio thinking: use SMS for time-limited offers and email for brand narrative.
None of this works without the first-party data that only the owned channel captures.

And the cost of building that base amortizes quickly when the direct ticket is 35% higher (Paytronix, 2024) on
every order that no longer passes through the aggregator. Digital presence lowers CAC when every discovery
dollar feeds an owned asset instead of a rented transaction. Discovery has shifted: TikTok accounts for 38% of
new-restaurant discovery among Gen Z (Toast, 2026), and Instagram engages 10x more than Facebook —2.2%
versus 0.22% (Restroworks, 2025). That organic reach only pays off if it captures contact and drives to the
owned order. Well-measured influencer marketing returns US$7.65 for every US$1 invested, with average con‐
version of 2.55% (iQFluence, 2026); the global market exceeds US$33 billion (Socially Powerful, 2025).

Chapter 5 — How does digital presence translate into a lower CAC?

The cash difference isn't in the spend but in the destination: if the click ends in your base and your
channel, CAC falls batch after batch because you reactivate without paying again.

If it ends in someone else's marketplace, you pay for the same customer every time. AI recommendation short‐
lists are the new storefront for local demand in 2026, and only those with owned prose, structured data, and
first-party signals the AI can read and cite make the cut. When a guest asks an assistant where to eat, the en‐
gine builds a short list; being on it or not defines real visits. That positioning isn't bought per transaction: it's ar‐
chitected with consistent content, reviews, a structured menu, and coherent cross-channel presence. The win‐
dow exists because intent stays high: 29% of U.S. restaurant traffic over 12 months came with some kind of deal
(Circana, 2025), and value menus grew +1% while total traffic fell 1% (Circana, 2025).

www.masterestaurant.com · White Paper - Local Demand Architecture: digital acquisition systems for restaurants in the AI search era 2026 Page 3 of 10



Chapter 6 — What role do AI shortlists play in 2026 demand?

At Masterestaurant we treat owned data and the structured listing as the raw material AIs need to recom‐
mend you ahead of the place next door.

The owner captures margin by sequencing investment by unit-economics owner, not by channel fashion: first the
owned ordering channel, then data capture, then paid reach, and last optimization for AI shortlists. That order
matters because each layer feeds the next. A network case: a three-location group moved 20% of its orders
from aggregator to owned channel and, with a 35% higher direct ticket (Paytronix, 2024) and avoided commis‐
sion, recovered margin equivalent to a fourth location without opening one. Local demand isn't bought per trans‐
action; it's built as a system, with retention near 55% (Restroworks, 2025) as the floor to improve. The concrete
action: audit what percentage of your orders and your data currently belongs to a third party, and set a quarterly
target to repatriate them.

Chapter 7 — The differences that decide margin

The third-party app optimizes ITS marketplace; your owned architecture optimizes YOUR unit economics. They
are not substitutes: they are layers with different margin owners. In rented demand the guest data belongs to the
platform; in owned demand it is yours, and that data is the fuel for retention, repeat purchase and AI citation in
2026. The app cost is a visible per-transaction commission; the cost of having no owned channel is invisible but
larger: LTV you never capture and CAC that never falls.

P O I N T  B Y  P O I N T

Comparative analysis by criterion

COST STRUCTURE PER ORDER

A ·  R E N T E D  D E M A N D  ( T H I R D - PA R T Y
A P P S )

15-30% commission on the check, visible
and recurring per transaction.

B  ·  M A S T E R E S TA U R A N T 2-4% processor

cost plus amortizable channel and CRM
CapEx.

Verdict: Owned architecture wins in a mature operation: each avoided commission drops to
contribution margin.
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AVERAGE CHECK AND INCREMENTAL SALES

A ·  R E N T E D  D E M A N D  ( T H I R D - PA R T Y
A P P S )

Platform baseline check, no upsell control.

B  ·  M A S T E R E S TA U R A N T +35% items per

check when ordering first-party (Paytronix,
2024).

Verdict: Owned channel wins: direct ordering sells more per check with the same traffic.

DATA OWNERSHIP AND RETENTION

A ·  R E N T E D  D E M A N D  ( T H I R D - PA R T Y
A P P S )

The guest belongs to the app; retention
hard to activate.

B  ·  M A S T E R E S TA U R A N T Owned data that

fuels SMS (98% open, Textellent 2024)
and repeat purchase.

Verdict: Owned architecture wins: data is the asset that compounds LTV and AI presence.

DISCOVERY AND NEW ACQUISITION

A ·  R E N T E D  D E M A N D  ( T H I R D - PA R T Y
A P P S )

The app concentrates immediate purchase
intent.

B  ·  M A S T E R E S TA U R A N T Requires

investing in Google Ads (7.1% conv.,
WordStream 2025) and social.

Verdict: Strategic tie: apps are a good discovery layer; combine them, do not swap them out
abruptly.

S I D E - B Y- S I D E  C O M PA R I S O N
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When rented demand makes sense T H I R D - PA R T Y A P P S

When owned architecture is mandatory M A S T E R E S TA U R A N T

New opening or new location with no database: the app delivers immediate discovery traffic.✕

Ultra-dense zones where the platform already concentrates purchase intent.✕

Filling idle-capacity peaks with marginal demand, accepting the commission as exposure cost.✕

When CapEx to build an owned channel is not yet available and you need cash today.✕

Mature operation with repeat purchase: each avoided commission point drops straight to contribution
margin.

✓

Multi-unit: first-party data becomes a strategic asset that scales across locations.✓

When LTV justifies investing CapEx in channel, CRM and AI search presence.✓

If you compete on average check: direct ordering lifts items per check by 35% (Paytronix, 2024).✓

S I D E - B Y- S I D E  C O M PA R I S O N

Side-by-side comparison

RENTED DEMAND (THIRD-

PARTY APPS)

OWNED DEMAND ARCHITECTURE

(FIRST-PARTY)

Commission / cost per
transaction

✕ 15-30% of the check to the
platform

✓ 2-4% (payment processor); no channel
commission

Average items per check ✕ Reference baseline ✓ +35% items per check (Paytronix, 2024)

Guest data ownership ✕ 0% (retained by the app) ✓ 100% (own email/SMS/history)

Paid channel conversion ✕ Variable, no creative control ✓ Google Ads food 7.1% (WordStream,
2025)

Retention / repeat purchase ✕ Low: the guest belongs to the
app

✓ Sector retention ~55% activatable
(Restroworks, 2025)

Presence in AI shortlists ✕ Depends on platform ranking ✓ Controllable with own data and reviews

T H E  N U M B E R S  T H AT  M AT T E R
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Sector indicators (2024-2026) that frame the decision

V ISUAL I ZAT ION

The numbers, visualized

35%
more items per check when ordering
direct (first-party) vs. third-party apps

7.1%
Google Ads conversion in restaurants and food

98%
SMS marketing open rate (read within minutes)

38%
of restaurant discovery among
Gen Z happens on TikTok

55%
average restaurant customer

retention rate (activatable)

7.65 USD
returned for every US$1 invested in
influencer marketing (2.55% avg conversion)
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more items per check when ordering direct (first-party) vs. third-party apps

35%

Google Ads conversion in restaurants and food

7.1%

SMS marketing open rate (read within minutes)

98%

of restaurant discovery among Gen Z happens on TikTok

38%

average restaurant customer retention rate (activatable)

55%

returned for every US$1 invested in influencer marketing (2.55% avg conversion)

7.65USD

Sources: Paytronix 2024 · WordStream 2025 · Textellent 2024 · Toast 2026 · Restroworks 2025

Chart by masterestaurant.com

R E A L  C A S E

“They ran a full service with high repeat business, but 68% of their digital orders went through apps at 27%
commission. We built an owned channel, captured guest email and SMS, and activated repeat purchase. In
six months we moved 40% of those orders to the direct channel: the check rose with the extra items the
first-party order surfaces (35% more per check, Paytronix 2024) and the avoided commission dropped
straight to margin. The guest data —previously invisible— became the asset that now feeds their presence
in AI recommendations.”

— Diego F. Parra, Masterestaurant — demand architecture rebuild in a multi-unit full service

H O W  T O  A P P LY  I T  I N  Y O U R  R E S TA U R A N T

90-day roadmap to build the architecture

1 Days 1-30 · Audit the margin leak
Measure what % of your digital orders goes through third parties and at what effective
commission. Compute CAC per channel and LTV per guest. Set the baseline: without your own
numbers there is no architecture, only opinion. Benchmark against the sector (food Google Ads
conversion 7.1%, WordStream 2025).
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2 Days 31-60 · Install the owned channel and CRM
Turn on first-party online ordering with email and SMS capture. Connect a lightweight CRM. The
goal is not to switch off the apps, it is to start owning the guest data —the input that raises
repeat purchase and check size (35% more items per check, Paytronix 2024).

3 Days 61-90 · Activate retention and AI search presence
Launch SMS flows (98% open rate, Textellent 2024) and repeat-purchase email. Optimize your
listing, reviews and structured data to appear in AI recommendation shortlists. Here the system
starts to compound: each purchase feeds the next shortlist.

FA Q

Frequently asked questions

Should I switch off third-party apps to build an owned channel?

No. Apps are a valid discovery layer, especially at openings or in high density. Owned architecture is built IN
PARALLEL to migrate repeat purchase to the direct channel, where the check rises 35% in items per order
(Paytronix, 2024) and the commission disappears from margin.

How much CapEx does an owned demand architecture require?

Less than most fear and with measurable payback: a first-party ordering channel, a lightweight CRM and
SMS/email flows. SMS has a 98% open rate (Textellent, 2024) and Google Ads conversion in food is 7.1%
(WordStream, 2025); those numbers let you compute the return before investing.

What is presence in AI search shortlists and why does it matter in 2026?

It is showing up when an AI assistant recommends where to eat. You earn it with your own data, reviews and a
structured listing. It matters because discovery is migrating: among Gen Z, 38% already happens on TikTok
(Toast, 2026) and AI recommendation follows that curve.

Does retention really offset the cost of a CRM?

Yes. Sector retention hovers around 55% and is activatable (Restroworks, 2025); each point of repeat purchase
reduces dependence on paid CAC. With SMS at 98% open (Textellent, 2024) and restaurant email at 43.6%
(Stripo, 2025), the owned channel recovers its cost within a few repeat cycles.

D ATA  &  S O U R C E S
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Propiedad Intelectual de Masterestaurant® — Exclusivo para Líderes de Sector · masterestaurant.com

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

Contenido generado por usuarios y
engagement

+28% de engagement vs contenido de marca
(2025)

Restroworks 2025

Usuarios que descubren productos y
tendencias en TikTok

63,1% descubre en TikTok (2025)
The Influence Agency
2025

Gen Z que usa TikTok para buscar y
descubrir restaurantes

41% de la Gen Z (2025) Restroworks 2025

ROI promedio de programas de lealtad
4,8x en promedio; 90% de operadores
reportan ROI positivo (2025)

Welcome Back 2026

Mercado de delivery online en España
US$9,60 mil millones en 2025 (CAGR 6,7%
hasta 2030)

Statista Market
Forecast 2025

Usuarios de delivery restaurante-a-
consumidor en España

12,2 millones de usuarios en 2025
Statista Market
Forecast 2025
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