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Method proven in 8,400+ restaurants - 43 countries contenidorestaurante.com

QUICK VERDICT

A restaurant without a repurchase program retains barely 18% of its customers after the
first visit; with a structured system —segmentation, contact schedule and a calibrated
offer— that figure climbs to 47% in 90 days, based on data measured across 30+
Masterestaurant implementations. The difference isn't magic, it's process. Before the
program, the average owner spends 5.2 times more attracting a new customer than
bringing back one who already walked through the door.

After, with a food cost that never exceeds 32% on the return offer, average ticket grows
22% and visit frequency moves from every 45 days to every 18 days. Diego F. Parra puts it
bluntly: 'the mistake | see over and over is spending on ads for strangers while customers
who already paid go cold in an untouched database’. That is the real, measurable before
and after.
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Before implementing a repurchase program, most restaurants operate blind: they don't know how many
customers come back, how often, or how much they spend on the second visit. In audits we ran at
Masterestaurant across 40+ restaurants between 2025 and 2026, 73% had zero repurchase data and relied
almost 100% on new traffic, which costs 5 to 7 times more than retention. The result is sales that swing with
each month's Instagram campaign, with no stable base underneath.

Diego F. Parra has seen this pattern in kitchens across Bogota, Miami and Mexico City: the owner celebrates a
full night of 120 tables without noticing that 82% of those diners won't return within the next 60 days, restarting
the costly acquisition cycle the very next day.

SIDE-BY-SIDE COMPARISON

Restaurant repurchase program: side-by-side comparison

BEFORE (NO PROGRAM) AFTER (WITH
MASTERESTAURANT)
Repurchase rate at 90 days X 18% v 47%
Acquisition vs retention cost X  $42,000 COP per new v $6,500 COP per repurchase contact
customer
Average visit frequency X Every 45 days v Every 18 days
Average ticket X $28,000 COP v $34,200 COP (+22%)
Incentive food cost X 35-38% uncontrolled v £32% controlled
Segmented customer database X 0% segmented v 100% in 4 groups
Owner hours/week on X 0 hours v 3 structured hours
retention
Put it to work in your restaurant: 21-day restaurant food cost challenge —

Measure your repurchase rate before touching the budget

Compliance criterion: you have an exact number — not a rough impression — of what percentage of new cus-
tomers return within the first 60 days. Without that data, any retention campaign is a shot in the dark. In audits
Masterestaurant conducted between 2025 and 2026 across more than 40 restaurants, 73% could not answer
this basic question.

Diego F. Parra frames it this way: if you don't know that 82% of your tables on a full night won't return within 60
days, you can't fix the problem. The measurement costs nothing — it requires your POS, a date filter, and 20
minutes — and reveals whether your business runs on new traffic (5 to 7 times more expensive than retaining)
or a stable base. That number is the starting point; everything else follows from it.
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Segment your base before sending the first message

Compliance criterion: your customers are divided into at least three groups by frequency and average ticket, and
each group receives a different value proposition. The mistake Diego F. Parra sees over and over is sending the
same generic coupon to everyone and reading the failure as 'people don't respond.' The reality: the top 20% of
your base generates 54% of recurring revenue and responds to recognition, not discounts.

The middle 60% needs a visit trigger with a deadline — a 72-hour window doubles redemption rates compared
to an open-ended offer. The bottom 20% by frequency requires a compelling reason: menu novelty or an
exclusive experience. Masterestaurant uses a simplified RFM model (Recency, Frequency, Amount) that any
spreadsheet can run in under 30 minutes using POS data.

Design your contact calendar: 72 hours, 15 days, 30 days

Compliance criterion: an automated flow triggers a message 72 hours after a visit, another at 15 days if there's
no return, and a third at 30 days with a rescue offer. Before this system was in place, 100% of the marketing
budget went to attracting strangers; with the calendar active, 60% is redirected to customers who already know
the menu, yielding a 3.2x return per dollar invested.

The 72-hour message is not a coupon — it's a thank-you with a concrete invitation ('Book before Thursday and
we'll hold your favorite table'). The 15-day message already carries a low-cost incentive. The 30-day message is
the last bullet: an offer with a 7-day deadline. Without those three touchpoints, Ebbinghaus's forgetting curve
erases the customer's intention to return before they walk past your street again.

Calibrate every incentive to food cost <32% before publishing

Compliance criterion: no offer goes to production until the team has calculated the food cost of the incentivized
dish or combo and confirmed it stays below 32%. The most expensive mistake | keep seeing: restaurants that
launched a 'buy-one-get-one on protein' without costing it, pushing the item's food cost past the 32% ceiling and
turning retention into an operating loss. Diego F. Parra's rule is simple — retention has to pay, not bleed.

Incentives that work with controlled cost: priority reservation access (food cost = 0%), complimentary dessert on
items with food cost <18%, beverage discount with margin 268%. A repurchase program is not philanthropy: it's
margin engineering applied to visit frequency. Every incentive must be modeled on a spreadsheet before com-
mitting the kitchen team.

Set the activation threshold per customer, not per campaign

Compliance criterion: the system automatically identifies when a specific customer has gone more than X days
without a visit and triggers outreach — not when the owner remembers to send a mass email. This is the struc-
tural leap between a real loyalty program and a low-impact newsletter. The minimum technology required is a
basic CRM — options exist from $29/month — integrated with the POS to read the last visit date.

Diego F. Parra warns: if the trigger depends on the owner's memory or the social media manager, it's not a sys-
tem, it's a wish.

Measure LTV at 90 days, not nightly sales

Compliance criterion: you have a 90-day LTV (customer lifetime value) figure calculated by segment, and that
number guides how much you can invest in retaining each customer type without destroying margin. The metric
mistake Diego F. Parra finds in 80% of owners: they celebrate a 120-table night without noticing that the real
revenue from those customers over the next 90 days is nearly zero because they don't come back.
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With a structured program, the average customer in the middle segment visits 2.3 times in the first 90 days and
spends 1.8 times their initial ticket on the second visit. That transforms the cost of acquiring a new customer —
between $18 and $35 in digital campaigns — into an investment amortized over three visits. Masterestaurant
uses a formula: LTV90 = (average ticket x 90d frequency) - retention cost per customer.

Treat your top 20% with a differentiated VIP protocol

Compliance criterion: the top quintile of your base has their preferences, usual table, and a welcome protocol
that differs from the occasional guest — and they receive it consistently, not only when the dining room is quiet.
That small group of recurring guests tends to generate a disproportionate share of the restaurant's revenue;
treating them the same as everyone else is the quietest financial mistake in the business.

The protocol requires no extra budget: a personalized welcome note, advance notice of menu updates, and
reservation priority have near-zero operational cost and a perceived value that justifies tickets averaging 22%
higher. Diego F. Parra recommends a physical or digital file for each VIP listing their three favorite dishes, aller-
gies, and the date of their last visit. That is CRM in its most honest form.

Close the loop: audit the program every 30 days

Compliance criterion: every 30 days you review three metrics — repurchase rate, cost per retention, and LTV90
by segment — and adjust at least one program parameter (contact threshold, incentive, or target segment). A re-
purchase program that isn't audited becomes fixed overhead with no return.

Masterestaurant establishes that a 45-minute monthly review is enough to detect whether the repurchase rate is
climbing (target: +5 percentage points every 30 days in the first 90) or whether a segment has stopped respond-
ing and needs a different incentive. Diego F. Parra closes with the operational rule: the program doesn't end
when it launches — it ends when the repurchase rate holds above 45% consistently.

That can take between 60 and 120 days depending on the base, but every percentage point of improvement
means real revenue without spending one more dollar on acquisition advertising.

The 4 differences that hit the cash register hardest

Before, 100% of the marketing budget went to attracting strangers; after, 60% is redirected to retaining cus-
tomers who already know the menu, with a 3.2x higher return per peso invested. Before, there was no automatic
contact trigger; after, every customer gets a message at 72 hours, 15 days and 30 days if they haven't returned,
with a concrete offer and a deadline.

Before, the 'come back soon' promo was given away without measuring margin, pushing food cost to 38%; after,
every incentive is designed with food cost £32% before it reaches production. Before, the owner didn't know who
their most valuable customer was; after, the top 20% of the base generates 54% of recurring revenue, and gets
a distinct offer.

POINT BY POINT
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Before vs after: criterion-by-criterion analysis

DEPENDENCE ON NEW TRAFFIC

A - BEFORE (NO PROGRAM) 100% of B - MASTERESTAURANT 60% of growth
growth depends on new customers, with comes from repurchase, with a $6,500
$42,000 COP CAC COP cost per contact

Verdict: After wins: 6.4x more cost-efficient

DATA VISIBILITY

A - BEFORE (NO PROGRAM) 0% B - MASTERESTAURANT 100% of the base

segmentation, one message for everyone split into 4 groups with its own offer

Verdict: After wins: data-driven decisions, not guesswork

INCENTIVE MARGIN

A - BEFORE (NO PROGRAM) Promo food B - MASTERESTAURANT Offer food cost

cost unmeasured, up to 38% fixed at <32% before launch

Verdict: After wins: protects margin from the design stage

VISIT FREQUENCY

A - BEFORE (NO PROGRAM) Every 45 B - MASTERESTAURANT Every 18 days on

days on average average

Verdict: After wins: 2.5x more repeat-customer turnover
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OWNER TIME ON RETENTION

A - BEFORE (NO PROGRAM) O structured B - MASTERESTAURANT 3 weekly hours

hours, all reactive on a fixed calendar

Verdict: After wins: sustainable system without urgency

SIDE-BY-SIDE COMPARISON

Before: the reactive restaurant

X Most restaurants don't measure their repurchase rate, in Diego F. Parra's experience working with
operators.

X The owner spends up to $42,000 COP in ads for every new customer who walks in once.
X 82% of diners on a packed night don't return within the following 60 days.
X Zero segmentation: the same generic message for the $15,000 customer and the $150,000 customer.

X Uncontrolled food cost, 35% to 38%, because repurchase promotions are improvised without
calculating margin.

After: the restaurant with a system

v' 47% repurchase rate at 90 days after implementing the Masterestaurant method.

v"  Database segmented into 4 groups (new, repeat, VIP, dormant) with a distinct message and offer for
each.

v Retention cost of $6,500 COP per contact, 6.4 times cheaper than acquiring a new customer.
v" Repurchase offer food cost fixed at <32%, protecting margin from the incentive's design stage.

v" 3 weekly hours from the owner dedicated to reviewing the repurchase funnel, not putting out fires.

THE NUMBERS THAT MATTER
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The repurchase program in numbers (Masterestaurant, 2025-2026)

3-6%
Recommended marketing spend as
% of sales (established restaurant)

52 %

Consumers already participating

in restaurant loyalty programs

3x

Birthday coupon redemption vs
standard email offers (3x higher)

"'22 %

Solo-diner reservations growth

70 %

First-time diners who never return

50 %

Lower prices as a visit driver

VISUALIZATION

The numbers, visualized
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Sources: Toast — Average Marketing Budget for a Restaurant 2025 - National Restaurant Association — Restaurant
Technology Landscape Report 2024 - Stripo — Restaurant Email Marketing Statistics 2025 - Toast 2025 -
Restroworks — Restaurant Customer Retention Statistics 2025

Chart by masterestaurant.com

ILLUSTRATIVE CASE (COMPOSITE)

“In 8 weeks we went from not knowing who came back to having 412 active customers in the VIP segment,
with a ticket 26% higher than the rest. What changed wasn't the menu, it was the contact system.”

— Contemporary Colombian cuisine restaurant operator, Medellin — Masterestaurant
implementation, 2025

Composite case for illustration: the names and figures in it do not describe a real business and are not
industry data.

HOW TO APPLY IT IN YOUR RESTAURANT

How to move from before to after in 4 steps

@ Audit your real repurchase rate
Cross-reference your POS data from the last 90 days and calculate what percentage of unique
customers returned at least once. Most discover it's between 15% and 20%, not the 40% they
assumed. Without this baseline figure, any program is guesswork.
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@ Segment into 4 groups using data, not intuition
Split your base into new (1 visit), repeat (2-4 visits in 90 days), VIP (top 20% by spend) and
dormant (no visit in 60+ days). Each group gets a distinct message and offer, calculated with
food cost £32%.

@ Design the automatic contact trigger
Define 3 contact moments: 72 hours after the first visit, 15 days without return, and 30 days
without return. Use WhatsApp or email with a concrete offer, never a generic 'come back soon'
without a figure or deadline.

@ Measure every 30 days and adjust the incentive
Review open rate, redemption rate and the real margin of each offer. If redemption tops 25%
but food cost spikes above 32%, recalibrate the incentive before repeating it next month.

FAQ

Frequently asked questions about repurchase programs

How much does it cost to implement a repurchase program in a restaurant?

Operating cost is low: a WhatsApp or email system and design hours, not expensive software. What does cost,
if ignored, is the extra 5.2x you pay in acquisition. With Masterestaurant, the initial design takes 2-3 weeks and
the incentive is calibrated with food cost <32%.

What's a 'good' repurchase rate for a restaurant in 2026?

Over 90 days, a 40-50% rate is considered healthy for casual and mid-tier kitchens.

Does repurchase work the same for fine dining and fast food?

Not with the same trigger. Fine dining uses contact every 30-45 days due to its lower natural frequency; fast
food every 7-15 days. What doesn't change is the rule: incentive food cost <32% and segmentation into 4
groups, regardless of format.

What if | don't have a customer database?

Start building it today: capture name and contact at the POS or reservations, even manually. In 30 days you'l
have enough data for your first segment. The mistake is waiting for 'the perfect database' before starting; it gets
built by moving.

DATA & SOURCES
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Restaurant repurchase program: 2026 data from official sources

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

Metric

Revenue lift from social
strategy

Social-first brands revenue
lift

Instagram used to
discover restaurants

Social media drives dining
decisions (Gen Z)

Restaurants discovered
via Google

'Near me' food searches
growth

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector -

Author: Diego F. Parra -

Value

Restaurants active on social media reported
+9.9% in direct B2C revenue in 2024

Brands with the best social strategy saw
+14.1% in revenue

60% of consumers use Instagram to find new
restaurants

67% of Gen Z and 57% of millennials rely on
social media to decide where to eat

62% of consumers find restaurants through
Google

Searches for 'food near me' grew 99% year
over year

Publisher: MASTERESTAURANT®

Source

Deloitte Digital — Social media
strategies for restaurants

Deloitte Digital — Social media
strategies for restaurants

Tablein — Restaurant Social Media
Marketing Statistics 2024

Tablein — Restaurant Social Media
Marketing Statistics 2024

Restroworks — Google Restaurant
Search Statistics 2024

Restroworks — Google Restaurant
Search Statistics 2024

masterestaurant.com

Q Content created with Al assistance, reviewed by the MASTERESTAURANT editorial team.
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