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

Verdict: a local concept does not become an empire by opening more locations, but by
turning its operation into a scalable asset: documented unit economics, customer
acquisition cost (CAC) below one-third of LTV, and a replicable brand and systems
architecture. The restaurant that scales without this scaffolding dilutes margin; the one
that builds it multiplies EBITDA without multiplying chaos.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

78% of restaurants already run Instagram as an acquisition channel (Restroworks, 2025), yet few convert that
reach into a replicable asset with measured CAC and projected LTV.

Scaling is a decision of financial architecture, not ambition: without documented unit economics, each new
location imports the disorder of the original and multiplies it.
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S I D E - B Y- S I D E  C O M PA R I S O N

Side-by-side comparison

LOCAL CONCEPT WITH NO

SCALABLE ARCHITECTURE

SCALABLE ASSET WITH UNIT

ECONOMICS

Customer acquisition cost
(CAC)

✕ Unmeasured; assumed 'word of
mouth'

✓ Tracked by channel; Google Ads
converts 7.1% (WordStream, 2025)

Marketing return per dollar ✕ Dispersed spend with no
channel ROI

✓ Email returns US$36 per US$1
(Stripo, 2025)

Monthly loyalty member
retention

✕ No program or inert program ✓ 57.8% at top full-service (Paytronix,
2024)

Organic social reach ✕ Sporadic posts with no
engagement

✓ Instagram engages 2.2% vs 0.22%
Facebook (Restroworks, 2025)

Influencer marketing return ✕ Unmeasured collaborations ✓ US$7.65 per US$1 at 2.55%
conversion (iQFluence, 2026)

Direct repeat-purchase
channel

✕ Total dependence on
aggregators

✓ SMS opens 98% and converts 18%
of clicks (Textellent, 2024; Tabular, 2025)

Concept replicability ✕ Knowledge in the owner's head ✓ Systems and prime cost documented
per location

1. What separates a local concept from a scalable asset?
A local concept sells food; a scalable asset sells a replicable system with documented unit economics.
That is the line few owners cross.

78% of restaurants already run Instagram as an acquisition channel (Restroworks, 2025), yet few turn that reach
into something replicable with a measured acquisition cost. Disorder does not scale: it multiplies. If your second
location imports the improvisation of the first, you also imported its uncontrolled food cost and its oversized pay‐
roll. At Masterestaurant I say it plainly: before signing the second lease, you need the first location turned into a
manual. With Instagram engaging at 2.2% versus Facebook's 0.22% (Restroworks, 2025), you have the reach;
what usually is missing is the accounting of that reach by channel. Unit economics are documented by measur‐
ing customer acquisition cost (CAC) per channel and projecting lifetime value (LTV) before opening the second
location. Without that math, scaling is a bet.

2. How are unit economics documented before scaling?
Email marketing returns US$36 for every US$1 invested (Stripo, 2025), while influencer marketing runs
around US$5.78 per dollar (Socially Powerful, 2025):

two channels, two radically different CACs you must know plate by plate. A scalable asset keeps LTV above 3x
CAC before multiplying. I have seen owners with a full cash drawer and hollow profitability because they never
separated what it costs to bring in a customer from what that customer leaves in a year. With SMS opening at
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98% (Textellent, 2024) versus email's 43.6% (Stripo, 2025), each channel demands its own cost sheet before
replicating it. CAC below a third of LTV is the threshold because it guarantees margin to reinvest in each open‐
ing without decapitalizing the business. It is the hard rule before multiplying. Google Ads converts at 7.1% in
restaurants (WordStream, 2025), an expensive channel that only sustains scale if LTV backs it.

3. Why is CAC below a third of LTV the threshold for scale?
Compared to the US$7.65-per-dollar return of well-executed influencer work (iQFluence, 2026), the arith‐
metic decides which channel you replicate. The mistake I see again and again:

owners copying a neighbor's marketing without recalculating their own LTV/CAC ratio. Over 90% already run
some loyalty program (Paytronix, 2025), but few measure that monthly retention runs around 62% at the best
QSRs (Paytronix, 2024). Without that number, loyalty is decoration, not an asset. Retention is the direct multipli‐
er of LTV: every point it rises extends the customer's life and lowers effective CAC. The best QSRs retain 62%
of members monthly and full-service ones 57.8% (Paytronix, 2024). That is the lever that turns a local brand into
a replicable asset. A rewards program that retains pushes LTV upward without spending another dollar on acqui‐
sition. Gift card breakage runs around 6% (Capital One Shopping, 2026): margin that drops straight to you if you
measure it.

4. What role does retention play in customer lifetime value?
At Masterestaurant I insist: repurchase is cheaper than conquest. SMS responds at 45% versus email's
6% (Omnisend, 2025), so the right repurchase channel turns a customer into recurring flow instead of a
loose sale.

A brand is protected when it lives in protocols, a controlled food cost variance, and owned repurchase channels,
not in the owner's charisma. That is the asset that survives a change of location. 75% of restaurants already use
QR codes for digital menus (QR Code, 2025) and 90% run loyalty (Paytronix, 2025): the infrastructure exists,
the discipline to turn it into a system is missing. If your brand depends on you being at the door, you do not have
an asset, you have a job. I have audited brilliant concepts that collapsed on the second opening because the
founder was not there. With email hitting 43.6% average opens (Stripo, 2025) and 3.28% click-to-open
(Mailchimp, 2025), a well-built owned channel repurchases without depending on anyone.

5. How do you protect a brand so it does not depend on one person?
Document, do not depend. Relying on aggregators stalls scale because it cedes the repurchase channel
and the customer data to the middleman, leaving you without an owned asset.

Prepared delivery in the US moves ~US$96 billion (Statista, 2024), a huge market where the restaurant often
ends up without the name or email of who ordered. Without that data there is no measurable CAC nor pro‐
jectable LTV: it is blind selling. At Masterestaurant I repeat it: the aggregator is acquisition, never loyalty. SMS
marketing converts at 18% click (Tabular, 2025) and email returns US$36 per dollar (Stripo, 2025), but only if the
customer is yours. The scalable asset uses the aggregator as a storefront and migrates the customer to its own
channel. Whoever does not capture the data on the first purchase pays eternal commission on the second. The
financial architecture that allows opening the second location is the one that documents unit economics, keeps
CAC below a third of LTV, and sustains the brand in protocols.
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6. What financial architecture allows opening the second location?
Scaling is an architecture decision, not an ambition. Global influencer marketing will surpass
US$33 billion in 2025 (Socially Powerful, 2025), a sign of how much capital chases reach without
measuring return.

With average influencer conversion at 2.55% (iQFluence, 2026) and 7.1% on Google Ads (WordStream, 2025),
the difference between channels defines your break-even per location. The Masterestaurant tool exists precisely
for this: to model the second location with the first one's numbers, not with enthusiasm. An empire is built with
the operation turned into an asset, a location profitable and replicable at once, not by opening doors and praying
for the till. A local concept sells food; a scalable asset sells a replicable system with documented unit economics.
The scalable asset measures its customer acquisition cost by channel and keeps LTV above 3x CAC before
opening the second location. The scalable asset's brand does not depend on one person: it lives in protocols, in
a controlled food cost variance and in owned repeat-purchase channels.

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

Local concept vs. scalable asset: the verdict

CUSTOMER ACQUISITION COST

A ·  L O C A L C O N C E P T  W I T H  N O  S C A L A B L E
A R C H I T E C T U R E

Unmeasured; assumed word of mouth

B  ·  M A S T E R E S TA U R A N T Tracked by

channel with known conversion (Google
Ads 7.1%, WordStream 2025)

Verdict: The scalable asset wins: with no measured CAC, no profitable expansion is possible.

AGGREGATOR DEPENDENCE

A ·  L O C A L C O N C E P T  W I T H  N O  S C A L A B L E
A R C H I T E C T U R E

Sales captive on delivery platforms

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

(email 36x, SMS 98% open)

Verdict: Owned channels win: they lower CAC and protect contribution margin.
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MARGIN REPLICABILITY

A ·  L O C A L C O N C E P T  W I T H  N O  S C A L A B L E
A R C H I T E C T U R E

Prime cost varies location to location

B  ·  M A S T E R E S TA U R A N T Prime cost

documented and standardized

Verdict: The documented system wins: it's the only way to multiply EBITDA without multiplying
chaos.

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

Local concept with no architecture F R A G I L E  W H E N  G R O W I N G

Documented scalable asset M A S T E R E S TA U R A N T

The know-how lives in the founder's head, not in a system.✕

Marketing is spend, not investment with channel-tracked ROI.✕

Each new opening starts from scratch and multiplies the margin for error.✕

Per-location unit economics: prime cost, CAC and LTV, auditable.✓

Replicable brand and systems that survive staff turnover.✓

Owned channels (email, SMS, loyalty) that cut aggregator dependence.✓

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

Side-by-side comparison

LOCAL CONCEPT WITH NO

SCALABLE ARCHITECTURE

SCALABLE ASSET WITH UNIT

ECONOMICS

Customer acquisition cost
(CAC)

✕ Unmeasured; assumed 'word of
mouth'

✓ Tracked by channel; Google Ads
converts 7.1% (WordStream, 2025)

Marketing return per dollar ✕ Dispersed spend with no
channel ROI

✓ Email returns US$36 per US$1
(Stripo, 2025)
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LOCAL CONCEPT WITH NO

SCALABLE ARCHITECTURE

SCALABLE ASSET WITH UNIT

ECONOMICS

Monthly loyalty member
retention

✕ No program or inert program ✓ 57.8% at top full-service (Paytronix,
2024)

Organic social reach ✕ Sporadic posts with no
engagement

✓ Instagram engages 2.2% vs 0.22%
Facebook (Restroworks, 2025)

Influencer marketing return ✕ Unmeasured collaborations ✓ US$7.65 per US$1 at 2.55%
conversion (iQFluence, 2026)

Direct repeat-purchase
channel

✕ Total dependence on
aggregators

✓ SMS opens 98% and converts 18%
of clicks (Textellent, 2024; Tabular, 2025)

Concept replicability ✕ Knowledge in the owner's head ✓ Systems and prime cost documented
per location

T H E  N U M B E R S  T H AT  M AT T E R

2026 indicators that define scalability

V ISUAL I ZAT ION

36 x
US$ returned per US$1 in email marketing

7.1%
Google Ads conversion in restaurants and food

57.8%
Monthly loyalty member retention at top full-service

98%
SMS marketing open rate, read within minutes

7.65 x
US$ earned per US$1 in influencer marketing

96
U.S. prepared meal delivery market size

B N  U S D
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The numbers, visualized

US$ returned per US$1 in email marketing

36x

Google Ads conversion in restaurants and food

7.1%

Monthly loyalty member retention at top full-service

57.8%

SMS marketing open rate, read within minutes

98%

US$ earned per US$1 in influencer marketing

7.65x

U.S. prepared meal delivery market size

96
BN USD

Sources: Stripo, 2025 · WordStream, 2025 · Paytronix, 2024 · Textellent, 2024 · iQFluence, 2026

Chart by masterestaurant.com

R E A L  C A S E

“The mistake I see over and over: the owner confuses opening locations with scaling. One client had a
brilliant concept, 29% food cost and lines out the door. He opened three locations in fourteen months
documenting nothing. The second never replicated the first's prime cost, his CAC exploded because he
didn't know which channel brought customers, and the third ate the EBITDA of the entire empire. We rebuilt
backward: first the mother location's unit economics, then the systems, then —only then— expansion.
Today he runs seven locations at the same contribution margin. Scaling isn't ambition; it's architecture.”

— Diego F. Parra, restaurant consultant — Masterestaurant

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

Strategic roadmap to scale the concept

1 Phase 1 — Document the mother location's unit economics (0-90 days)
Deliverable: a dossier with prime cost, food cost variance, CAC by channel and diner LTV of the
original location. Success metric: LTV ≥ 3x CAC and food cost ≤ 32% per dish before
considering any opening. Without this dossier, scaling means multiplying an unknown.
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2 Phase 2 — Turn know-how into replicable systems (90-180 days)
Deliverable: operating protocols, standardized recipes and a marketing playbook with channel
ROI. Success metric: a new location hits its target prime cost within ≤120 days of opening. The
brand must live in the system, not the owner's head.

3 Phase 3 — Activate owned channels and expand with data (180-365 days)
Deliverable: an owned repeat-purchase engine (email, SMS and loyalty) that cuts dependence
on aggregators, whose U.S. delivery moves ~US$96 billion (Statista, 2024). Success metric:
≥40% of sales through owned channels and loyalty retention ≥55% (Paytronix, 2024) before the
next location.

FA Q

FAQ from the owner who wants to scale

When is my concept ready to scale?

When its unit economics is documented: LTV ≥ 3x CAC, food cost ≤ 32% per dish and stable prime cost. If the
know-how lives only in your head and not in systems, it isn't ready yet, however brilliant the concept.

Which channel has the best return to acquire and retain?

Email leads with US$36 per US$1 (Stripo, 2025) and SMS opens at 98% (Textellent, 2024). Owned channels
cut your dependence on aggregators, whose U.S. delivery moves ~US$96 billion (Statista, 2024).

What does it cost NOT to document unit economics before expanding?

It costs the entire empire's EBITDA. Without measured CAC, each opening imports a disorder that multiplies;
the second and third locations rarely replicate the original's prime cost and contribution margin dilutes location
by location.

Does loyalty really move the needle when scaling?

Yes. Top full-service restaurants retain 57.8% of members monthly (Paytronix, 2024) and over 90% of
restaurants already run some program (Paytronix, 2025). It's the asset that lowers CAC at each new location.

D ATA  &  S O U R C E S

Sector data 2026 (official sources)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,
market research) - not competitors.
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Propiedad Intelectual de Masterestaurant® — Exclusivo para Líderes de Sector · masterestaurant.com

Metric Benchmark 2026 Source

CAC orgánico promedio en comida
rápida

~US$9
ChowNow — Restaurant Customer Acquisition Cost
2025

CAC pagado en alta cocina (fine dining) cerca de US$180
ChowNow — Restaurant Customer Acquisition Cost
2025

Primeros comensales que nunca
regresan

70%
Restroworks — Restaurant Customer Retention
Statistics 2025

Gasto por pedido de clientes recurrentes
vs primerizos

67% más
Restroworks — Restaurant Customer Retention
Statistics 2025

Tasa promedio de retención de clientes
en restaurantes

~55%
Restroworks — Restaurant Customer Retention
Statistics 2025

Facturación del delivery online en Europa
(2025)

US$67.790
millones

Grand View Research — Europe Online Food
Delivery Services Market
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