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MASTERESTAURANT® White Paper

Abrir un restaurante sin experiencia:
los errores que drenan caja y el

método correcto de Masterestaurant

Método probado en +8.400 restaurantes - 43 paises restaurantecercademi.co

QUICK VERDICT

Verdict: opening a restaurant with no experience does NOT fail on the food, it fails on two
measurable omissions — a territorial prefeasibility study that never happened, and a local
digital engine switched on after opening rather than six weeks before. Sector evidence
backs that reading: 51% of restaurants are still operating after five years, according to the
UC Berkeley study (2014), and that surviving half is not the one that cooks better, it is the
one that bought territory with data and captured existing demand on Maps and delivery
from week one.

The right method reverses the classic sequence: MTIE and territorial prefeasibility first,
then a mature Google Business Profile, then a menu built with menu engineering and
Prime Cost under control at a 32% food cost ceiling, and only then construction. A first-
time investor in the under-500-thousand-USD annual band who follows that order reaches
month six with live cash; the one who inverts it burns CapEx on decoration and discovers
the territory after signing a ten-year lease.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

A family office asked me to review the plan of a partner who had never worked in restaurants and wanted three
locations in eighteen months; the financial model was flawless in Excel and contained not one territory variable
— no local search density, no Maps share, no effective platform commission. That document described a
kitchen, not a business.

The sector rewards discipline, not enthusiasm. According to the UC Berkeley study (2014), 51% of restaurants
remain open after five years, which means survival is a coin flip for whoever improvises and a manageable
probability for whoever measures before signing. In markets such as Colombia, where 95% of the market
consists of independent restaurants according to ACODRES (2024), that 51% is played without the umbrella of
a brand carrying its own demand.

Anyone opening without experience has two routes: buy a proven system through a franchise, paying between
4% and 8% of gross sales in royalties according to Toast (2025), or build a demand engine from scratch. Neither
is free. The difference is where you pay the toll: a permanent percentage of sales for the life of the business, or
a learning CapEx concentrated in the first ninety days.

This white paper takes both routes apart with public figures, defines the MTIE territorial prefeasibility framework,
describes the local digital engine component by component, and closes with a 90-day roadmap, a KPI scorecard
at 3, 6 and 12 months, and an ROI calculation a board can defend. The focus is what actually drives an investor
decision: capital at risk, payback timing, and which indicator warns early that the territory is not responding.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Timing of the site decision

Google Business Profile
activation

Cost of the delivery channel

Food cost of the signature
dish
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OPENING WITH NO
EXPERIENCE (TRADITIONAL
APPROACH)

X Lease signed in week 2, on
instinct and three days of observed
foot traffic

X Created on opening day, with 0
reviews and 4 photos

X Platform commission of 25% to
30% with no dedicated menu; real
contribution margin of 6%

X 38% to 41% from eyeballed
recipe costing, with no theoretical vs
actual comparison

MASTERESTAURANT METHOD
(LOCAL DIGITAL ENGINE FIRST)

v Lease signed in week 6, after MTIE
scoring of 5 zones with search density
and Maps share

v Profile live 45 days early, with 30+
geotagged photos and a defined primary
category

v'  Dedicated delivery menu with
adjusted pricing; contribution margin of
18% to 22%

v 32% ceiling by contract, with weekly
variance measured in points over sales
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OPENING WITH NO MASTERESTAURANT METHOD

EXPERIENCE (TRADITIONAL (LOCAL DIGITAL ENGINE FIRST)
APPROACH)

Pace of 5% reviews X 3 to 5 reviews per month, no v 25t0 40 reviews per month with a
protocol; average rating 4.1 service protocol; average rating 4.6 by

month 6

Permanent royalty or toll X Franchise: 4% to 8% of gross v" Own brand: 0% royalty, learning
sales for life (Toast, 2025) CapEx concentrated in 90 days

Prime Cost at month 6 X 68% to 72% of sales; negative v 58% to 62% of sales; positive
EBITDA and cash dependent on EBITDA between month 5 and month 7

capital injections

Defense before the board X Qualitative narrative: 'people v" Scorecard with Maps share, CAC by
love the product' channel, average ticket and weekly break-
even

Chapter 1 — Why the surviving 51% is not a lottery

Every first-time investor should keep the UC Berkeley (2014) figure taped to the wall: 51% of restaurants are still
operating after five years, and that number describes discipline exercised before the lease is signed, not luck.
Improvise and you are flipping a coin; measure the trade area before committing capital and you move the odds
your way. Operating without a brand makes the bet harder: according to ACODRES (2024), 95% of the
Colombian market consists of independent restaurants, which means nobody hands you demand and every
guest is won one at a time. That 51% splits unevenly. The operators who land on the good side did two measur-
able things before opening the door, and neither one involves the recipe for the signature dish. Both involve
TERRITORY and demand captured before the first service. With no operating experience you have two routes,
and both cost money; what differs is the shape of the payment.

Chapter 2 — Buy the system or build it: where you pay the toll

A franchise sells you a proven system in exchange for a perpetual royalty: between 4% and 8% of gross sales
according to Toast (2025), averaging 7.1% across 1,842 systems analyzed by GrowthFactor (2026), with ranges
reaching 12%. In coffee and dessert concepts the toll climbs to 6%-10%, also per Toast (2025). Building your
own demand engine carries no royalty, but it does carry a learning CapEx concentrated in the first ninety days,
paid in purchasing mistakes, waste and turnover. My judgment, after years watching both paths: the franchise
protects the owner who does not want to learn the trade, and penalizes the one who does, because a 7% royalty
on annual sales of 1.2 million is 84,000 dollars a year that never returns to your EBITDA. The correct order is
territory first, concept second, and almost nobody respects it.

Chapter 3 — Territorial prefeasibility: read demand before choosing the concept

The MTIE methodology we apply at Masterestaurant measures four variables in the trade area before a menu
exists: local search volume for the category, Maps share held by the three dominant competitors, order density
on delivery platforms and the effective commission those platforms take from the ticket. With 95% of the market
in independent hands according to ACODRES (2024), territory is won by reading data that is public and free, not
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by charisma. A partner brought to me by a family fund wanted three locations in eighteen months with a financial
model that was flawless in Excel; that file contained not one territorial variable. It described a kitchen, not a busi-
ness. If existing demand in the polygon will not support the ticket you projected, the concept adapts or the
project moves one corner over. There is no third option. A Google Business Profile created on opening day
is a profile with no history, and the Maps algorithm distributes visibility through proximity, relevance and
accumulated PROMINENCE.

Chapter 4 — The digital engine fires up forty-five days before opening

Without prominence you exist on the map and never surface in the search, which operationally equals not exist-
ing. Forty-five days of warm-up cost almost nothing and buy you weeks of revenue: verified listing, geotagged
photos, final hours, weekly posts, your own questions answered and first reviews from the construction crew and
suppliers. The arithmetic is blunt. If you project 40,000 dollars a month and the digital engine takes three months
to fire after opening, you lost roughly 30,000 dollars in cumulative sales that never come back, while paying full
rent and payroll. Firing it up early costs around 1,500 dollars. That is the cleanest return in the entire project.
Below 500,000 dollars in annual revenue the business lives or dies on prime cost and on the owner standing in
the dining room, and a franchise there is almost always bad arithmetic: an average royalty of 6.7% per Franzy
(2025) applied to 450,000 dollars is 30,150 dollars a year, which in that band equals two kitchen salaries or the
entire margin for the year.

Chapter 5 — Revenue band changes everything: under 500,000 a year

The recommendation for this size does not follow fashion: one location, one concept, your own digital engine
running before you open, and plate food cost at 32% as a ceiling, never as a target. Between 500,000 and 1 mil-
lion the first real break point shows up, because the owner can no longer cover every shift and needs a manager
costing 18,000 to 30,000 dollars a year. That hire, not the second location, decides whether the business scales
or stalls. Between 1 and 5 million in annual revenue the business stops being a restaurant and becomes a com-
pany with restaurants inside it, and the dominant cost migrates from the kitchen to the structure. Here a fran-
chise starts to make mathematical sense: running four locations, the 7.1% average royalty reported by
GrowthFactor (2026) buys centralized purchasing, an installed brand and a system that already solved the mis-
takes you have not made yet.

Chapter 6 — From 1 to 10 million: when structure outweighs the kitchen

Above 5 million the calculation inverts again, because at that scale your own brand generates prominence and
the royalty becomes a tax on an asset you built. Entry requirements at the large-format end are explicit: Wendy's
demands 1 million dollars liquid and 5 million in net worth according to its 2025 FDD (via Swoop). Without expe-
rience and without that balance sheet, the conversation never starts. Above 10 million a year you reach the me-
dia-chef restaurant or the large-format themed venue, and its costs resemble nothing above. A venue of this
type carries public-figure fees, signature design, a permanent public relations program and a front-of-house pay-
roll oversized to sustain the service standard that justifies the ticket. Chain scale frames the contrast:
McDonald's closed 2025 with 45,356 locations in the system against 43,477 in 2024, according to its own
Restaurants by Market report.
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Chapter 7 — High end: the celebrity restaurant and its own costs

That volume amortizes fixed costs a single destination restaurant will never amortize. Risk here changes in na-
ture. Demand is not the problem; the problem is that demand depends on one person, and the day that person
leaves, the digital prominence built around their name evaporates within two quarters. If | could leave you a sin-
gle number to watch from week one, it would be Maps share: the percentage of times your listing appears in the
local top 3 for the five searches that matter in your polygon. It is measured weekly, it costs nothing and it moves
before the register does, which is exactly what you need from an early indicator. Below 20% at ninety days, the
territory is not recognizing you and the engine needs intervention, not the menu. Run the counterfactual all the
way out. Wait for the register to warn you and the warning arrives in month four, after burning four months of rent
and payroll with working capital already halved, and the reaction then is discounting, which destroys the ticket
and anchors the brand low permanently.

Chapter 8 — The indicator that warns you in time that the territory is not responding

Open your listing's performance panel this Monday and write down the number. TERRITORY BEFORE
CONCEPT. The traditional approach picks a concept and then hunts for a place to put it; the right method reads
existing demand — local search volume, competitor Maps share, platform order density — and adapts the con-
cept to what the polygon asks for. With 95% of the Colombian market in the hands of independents according to
ACODRES (2024), the fight for territory is won with data, not charisma. THE DIGITAL ENGINE STARTS
BEFORE OPENING, NOT AFTER. A freshly created Google Business Profile has no interaction history, and the
Maps algorithm weighs proximity, relevance and prominence; with no accumulated prominence your location ex-
ists but does not surface. Forty-five days of warm-up cost almost nothing and are worth the first month of sales.
DELIVERY COMMISSION IS NOT NEGOTIATED, IT IS ABSORBED INTO PRICE. Entering Rappi, Uber Eats
or DiDi with the dining room menu gives the margin away; a dedicated menu, with dishes that travel well and ad-
justed pricing, turns a vanity channel into one carrying 18% to 22% contribution margin.

Chapter 9 — The five differences that decide whether cash survives

FOOD COST IS A CONTRACT, NOT AN OUTCOME. A 32% ceiling per dish, measured as variance between
theoretical and actual cost over sales; payroll and rent are never charged to the plate, they belong in the break-
even calculation. Mixing both computations ends with price increases nobody can explain. ROYALTY BUYS
SPEED, LEARNING BUYS PERPETUAL MARGIN. A franchise charges between 4% and 8% of gross sales
according to Toast (2025), averaging 7.1% across 1,842 systems analyzed by GrowthFactor (2026); that toll is
reasonable if you do not want to build demand, and an eternal tax if you do.

POINT BY POINT

www.masterestaurant.com - White Paper - Opening a restaurant with no experience: the errors that drain cash and the right method from Masterestaurant Page 5 of 14



Comparative analysis: five criteria that decide the investment

TERRITORY RISK

A - OPENING WITH NO EXPERIENCE B - MASTERESTAURANT Quantified
(TRADITIONAL APPROACH)

through MTIE across five polygons: local

Assumed implicitly: the investor signs for search volume, competitor density, zone

visible frontage and foot traffic observed average tickst and maximum supportable

over a few days, without measuring digital rent at 8% of projected sales.

demand or competitor Maps share.

Verdict: The method wins. A ten-year lease signed without location intelligence is the most
expensive irreversible decision in the whole project.

CUSTOMER ACQUISITION COST BY CHANNEL

A - OPENING WITH NO EXPERIENCE B - MASTERESTAURANT Measured from
(TRADITIONAL APPROACH)

day one by channel — organic Maps,

Not measured; advertising spend is geotargeted advertising, delivery, direct —

decided by feel and spread across social with budget reallocated every fortnight

platforms with no attribution to real sales. toward the channel with better net margin.

Verdict: The method wins. Without CAC by channel you are not investing in marketing, you are
buying lottery tickets with CapEx.
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DELIVERY CONTRIBUTION MARGIN

A - OPENING WITH NO EXPERIENCE B - MASTERESTAURANT Dedicated
(TRADITIONAL APPROACH)
delivery menu with 60% of the catalog,
Dining room menu published verbatim on , -
g P dishes that travel well, and pricing that
absorbs commission; contribution margin

of 18% to 22%.

platforms; at 25% to 30% commission real
contribution margin falls to 6% and volume
disguises the loss.

Verdict: The method wins, with a caveat: if your kitchen cannot handle simultaneous order peaks,

fix the operation first and open the channel second.

PRIME COST CONTROL

A - OPENING WITH NO EXPERIENCE B - MASTERESTAURANT Measured weekly
(TRADITIONAL APPROACH)
through food cost variance — the gap

Reviewed at month-end close, when the .
between actual and theoretical cost over

deviation has already consumed four sales — with a contractual 32% ceiling per

weeks of cash; food cost is estimated by dish

eye with no documented theoretical cost.

Verdict: The method wins. A Prime Cost read monthly is an autopsy; read weekly it is a

treatment.

www.masterestaurant.com - White Paper - Opening a restaurant with no experience: the errors that drain cash and the right method from Masterestaurant Page 7 of 14



DEFENSE BEFORE INVESTORS AND THE BOARD

Concept pitch with photos, a proposition
narrative and an optimistic projection with
no stress scenarios or stated assumptions.

A - OPENING WITH NO EXPERIENCE B - MASTERESTAURANT Prefeasibility
(TRADITIONAL APPROACH)

document, scenario simulation at 5%, 12%
and 20% input inflation, KPIs at 3, 6 and
12 months, and ROI with explicit
assumptions.

Verdict: The method wins outright. With a 40% rise in sector M&A expected into 2026, according

to Goldman Sachs via Restaurant Dive (2025), metric traceability is exit value too.

SIDE-BY-SIDE COMPARISON

What the first-time investor does AVOIDABLE coOsST

X

X

Signs a ten-year lease before measuring a single local search for the category in that zone

Treats the Google Business Profile as opening-day paperwork instead of the asset that distributes
traffic

Enters delivery platforms with the dining room menu, with no pricing adjusted to a 25%-30%
commission

Costs recipes by eye and discovers a 39% food cost after four months of selling

Confuses a full room with profitability: 180 covers at 48% contribution margin do not pay a 70% Prime
Cost

Pitches investors on concept alone, with zero documented territorial prefeasibility
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What the operator who measures does

MASTERESTAURANT

v" Runs MTIE across five polygons and discards four with data before negotiating any rent

v Activates profile, primary category, attributes and geotagged photos six weeks before serving the first

plate

v Publishes a delivery menu with 60% of the catalog and prices that absorb commission without

breaking margin

v Sets a per-dish food cost target capped at 32% and measures theoretical vs actual variance weekly

v" Reads the business by contribution margin per table hour, not by covers served

v Brings the board a scorecard with Maps share, CAC by channel, weekly break-even and 12-month

ROI

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Timing of the site decision

Google Business Profile
activation

Cost of the delivery channel

Food cost of the signature
dish

Pace of 5% reviews
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OPENING WITH NO
EXPERIENCE (TRADITIONAL
APPROACH)

X Lease signed in week 2, on
instinct and three days of observed
foot traffic

X Created on opening day, with 0
reviews and 4 photos

X Platform commission of 25% to
30% with no dedicated menu; real
contribution margin of 6%

X  38% to 41% from eyeballed
recipe costing, with no theoretical vs
actual comparison

X 3 to 5 reviews per month, no
protocol; average rating 4.1

MASTERESTAURANT METHOD
(LOCAL DIGITAL ENGINE FIRST)

v Lease signed in week 6, after MTIE
scoring of 5 zones with search density
and Maps share

v Prdfile live 45 days early, with 30+
geotagged photos and a defined primary
category

v Dedicated delivery menu with
adjusted pricing; contribution margin of
18% to 22%

v 32% ceiling by contract, with weekly
variance measured in points over sales

v 2510 40 reviews per month with a
service protocol; average rating 4.6 by
month 6
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OPENING WITH NO
EXPERIENCE (TRADITIONAL
APPROACH)

Permanent royalty or toll X  Franchise: 4% to 8% of gross
sales for life (Toast, 2025)

Prime Cost at month 6 X 68% to 72% of sales; negative
EBITDA and cash dependent on
capital injections

Defense before the board X Qualitative narrative: 'people
love the product'

THE NUMBERS THAT MATTER

The numbers an investor must put on the table

51 %

of restaurants are still operating after five years

71 %

average franchise royalty on
gross sales across 1,842 systems

95 %

of the Colombian market are independent
restaurants with no brand-driven demand

40 %

expected increase in restaurant sector
M&A deal volume heading into 2026

1

M USD

in liquid capital required of a Wendy's
franchisee, plus 5 million in net worth

35 %

growth in 2025 for retail food as one of
the fastest-growing franchise segments

MASTERESTAURANT METHOD
(LOCAL DIGITAL ENGINE FIRST)

v" Own brand: 0% royalty, learning
CapEx concentrated in 90 days

v 58% to 62% of sales; positive
EBITDA between month 5 and month 7

v" Scorecard with Maps share, CAC by
channel, average ticket and weekly break-

even
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VISUALIZATION

The numbers, visualized

Sources: UC Berkeley 2014 - GrowthFactor 2026 - ACODRES 2024 - Goldman Sachs via Restaurant Dive 2025 -
Swoop / Wendy's FDD 2025

Chart by masterestaurant.com

REAL CASE

“I came into this business from banking and believed a good chef was enough. We opened with 96 seats
and projected 520 thousand USD a year; by month four Prime Cost was running at 71%, the signature dish
food cost at 39%, and only 8% of our sales came from Maps searches. We rebuilt everything with the
Masterestaurant framework: Google Business Profile reconstructed with the correct primary category and
34 photos, a separate delivery menu priced to absorb the 27% commission, and recipe costing redone until
the star dish dropped to 30%. Within seven months Prime Cost settled at 60%, average ticket rose

from 11.40 to 14.20 USD, reviews went from 41 to 214 averaging 4.6, and we closed the year at 690
thousand USD with positive EBITDA of 9.4%. What | lacked was not kitchen experience, it was a
measurement system.”

— Investor partner of a 96-seat full service restaurant, 500 thousand to 1 million USD annual

band, Latin American urban market

HOW TO APPLY IT IN YOUR RESTAURANT
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90-day roadmap to open with no experience and reach month 6 with cash

@ Days 1-25 - Territorial prefeasibility with MTIE
Before looking at any site, define five candidate polygons and score them with MTIE: Market
(local search volume for your category and zone average ticket), Territory (direct competitor
density and their Maps share), Infrastructure (kitchen viability, electrical load, supplier access,
licensing and municipal restaurant requirements) and Unit economics (maximum supportable
rent at 8% of projected sales, CapEx and break-even). Discard on data, not on taste. With 95%
of the Colombian market held by independents according to ACODRES (2024), territory is the
only scarce asset. Required output of this phase: a four-page territorial prefeasibility document
that anchors the investor pitch and that any committee can audit.

@ Days 20-45 - Start the digital engine before construction
Create the Google Business Profile forty-five days before opening, with the exact primary
category, secondary categories, attributes, hours, service area and a minimum of thirty original
photos. Register the business on Rappi, Uber Eats and DiDi with a dedicated delivery menu —
not the dining room one — and prices that absorb a 25% to 30% commission without breaking
contribution margin. Set geotargeted advertising within a 2 to 4 kilometer radius on a test budget
and measure CAC by channel from the very first dollar. This phase runs parallel to construction
and does not compete for CapEXx; it is small OpEx with compounding effect, because Maps
prominence accrues over time and cannot be bought on opening day.

@ Days 30-60 - Menu engineering and the food cost contract
Cost every dish with documented theoretical cost and set the target: a 32% food cost ceiling per
dish, with no payroll, rent or utilities loaded into the recipe — those belong in break-even, per
the Masterestaurant costing rule. Classify the menu through menu engineering into stars,
plowhorses, puzzles and dogs using contribution margin and turnover, then cut the bottom
quartile without sentiment. ALWAYS keep the physical menu alongside the QR: the printed
menu controls service pace, menu narrative and suggestive selling; the QR complements it for
delivery, accessibility and price updates. Define the weekly food cost variance calculation now,
so deviation shows up in days rather than quarters.
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@ Days 60-90 - Review protocol and the board scorecard
Install a 5% review protocol that asks at the right moment of service, targeting 25 to 40 monthly
reviews with every one answered inside 24 hours, because Maps prominence feeds on volume,
freshness and response. Build the scorecard the board will read: weekly Prime Cost, food cost
variance, Maps share against the three competitors in the polygon, CAC by channel, average
ticket, table turnover and weekly break-even in units. With a 40% increase in restaurant sector
M&A volume expected into 2026, according to Goldman Sachs via Restaurant Dive (2025), an
operation with traceable metrics is worth more than one with a good story.

FAQ

Questions every first-time investor asks

Can you open a restaurant with no prior industry experience?

Yes, and the evidence supports it: according to UC Berkeley (2014), 51% of restaurants are still operating after
five years, and that half is not defined by the owner's tenure but by measurement discipline. The condition is
hiring the craft — a chef and a floor manager with real mileage — while you keep control of territory, Prime Cost
and the local digital engine. With neither experience nor system, the risk is a coin flip.

Is a franchise or an own brand better for a first-timer?

A franchise buys speed and borrowed demand at a permanent toll: 4% to 8% of gross sales according to Toast
(2025), averaging 7.1% across 1,842 systems per GrowthFactor (2026), with steep capital requirements —
Wendy's demands 1 million USD liquid and 5 million in net worth, according to Swoop (2025). An own brand
pays no royalty but charges you the learning curve in the first ninety days. If your horizon exceeds five years and
you want perpetual margin, build the brand with method.

How long before my restaurant shows up on Google Maps and delivery apps?

The Google Business Profile verifies in days, but prominence — the factor deciding whether you or the place
across the street appears — accrues through reviews, photos, interactions and freshness over weeks. That is
why the right method activates the profile forty-five days before opening. On delivery platforms the ranking
rewards preparation time, acceptance rate and rating, so your first two weeks set your position for months.

What food cost should | demand, and what if my star dish exceeds it?

The ceiling is 32% per dish, and it is a ceiling rather than a comfortable target; above that, contribution margin
cannot cover a healthy Prime Cost. Payroll, rent and utilities are NOT charged to the plate: they belong in break-
even. If your signature dish hits 39%, you have three levers before raising price — redesign the portion,
renegotiate the input, or reposition it on the menu through menu engineering — and you must measure
theoretical versus actual variance every week.

DATA & SOURCES
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Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source
Meta de expansion de Jollibee en . 1851 Franchise / Jollibee —
i 350 tiendas .
EE.UU. y Canada Expansion 2025
Ritmo de aperturas y meta de cerca de 200 restaurantes al afio, meta QSR Magazine — Popeyes 800
Popeyes en Norteamérica de 800 nuevos locales New Locations 2025
Crecimiento neto de unidades +20.000 unidades (a 851.000 en EE. .
o IFA Economic Outlook 2025
franquiciadas 2025 Uu.)
Empleo nuevo en franquicias 2025 +210.000 puestos (+2.4%) IFA Economic Outlook 2025
Produccion total del sector
. USD 936.4 mil millones (+4.4%) IFA Economic Outlook 2025
franquicias 2025
o USD 578 mil millones (+5%, vs +1.9% IFA Economic Outlook 2025 /
PIB de las franquicias 2025
del PIB de EE. UU.) CBO

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

Author: Diego F. Parra - Publisher: MASTERESTAURANT®

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