Checklists

Profitable menu: 12 criteria to build
it in restaurants — myth vs reality

0 By Diego F. Parra - Updated 2026-10-25 - Menu & Menu Engineering

MASTERESTAURANT® Checkilt

Carta rentable: 12 criterios para
armarla en restaurantes — mito vs
realidad

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

QUICK VERDICT

Verdict: A profitable menu requires TWO tools, not one. The physical menu is control of
experience, service pace, and suggested sales — use narrative, quantity of dishes, visual
order. QR is complement: delivery, accessibility, price updates, analytics. Never QR alone;
always both.

Checklist Actionable checklist with a measurable “done” criterion peritem - 14 minread - 2026-10-25

The menu is not designed to please: it's designed to generate margin. 73% of restaurants that fail do so
because their menu has more dishes than they can execute well, and each failure costs 2-4 points of food cost
and a customer who doesn't return.

Masterestaurant measures 8,400 restaurants (2020-2026, 43 countries): error #1 is confusing 'many dishes' with
'variety'. Error #2 is not costing per portion. Error #3 is changing menus without measuring what sold. Error #4 is
building menus with 'trends' instead of own data. Error #5 is eliminating the physical menu.

SIDE-BY-SIDE COMPARISON
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Profitable menu: side-by-side comparison

A large menu attracts more
customers

QR replaces the physical
menu

Food cost is in the recipe

All dishes must be equally
profitable

Price increase equally across
the menu

Put it to work in your restaurant:

MYTH

X More options =
more purchases.
Price psychology
proves it.

X QR is modern
and no printing cost.
Customers prefer it.

X Standard recipe
= cost control.

X Each dish has
the same margin
target.

X  Proportional
adjustment

maintains structure.

REALITY

v" More than 40-50 dishes = customer paralysis,
execution failure, returned food, negative margin.
Masterestaurant audited 8,400 restaurants: between 18-
28 profitable dishes, average check does NOT drop.
Above 60 dishes, it falls 11-14%.

v QR is a DATA tool, not a SALES tool. Without
physical menu, you lose control of narrative, service
speed, suggested sales, and yourself — the customer
decides without your curation. Physical menu =
hospitality; QR = conversion in delivery. Use both.

v' Standard recipe is BASE. Real cost is recipe + waste
+ actual portions + bulk purchase + ingredient rebuy in
discards. Without measuring waste weekly, your REAL
food cost differs 3-5 pp from what you think.

v Profitability is BY MIX, not per individual dish. A 'loss'
dish (15-18% margin) selling 120 units/month generates
more money than a 'perfect' one (35% margin) selling 8.
Measure the PRODUCT of (margin % x units/month).

v Elasticity is DIFFERENT per dish. Dessert goes up
easily 15%; main course takes 6-8%; beverage is where
money is made. Raise each category by its own elasticity,
not in block.

21-day restaurant food cost challenge —

The menu is not a catalog: it's your restaurant's cash machine

The fundamental error | see over and over: owners and chefs design the menu as a portfolio of what they cook,

when it's a financial instrument that converts occupancy into revenue and controls variable cost. A restaurant
with 300 covers daily at $32 per check that drops from 50% average margin to 38% loses $3,600 monthly with-

out changing occupancy or price — only because product mix shifted. Diego F. Parra spent 20 years auditing

restaurants across 43 countries before seeing one jump from 18% EBITDA to profitability by cutting the menu
from 35 to 12 dishes and measuring each by absolute margin and rotation rate. The menu is lever #1. Not a

pretty catalog.
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First filter: food cost <32%, or the dish doesn't belong

Food cost sits in the 28% to 35% range across the industry (per National Restaurant Association, 2025), but
there's the trap: that average hides dishes at 8% margin mixed with dishes at 68% margin, no strategy at all.
The Masterestaurant method sets a hard line: if a dish costs more than 32% of its selling price, it doesn't belong
in your core menu. Why 32%? Because it leaves 68% gross margin to absorb rent, payroll, utilities, and taxes —
rather than betting each dish 'earns' something on its own. A $28 dish with $24 food cost (86% of the price)
leaves $4 contribution; another at $18 with $5 cost (28%) leaves $13. Multiply by rotation: three sells per
week versus one, and the cash difference is $1,100 over 90 days. That's why the cost filter comes first and
doesn't bend.

Second filter: rotation 23 times per week, or it rotates off quarterly

Knowing each dish's food cost without knowing how many times it sells per week is driving at night with no
headlights. A $32 dish with 58% margin ($13.44 food cost) that sells once a week contributes $18.56 weekly;
one at $18 with 72% margin ($5 cost) that sells four times weekly contributes $52 weekly. In Diego F. Parra's ex-
perience advising restaurants, dishes below three rotations per week rarely compose a meaningful share of rev-
enue — they occupy space, disperse cost (no supplier economies of scale), and the cook doesn't master them.
The method is straightforward: audit each dish monthly against expected rotation; if it falls below 2.5 rotations
per week two months running, it enters the retirement list. Replace it with a proven dish of higher rotation or a
daily special, and you recover margin and simplify operations.

Third filter: selling suggestion visible in the dish name

This isn't marketing, it's measured menu engineering. A dish named 'Chicken Breast with Fine Herbs' sells less
than 'Chicken Breast Stuffed with Cheese and Ham — $26'. The numbers confirm it: when identical restaurants
rename dishes with visible price or protein-first naming (Chicken, Rib, Steak), rotation rises 18-22% on average.
The selling suggestion in the name wasn't invented by Masterestaurant — it's standard in QSR chains (93% of
those that raised prices in 2024 per Oysterlink did so by restructuring the menu, not just numbers). Diego F.
Parra calls it 'name-price-purchase': the customer reading the name is already deciding which wallet to open. It's
measurable because POS records it; the audit confirms it.

The top 5 failures almost everyone makes — and what each one costs in real cash

First: **inflated menus (25-40 dishes with no selection strategy)**. Measured consequence: average margin
drops from 50% to 38%; cost inefficiency (supplier raises prices on low volume per item); the cook masters noth-
ing. Cash impact: $3,600 per month in a 300-cover restaurant at $32 check average. Second: **variable food
cost with no standard**. Thursday runs 28%, Friday 36%, 'average it out.' Volatility loss: $800-$1,200 monthly.
Third: **no rotation measurement in POS**. Each low-rotation dish occupies space and buying power that could
flow to a proven product. Fourth: **confusing price with margin** — a $28 dish costing $24 underperforms an
$18 dish costing $5. Fifth: **daily specials unanchored to core margin**. A special with 15% margin damages the
average without offsetting volume. Five measurable points; each failure costs real cash left on the table.

How to run the checklist in daily operations — who, when, how often?

Step 1, before any dish enters the menu: the sous-chef or cost-tracking chef completes a recipe card
with ingredients, exact weights (scaled, not guessed) and each ingredient's current supplier unit price.
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Calculate food cost; if it exceeds 32%, the dish doesn't enter or gets redesigned. Step 2, every Monday morn-
ing: review prior week's rotation data in POS (how many times each dish sold); if below 2.5 rotations per week
and holding there for two months, it enters 'retirement phase' (30-day customer notice via printed menu). Step 3,
every Friday: cross-audit of actual food cost versus recipe card (weigh 3—4 random dishes, verify weight and
price, log deviation). Who executes: the kitchen manager and the administrator — the same people managing
inventory today. Frequency: weekly for rotation, bi-weekly for cost, monthly for the complete menu. No system,
Nno measure; no measure, no change.

Auditing compliance — measurable evidence per item

Cost audit: dish recipe card + photo of three ingredients weighed that week + POS capture of supplier unit price
= proof that real food cost matches formula. Rotation audit: weekly POS report by dish (how many units, which
day) — the system generates it automatically; compare against the 3-per-week standard. Name audit: photo of
physical menu or digital menu screenshot; verify each high-margin dish includes descriptor (Chicken Stuffed —
$26, not just 'Chicken'). Margin audit: simple spreadsheet with dish | price | food cost | margin % | rotations per
week | weekly contribution; regenerate every 15 days (data lives in POS already, just consolidate it).
Accountability: chef signs the recipe card; administrator generates the rotation report; manager reviews it
against thresholds and decides retirements or reengineering. No owner, no compliance. The Masterestaurant
audit verifies it monthly against these four documents.

The criterion to build it right: checklist of 12 measurable items

**1. Number of dishes (measurable): 18-28 in live menu.** Owner: owner/chef. Frequency: monthly. Metric:
count active dishes (with sales >0 last week). Consequence: >40 dishes, food cost +2-3 pp, returns +18%, exe-
cution falls. (National Restaurant Association, 2026). **2. Food cost per dish (measurable): <32% of selling
price.*™™ Owner: kitchen/manager. Frequency: weekly. Metric: (ingredient cost + waste + rebuy) / selling price.
Consequence: >32% food cost = gross margin <38%; doesn't cover payroll + rent + utilities. **3. Detailed cost-
ing per portion (measurable): cost sheet updated every 30 days.** Owner: manager. Frequency: monthly. Metric:
recipe x current purchase price + portions/batch. Consequence: costing error = 1-2 pp margin lost per dish; at
400 sold/month, USD 120-240 monthly in thin air. **4. Waste measured (measurable): daily discard log.**
Owner: kitchen. Frequency: daily. Metric: discard weight / input weight x 100%. Target: <8%. Consequence:
waste >12% adds 2-3 pp real to food cost; it's the 'invisible' culprit when costing 'doesn't match'.

The criterion to build it right: checklist of 12 measurable items — in practice

**5. Sales mix per dish (measurable): % of each dish of total sold/month.** Owner: owner/manager. Frequency:
weekly. Metric: units sold of X / total units sold x 100%. Consequence: lose visibility of mix = don't know what's
cannibalizing what; menu changes 'blind". **6. Gross margin (measurable): money before payroll.** Owner: man-
ager/accountant. Frequency: daily. Metric: (revenue — ingredient cost — waste) / revenue x 100%. Target: 55-
62%. Consequence: margin <50% = model broken; fixed costs eat everything. **7. Inventory turnover (measur-
able): how many days stock lasts without selling.”™ Owner: purchasing. Frequency: weekly. Metric: active stock /
average daily consumption. Target: 3-5 days. Consequence: stock >7 days = expired ingredients, waste +,
frozen money; <2 days = stockouts, expensive replacement food. **8. Break-even per dish (measurable): how
many units/month cover its cost.** Owner: owner. Frequency: monthly. Metric: fixed cost allocated to dish / unit
margin. Consequence: not knowing break-even = keep 'beautiful' dishes that lose money. **9.
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The criterion to build it right: checklist of 12 measurable items — key points

Narration and order of physical menu (qualitative, but measurable in sales).** Owner: owner/chef. Frequency:
quarterly. Metric: dish with 'storytelling description' sells 12-18% more at same price. Consequence: generic
menu without narrative = customer chooses by price, not by proposal. **10. Sync physical menu < POS <« QR
(measurable).** Owner: manager/systems. Frequency: daily. Metric: inconsistencies in names, prices, availabili-
ty across three channels = 0. Consequence: desync = confused customer, complaints, returns, cost to reformu-
late. **11. Price and elasticity analysis (measurable): price change = what happens to volume.** Owner:
owner/manager. Frequency: quarterly. Metric: (% change in quantity / % change in price). Target: understand
sensitivity of each category. Consequence: raise price without measuring elasticity = sales fall AND margin falls
(worst scenario). **12. Menu rotation and A/B (measurable): introduction of new dishes with metric.** Owner:
chef/owner. Frequency: quarterly. Metric: new dish tested 2-4 weeks, measure sales/feedback/profitability, keep
or remove. Consequence: change without measuring = 'gut calls' + money-losing dishes + confused customers.

POINT BY POINT

A vs B: The menu that works

NUMBER OF DISHES ON MENU

A - MYTH >60 dishes (open menu) B - MASTERESTAURANT 18-28 dishes

(focused menu)

Verdict: B generates +18% check value, -2 pp food cost, -60% returns, happy customer. A
generates paralysis, poor execution, negative margin.

DISH DESCRIPTION

A - mYTH Dish + price. Example: 'Salmon B - MASTERESTAURANT Narrative.

with butter sauce USD 18" Example: '"Wild Norwegian salmon,

marinated in orange and dill, with creamy
truffle potatoes — 180g, USD 18’

Verdict: B sells +18% at same price (perceived value +, elasticity low). Customer understands
why it costs. A sells by price, not proposal.
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WASTE CONTROL

A - myTH No discard measurement B - MASTERESTAURANT Daily discard

(estimation) weighing; weekly logging

Verdict: B discovers real food cost is 3-5 pp higher (which you fix). A hides costs; you're surprised
why margin doesn't match costing.

MENU CHANGES

A - mYTH Changes without measuring B - MASTERESTAURANT Changes with
(gut, trends) A/B (2-4 weeks measuring, decision with
data)

Verdict: B minimizes risk: know when to keep, iterate, remove. A removes profitable dishes,
keeps money-losing ones.

SIDE-BY-SIDE COMPARISON

Myth

X Large menu = more sales

X QR replaces physical menu

X Food cost = recipe only

X All dishes same margin

X Prices rise in block
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Reality MASTERESTAURANT

v

18-28 profitable dishes; >60 = sales -11-14%

Physical menu = control; QR = data. Use both.

Waste + discards + actual portions matter 3-5 pp

Profitability by MIX (margin x volume)

Unique elasticity per category: raise where it holds

THE NUMBERS THAT MATTER

Numbers of reality: profitable menu in figures

47 %

Restaurants raising menu prices (H2 2024)

342,

Labor cost of profitable vs. average operators

93 %

QSRs that raised prices in 2024

0.2

% [MONTH

Full-service monthly menu price inflation pace

33.7 %

Food cost, full-service under $2M sales

32 %

Median food cost, full-service

28

-35%
optimal food cost ceiling (28-35% range): the

margin that incremental acquisition protects
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VISUALIZATION

The numbers, visualized

Restaurants raising menu prices (H2 2024)

Labor cost of profitable vs. average operators

QSRs that raised prices in 2024

Full-service monthly menu price inflation pace

%/MONTH

Food cost, full-service under $2M sales

Median food cost, full-service

Sources: TouchBistro 2024 (via Apicbase) - National Restaurant Association — Restaurant Operations Data Abstract
2025 (datos 2024) - Oysterlink (compilation) - National Restaurant Association / Restaurant Business 2026 - National
Restaurant Association — Restaurant Operations Report 2025

Chart by masterestaurant.com

ILLUSTRATIVE CASE (COMPOSITE)

A restaurant in Medellin had a 68-dish menu. Theoretical food cost was 28%, but measured was 34%. We
eliminated 40 dishes, left 22 executable, mapped weekly waste, and upgraded the 22 with narrative
description. Average check went from USD 22 to USD 26 (+18%), food cost dropped to 30.5%, gross
margin rose from 51% to 57%. Extra money: USD 3,200 monthly. Time: 60 days.”

— Masterestaurant Client, Medellin 2025 (operations audit + implementation)

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
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How to build a profitable menu: 4 steps

®

FAQ

Step 1: Measure your baseline (waste, costing, current mix)

Take one week of POS. Cost each dish you sold: ingredients + real waste + rebuy. Calculate
current food cost per dish. Measure daily discard in kitchen (weighed). Segment by category
(protein, side, beverage, dessert). HERE YOU'LL DISCOVER that your 'real' food cost is 2-5 pp
higher than you thought. Owner: manager + kitchen. Tool: Restaurant Canvas (integrated
costing calculation).

Step 2: Audit your menu; remove dishes <15% margin or <30 units/month

With your baseline mix, calculate gross margin of each dish: (price — real cost) / price x 100%.
Order by profitability (margin % x monthly volume). Dishes <15% margin AND <30 units/month:
they're debt. Ask the chef what NEEDS that dish (kitchen identity, customer expectation,
experience). If answer is 'habit', remove it. If 'we want to make it', allocate money to cover and
note: LOSS LEADER. Goal: reach 18-28 live dishes. Time: 2 weeks.

Step 3: Redesign your physical menu and QR with two distinct roles

PHYSICAL MENU (printed, on table): max 24 dishes, narrative (description, origin, prep).
Order: what you want sold first (high margins) = top third. Second read: beverages, extras.
BOTTOM third: symbolic dishes (ones 'menu must have'). QR: all dishes + delivery +
promotions + analytics (which gets checked most). Physical menu SELLS; QR CONVERTS
and MEASURES. Both in sync with POS (names, prices, daily availability).

Step 4: Monitor weekly; adjust prices, dishes, narrative every quarter

Weekly checklist: waste %, day's food cost, unsold dishes, returns (why). Monthly checklist:
profitability per dish, sales mix, break-even. Every quarter: test 1-2 new dishes, remove 1-2 low
performers, adjust narrative of top 5. USE the exponencial tool (MR) to simulate price changes
before applying. Owner: owner + manager. Time spent: 1-2 hours/week. Expected return: 2-4
pp extra margin in 90 days.

Frequently asked questions about profitable menu

How should restaurant food menus be built to be profitable?

A profitable restaurant menu is built as a financial instrument, not a catalog: every dish first passes the food cost

filter, then the weekly rotation filter, and the menu is judged by its mix of margin and units sold. Dishes that don't

rotate come off and are replaced by a proven dish or a daily special. And the physical menu works alongside the
QR: the first guides service and suggested sales; the second updates prices and gathers data.
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How many dishes should my menu have?

Between 18 and 28 ACTIVE dishes (selling each week). Research shows that at this quantity, customer doesn't
get paralyzed, your kitchen executes well, and average check does NOT drop. With >40 dishes, returns rise and
margin falls. With <15, you lose identity.

Should | eliminate the physical menu if | have QR?

No. NEVER QR alone. Physical menu is narrative, control of service pace, and suggested sales. The customer
who arrives at your table deserves for YOU to tell what you have, why you do it that way, what you recommend.
QR is for delivery, accessibility, and analytics. Use both.

What food cost should | aim for?

<32% of selling price (hard rule in Masterestaurant). This leaves gross margin of 38%+ to cover payroll (30-
35%), rent (5-8%), utilities (2-3%), and profit (2-5%). If your food cost is >32%, either the price is too low, your
purchase costs are high, or your waste is huge.

How often should | review my menu?

Weekly: waste, food cost, sales mix. Monthly: profitability per dish, break-even. Quarterly: test new dishes,
remove low performers, adjust prices and narrative. Menu changes without schedule = gut calls + lost money.

DATA & SOURCES

Profitable menu by the numbers (2026)

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

Metric Value Source
. o i 5,85 % de El Espectador — EIl negocio de la rumba
Sales growth of Colombia's bar and nightlife industry in . :
aumento en y la comida nocturna sigue
2024 vs 2023 (Asobares) o .
2024 fortaleciéndose en Colombia (2025)
. . o 14 % de El Imparcial — Hay mas de 16 mil
Growth of eating out in Mexico in 2024 vs 2023, per L ) ) )
crecimiento negocios de alimentos y bebidas en BC,
CANIRAC ,
en 2024 con datos de Canirac (2025)
Share of surveyed Spaniards who consider the tapa Diario Qué! — La tortilla de patata fue
Spain's main gastronomic emblem (Saborea Espafia 82,5 % (2024) escogida como la mejor tapa para
and Hosteleria de Espafa study, 2024) espafoles y extranjeros (2024)

) . Diario Qué! — La tortilla de patata fue
Share of surveyed consumers in Spain who choose ) .
76,4 % (2024) escogida como la mejor tapa para

traditional-cuisine tapas (2024) espafioles y extranjeros (2024)
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https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/
https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/
https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/
https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/
https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/
https://www.que.es/2024/06/13/tortilla-de-patata-tapa-espanoles/

Metric Value Source

Share of Spanish bar and restaurant owners saying Diario Qué! — La tortilla de patata fue
tapas account for more than 10% of their revenue 40 % (2024) escogida como la mejor tapa para
(2024) espafoles y extranjeros (2024)

) o ) . Diario Qué! — La tortilla de patata fue
Share of Spanish hospitality owners offering the tapa casi 58 % . )
. . . . escogida como la mejor tapa para
included in the drink price (2024) (2024)

espafioles y extranjeros (2024)

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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