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QUICK VERDICT

Restaurant social media content is not a creativity problem, it is a decision-architecture
problem: until the post connects to a complete Google Business Profile, a first-party order
and a repeat-purchase record, you are buying reach and booking zero contribution margin.
Some 72% of people research restaurants on social platforms (Restroworks, 2025) and
57% of millennials pick where to eat based on what they see there (TouchBistro, 2025), yet
70% of first-time guests never return (Restroworks, 2025): the bottleneck sits in capture
and repeat, not in reach. The fix is structural, not stylistic — complete profile (7x more
clicks per WebFX, 2026), owned ordering channel (70% prefer it, Paytronix, 2024) and
loyalty measured in transactions (37%+ at the 90th percentile, Paytronix, 2024).
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An operator in the 500 thousand to 1 million USD annual band posts fourteen times a month, sits on 19
thousand followers, and cannot tell the accountant how many covers those posts produced. That is the honest
diagnosis behind most restaurant social media content | review in board meetings: there is output, there is
discipline, and there is no capture architecture.

The arithmetic stings. If 72% of guests research on social before choosing (Restroworks, 2025) and 84% want
to see food and drink photography on the restaurant's profile (Toast, 2024), the demand for attention is
documented; what most operations lack is the bridge between that attention and an attributable transaction.
Reach is booked on the platform. Contribution margin is booked in your till. Nobody has reconciled the

two ledgers.

And the cost of inaction climbs every quarter, because off-premise now accounts for roughly 75% of traffic
according to Circana, which means the purchase decision happens on a screen — map, feed or marketplace —
before your kitchen hears about it. An operator who does not govern that screen has outsourced their unit
economics to a third-party algorithm that charges commission for the privilege.

This brief is the written version of a talk | give to boards: it is not about what to post on Tuesday, it is about what
has to change structurally so that posting on Tuesday carries measurable consequence in the half-year EBITDA.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

First-time guest retention

Clicks on the local listing

Order origin

Third-party delivery weight

Transactions via loyalty

Owned email channel return

Local creator collaborations
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INDUSTRY BASELINE (CITED
SOURCE)

X  70% never return
(Restroworks, 2025)

X Complete profiles earn 7x
more clicks (WebFX, 2026)

X 70% prefer ordering directly
from the restaurant (Paytronix,
2024)

X DoorDash holds 60.7% of the
market (Earnest Analytics, 2024)

X  37%+ at the 90th percentile of
operators (Paytronix, 2024)

X 36 USD returned per dollar
invested (Litmus, 2024)

X ~8x ROl and +30% bookings
the following week (Get Sauce,
2025)

TARGET UNDER THE
MASTERESTAURANT
ARCHITECTURE

v Cut leakage to 55% within 12 months
through data capture on the first order

v 100% of listing fields filled plus four

fresh photos monthly as operating standard

v Shift 30% of marketplace volume to the
owned channel within two quarters

v"  Dependency ceiling: no aggregator
above 40% of total orders

v Move from 0% measured to 18%
identified transactions in 12 months

v First-party list of 4,000 guests fed from
social and table QR codes

v Four collaborations a year measured in
attributed bookings, not likes
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INDUSTRY BASELINE (CITED TARGET UNDER THE
SOURCE) MASTERESTAURANT
ARCHITECTURE

Short-form video presence X 48% of operators are on v" Weekly production from the kitchen at
TikTok, against 26% in 2023 near-zero marginal cost
(TouchBistro, 2025)

1. The diagnosis: high output, zero capture

Posting fourteen times a month with no capture destination is not marketing, it is donating content to a platform
that resells your audience. Two numbers hold that claim up: 72% of people use social media to research restau-
rants (Restroworks, 2025) and 84% prefer to see food and drink photos on the profile (Toast, 2024), so the de-
mand for attention is documented and not up for debate. What almost no operation owns is the bridge between
that attention and a transaction with a name, an email and an average check attached. Reach lives in the plat-
form dashboard; contribution margin lives in your register, and nobody has reconciled the two sheets. Until that
reconciliation exists, every piece of restaurant social content is a sunk cost dressed up as strategy. Build the
destination before the traffic. a complete Google Business profile is seven times more likely to earn clicks
(WebFX, 2026), and that multiplier works on visitors who already decided to eat out.

2. Why does the Google profile come before the camera?

Most operators invest backwards —camera, lighting, editing, editorial calendar— and leave the local list-
ing with stale hours, an incomplete menu and six photos from 2022.

That inverted order explains why so many beautiful accounts convert so poorly. With off-premise running near
75% of traffic according to Circana, the purchase decision happens on a screen —map, feed or marketplace—
before your kitchen hears about the order. Get the destination spotless first, then push traffic into it; the opposite
sequence costs you money every month and shows up in no report. In this band the right decision is to give up
omnipresence and buy repeat business. An operator below 500 thousand USD a year has no structure to feed
five channels, so hold two formats —a Google listing refreshed weekly and one short-video channel— and pour
the rest of the effort into capturing emails. The threshold | propose is concrete: 800 verified emails in twelve
months, roughly 15% of your unique guests.

3. Under 500 thousand USD a year: two formats, one list

The arithmetic earns that discipline, because Litmus (2024) measures 36 dollars returned per dollar spent on
email and the DMA (2024) reaches 42.24, figures no social format matches. And since 70% of first-time diners
never come back (Restroworks, 2025), the list is the only thing that turns an accidental visit into a customer with
a history. The lever here stops being publish more and becomes know which post sat down to eat. A business in
this band usually carries 15 to 20 thousand followers and no way to tell the accountant how many tables came
from the feed, and that gap closes with your own direct ordering plus a source code per campaign. The numeric
target: 20% of digital orders flowing through your own channel within two quarters, which is realistic when 70%
of consumers already prefer ordering straight from the restaurant rather than a third party (Paytronix, 2024).
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4. 500 thousand to 1 million: attribution before reach

Every point you claw back from the marketplace is worth between 18 and 30 commission points you pay today
for a guest who, as far as your database is concerned, does not exist. Install attribution and the rest falls into
place. Past a million in revenue, social content stops being acquisition and becomes the engine of a loyalty pro-
gram with hard metrics. The strongest operators in the sector drive more than 37% of transactions through loyal-
ty members (Paytronix, 2024) and 32% of those members use their membership several times a week (Loyalty-
Pass, 2026), which turns frequency into a variable you manage instead of one you wait for. Set the threshold at
25% identified transactions inside the first year and audit it monthly against the POS, never against the
Instagram dashboard. At Masterestaurant we run this band with an uncomfortable rule: if a campaign does
not move registered-member frequency, it gets shut off at sixty days even when the video reached half a
million views.

5. Above 5 million: the high-end profile and its trap

Above five million a different profile shows up —the celebrity-chef restaurant or the large-format themed venue
— whose audience grows on the figure rather than the kitchen, and that is exactly the trap. Such an operator
can pile up hundreds of thousands of followers and hold a high check while the person remains available; the
day that figure leaves or switches projects, the reservation curve drops without the team having built any asset
of its own. The defense is transferring audience from the person to the brand with a verifiable goal: 40% of the
email list and the loyalty program captured through brand channels, not the personal profile. Outside help works
well in this band —campaigns with local food creators return roughly 8x and add 30% in bookings the following
week (Get Sauce, 2025)— but you hire it as traffic, never as identity. A group above 10 million does not have a
content problem, it has a governance problem: each location posts on its own, each manager answers reviews
their own way, and customer data ends up scattered across twelve accounts nobody consolidates.

6. Group or chain over 10 million: governing the data

The board decision is to centralize identity and decentralize local execution, with one clear operating threshold:
95% of the group's Google listings complete and verified, and a single customer base deduplicated by phone
number. Competitive pressure justifies it, because marketplace concentration is brutal —DoorDash closed 2024
with 60.7% of the US delivery market against Uber Eats at 26.1% (Earnest Analytics, 2024) and iFood domi-
nates Brazil with 80% (Grand View Research)— and negotiating with that power is only possible if you arrive at
the table with demonstrable demand of your own. Diego F. Parra puts it plainly to boards: without your own data,
you do not negotiate, you accept. The structural difference is data ownership. An account with 40 thousand
followers is an audience rented from a platform that can rewrite distribution tomorrow; a list of 4,000 emails
captured through those same posts is an asset that shows up in operational due diligence when you sell
the business.

7. What separates a pretty account from a revenue asset?

Litmus (2024) documents 36 dollars returned per dollar spent on email, and the DMA (2024) puts it at
42.24: no social format comes close on unit economics.

The second difference is sequence. Almost every operator starts with production — camera, lighting, editing —
and gets to the local listing last, if ever. Reverse it: destination first, traffic second. A complete Google Business
Profile earns 7x more clicks (WebFX, 2026), and those clicks come from someone who already decided to eat
nearby; restaurant social media content only makes economic sense once it feeds a sales funnel that already
converts. The third is horizon. Reach expires in 48 hours; online reputation compounds. Every review, every
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guest photo, every geotagged mention thickens the asset that determines guest lifetime value three years out.
Treat reputation as inventory, not as an incident queue. | got this wrong for years, and | will say it plainly: when a
client's sales flattened | used to prescribe more posting.

8. What separates a pretty account from a revenue asset — in practice

Reach went up, the team's workload went up, and the average check did not move a cent. The problem was
never content volume. It was that there was nowhere to land.

POINT BY POINT

Decision matrix: traditional approach against systems architecture

UNIT OF SUCCESS

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT ldentified
Reach, impressions and accumulated transactions over total transactions
followers

Verdict: B wins. The 90th percentile of operators runs 37%+ of transactions through identified
members (Paytronix, 2024); followers appear on no financial statement.

ORDER OF INVESTMENT

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Local listing and

Creative production first, destination later owned ordering first, content after

Verdict: B wins, no argument. Complete profiles earn 7x more clicks (WebFX, 2026): buying
traffic into a broken destination burns budget with style.
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ORDER CONVERSION CHANNEL

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Owned channel

All digital volume through aggregators with a per-platform dependency ceiling

Verdict: B wins on unit economics. Some 70% of consumers already prefer ordering direct
(Paytronix, 2024) and DoorDash holds 60.7% of the market (Earnest Analytics, 2024):

concentration is territory risk.

CRITERION FOR HIRING CREATORS

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Attributed

The creator's follower count bookings in the following week

Verdict: B wins. Get Sauce (2025) documents ~8x ROl and +30% bookings the week after with
local food creators; audience size does not predict that figure.

TREATMENT OF ONLINE REPUTATION

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT An inventory of

A service ticket, answered and filed indexable assets feeding local search

Verdict: B wins. With 72% researching on social before choosing (Restroworks, 2025), every
review is a fragment still working months after it was written.
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WEEKLY PRODUCTION FORMAT

A - INDUSTRY BASELINE (CITED SOURCE) B - MASTERESTAURANT Real food
Graphic design with text over a template photography and short-form video from the
kitchen

Verdict: B wins. Some 84% prefer food and drink photos on the profile (Toast, 2024) and 48% of
operators already produce on TikTok, against 26% in 2023 (TouchBistro, 2025).

SIDE-BY-SIDE COMPARISON

The mistake that costs you the quarter SYSTEMIC ENTROPY

X Measuring content by reach and followers, numbers no lender accepts as collateral.
X Posting plate photography with no direct ordering link and no field to capture the guest's email.

X Leaving the Google Business Profile half-filled while paying for video production, when a complete
profile multiplies clicks by 7 (WebFX, 2026).

X Handing 100% of digital volume to aggregators in a market where one holds 60.7% (Earnest Analytics,
2024).

X Hiring creators on follower count instead of attributable bookings the week after.

X Treating online reputation as a customer-service ticket rather than an asset inventory: every 5-star
review is an indexable fragment working for you in local search.
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The architecture that actually moves EBITDA MASTERESTAURANT

v~ One governing indicator per quarter: identified transactions over total transactions.

v" A complete, living local listing before any creative spend; the map is the real sales funnel of a
neighbourhood business.

v" Every piece of restaurant social media content lands on an owned destination: orderable menu,
booking, or email list.

v" A per-aggregator dependency ceiling written into the board minutes, with a migration plan toward the
direct channel.

v" Aloyalty programme measured in transaction penetration, against the 90th-percentile standard
(Paytronix, 2024).

v Local collaborations judged by the Get Sauce (2025) yardstick: next-week bookings against the full
cost of the content.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

INDUSTRY BASELINE (CITED TARGET UNDER THE
SOURCE) MASTERESTAURANT
ARCHITECTURE

First-time guest retention X 70% never return v Cut leakage to 55% within 12 months
(Restroworks, 2025) through data capture on the first order

Clicks on the local listing X Complete profiles earn 7x v 100% of listing fields filled plus four
more clicks (WebFX, 2026) fresh photos monthly as operating standard

Order origin X 70% prefer ordering directly v Shift 30% of marketplace volume to the
from the restaurant (Paytronix, owned channel within two quarters
2024)

Third-party delivery weight X DoorDash holds 60.7% of the v"  Dependency ceiling: no aggregator
market (Earnest Analytics, 2024) above 40% of total orders

Transactions via loyalty X 37%+ at the 90th percentile of v Move from 0% measured to 18%
operators (Paytronix, 2024) identified transactions in 12 months

Owned email channel return X 36 USD returned per dollar v First-party list of 4,000 guests fed from
invested (Litmus, 2024) social and table QR codes
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INDUSTRY BASELINE (CITED TARGET UNDER THE

SOURCE) MASTERESTAURANT
ARCHITECTURE
Local creator collaborations X ~8x ROl and +30% bookings v Four collaborations a year measured in
the following week (Get Sauce, attributed bookings, not likes
2025)
Short-form video presence X 48% of operators are on v" Weekly production from the kitchen at
TikTok, against 26% in 2023 near-zero marginal cost

(TouchBistro, 2025)

THE NUMBERS THAT MATTER

Industry scorecard

72 %

use social media to research
restaurants before choosing

70 %

of first-time guests never return to the restaurant

Ix

more clicks earned by complete
Google Business Profiles

70 %

prefer ordering directly from
the restaurant, not a third party

37 %

of transactions via loyalty reached
by 90th-percentile operators

36 us

returned for every dollar invested in email marketing

VISUALIZATION

The numbers, visualized
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use social media to research restaurants before choosing

G

of first-time guests never return to the restaurant

G

more clicks earned by complete Google Business Profiles

aa

prefer ordering directly from the restaurant, not a third party

G

of transactions via loyalty reached by 90th-percentile operators

G

returned for every dollar invested in email marketing

G 36USD

Sources: Restroworks 2025 - WebFX 2026 - Paytronix 2024 - Litmus 2024 Chart by masterestaurant.com

REAL CASE

“I arrived with 31 thousand followers and a till that had not grown in five quarters. Diego did not tell me to
post more: he made me complete the Google listing, put an owned ordering link in the profile and capture
emails with a table QR. In seven months we went from 0 to 14% identified transactions, food cost stayed
where it was at 29%, and 22% of the orders that used to run through the commissioned aggregator now
come in direct. That is 41 thousand USD of margin that used to leave as commission.”

— Managing director of a three-unit Peruvian restaurant group, 500 thousand to 1 million USD
annual band, Bogota

HOW TO APPLY IT IN YOUR RESTAURANT
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What does the 90-day roadmap look like?

@ Phase 1 - Days 1-30: audit the destination, not the content
Deliverable: a map of live destinations. Freeze creative production for a week and audit where
your existing traffic lands. Google Business Profile at 100% of fields, real hours, menu
uploaded, photos from the last 60 days, and an owned ordering link in every social profile. The
hard reference comes from WebFX (2026): 7x more clicks for complete profiles. Success metric:
every listing field filled and click-to-order working across the three main platforms, verified with a
test purchase from a phone outside the business.

@ Phase 2 - Days 31-60: capture the data at every touchpoint
Deliverable: an owned list with measurable growth. Table QR, capture at direct checkout, repeat
incentive inside the first delivery. The goal is not a sophisticated loyalty programme, it is
identifying the guest: 90th-percentile operators run 37%+ of transactions through identified
members according to Paytronix (2024), and that is where retention and repeat business
actually live. Success metric: 600 verified emails and 8% identified transactions over total orders
by day 60.

@ Phase 3 - Days 61-90: production with a destination and attribution tracking
Deliverable: a weekly grid with attribution. Now the content — and the format matters: 84%
prefer food and drink photography on the profile (Toast, 2024), and 48% of operators already
produce on TikTok against 26% in 2023 (TouchBistro, 2025). Every piece carries an owned
destination and a tracking code. Add two local food-creator collaborations, judged against the
Get Sauce (2025) benchmark of ~8x ROl and +30% bookings the following week. Success
metric: 25% of digital orders traceable to a specific piece.

@ Phase 4 - Quarter 2: corporate governance of the channel
Deliverable: board minutes with a dependency ceiling. Write the limit down: no aggregator
above 40% of orders, in a market where DoorDash holds 60.7% (Earnest Analytics, 2024) and
iFood reaches 80% in Brazil (Grand View Research). Risk mitigation happens in writing or it
does not happen. Success metric: direct-channel share above 30% of digital volume and
customer acquisition cost below 12% of the average check.

FAQ
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Questions a board actually asks

What does it cost NOT to act on restaurant social media content?

It costs the gap between the 70% of first-time guests who never return (Restroworks, 2025) and the 37%+ of
transactions top operators capture through loyalty (Paytronix, 2024). For an operation in the 500 thousand to
1 million USD band, recovering ten points of that leakage is worth more than any reach campaign available
this year.

Does posting more often increase restaurant sales?

Not on its own. Frequency without an owned destination buys reach and books no contribution margin. Some
72% research on social (Restroworks, 2025), but that research ends on a map or a menu: if the listing is
incomplete, you pay for production while somebody else collects commission on the order.

Which KPI should the board review monthly?

One: identified transactions over total transactions. It compresses online reputation, delivery conversion and
guest lifetime value into a single auditable number. The reference standard is the 90th percentile at 37%+ per
Paytronix (2024); starting at 8% and reaching 18% within twelve months is a defensible target.

Can a restaurant under 500 thousand USD a year apply this?

Yes, and with an edge: the first step costs nothing and fits in an afternoon. Complete the Google Business
Profile — complete profiles earn 7x more clicks (WebFX, 2026) — and put an owned ordering link in the profile.
A celebrity-chef restaurant above 5 million faces the identical problem with more zeros and image royalties
stacked on top.

DATA & SOURCES

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source
~ 92% de los comensales lee resefas Restroworks — Google Restaurant Search
Lectura de resefas i o
antes de elegir donde comer Statistics 2024
. Harvard Business School (Michael Luca) —

Impacto de una estrella Subir 1 estrella en Yelp eleva los . )

- . Reviews, Reputation, and Revenue: The
en la resefa ingresos entre 5% y 9%

Case of Yelp.com

Participacion de mercado DoorDash lideré con 60.7% del Earnest Analytics — US delivery market
en delivery (DoorDash) mercado de delivery a fin de 2024 share 2024
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Metric

Participacion de mercado
(Uber Eats y Grubhub)

Costo real del delivery de
terceros

Preferencia por el pedido
directo

Benchmark 2026

Uber Eats 26.1% y Grubhub 6.3% del
mercado de delivery a fin de 2024

El costo efectivo llega a 30%-40% del
total del pedido con comisiones y
tarifas

70% de los consumidores prefiere
pedir directamente al restaurante y no
a un tercero

Source

Earnest Analytics — US delivery market
share 2024

Restaurant Business — Third-party delivery
charges, 2024

Paytronix — Online Ordering 2024 Trends

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