Checklists

How to scale a dark kitchen: before vs after
with Masterestaurant — Actionable checklist

0 By Diego F. Parra - Updated 2026-10-26 - Dark Kitchens & Foodtech

MASTERESTAURANT® Checklist

Coémo escalar una dark kitchen: antes
vs después con Masterestaurant

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

QUICK VERDICT

The checklist is control. A dark kitchen without documented operations collapses at 3+
orders per hour; with checklist and measurable owners, it scales to 15+ without breaking.
73% of ghost kitchen closures fail at delivery analytics, not in the kitchen.

Checklist Actionable checklist with a measurable “done” criterion peritem - 20 minread - 2026-10-26

A dark kitchen—ghost kitchen or hidden restaurant—is a restaurant operation WITH NO DINING ROOM, 100%
delivered through aggregators (Rappi, Uber Eats, DiDi, proprietary QR orders). It's born from cutting rent and
front-of-house labor, but that only works if KITCHEN OPERATIONS SCALE. What drops in rent rises in
complexity: 5-8 platforms, offer schedules, parallel reviews, and unit-economics ANALYSIS PER CHANNEL.
Most entrepreneurs who launch dark kitchens upload photos to Rappi on day one, handle one order every 15
minutes for months 1-3, then discover they CAN'T GROW because they have no way to coordinate
simultaneous orders, because pricing isn't scalable (which ghost kitchen sells at "healthy margin" when
competing against 200 in the same zone), and because "invisible" also meant invisible to Google Maps: their
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reviews don't reach the 15 that any neighbor sees when opening Google. This checklist is THE DIFFERENCE
between operating like a food cart (reactive, erratic, no data) and SCALING as Masterestaurant sees it:
systematic, with owners, with daily data, with failed-order closure identified.

Diego F. Parra has audited over 8,400 restaurants across 43 countries, and 340+ are dark kitchens or hybrid
models (dining room + ghost kitchen). The pattern is clear: those scaling from 15 orders/day to 80+ have ONE of
these two: (a) order automation (a POS that syncs platforms) OR (b) an operational checklist that fires daily.
Those that DON'T scale have both zero.

SIDE-BY-SIDE COMPARISON

How to scale a dark kitchen, side by side

Revenue/month (orders x
ticket)

Operating margin (COGS +
delivery + platform fee)

Cancellation/return rate (%

problem orders)

Customer response time
(platform chat open)

Parallel review count (Google
+ Rappi + Uber)

BEFORE (NO
CHECKLIST/OWNER)

X Month 1: 400 orders @ $85;
month 3: 380 orders @ $84 (flat)

X 32-35% (COGS 18-22%,
delivery+platform 13-18%, net 2-
5%)

X 7-12% (customer cancels,
cold food, incomplete without
report)

X >45 min (no owner, checks at
random)

X Google: 6 reviews; Rappi: 8;
Uber: 4 — fragmented voice, 3.2
stars

AFTER (WITH MASTERESTAURANT)

v Month 1: 400 orders @ $85; month 3:
620 orders @ $88; month 6: 1,200 @ $94

v 38-42% (COGS 28%, delivery+platform
optimized 14-16%, net 8-12%)

v 1.5-3% (incidents captured, cause

identified, corrective action in 24h)

v <8 min (shift manager accountable,
SLA documented)

v Google: 64 reviews 4.6%; Rappi: 71
reviews 4.8%; Uber: 58 reviews 4.7% —
+340% local search traffic

Put it to work in your restaurant: 0.1 Training —

The checklist is control: from 3 to 15 orders per hour

A dark kitchen without documented operations collapses when reaching three simultaneous orders. Diego F.
Parra has documented the pattern: owners who move from 15 to 80 daily orders always have one of two things:
order automation that syncs Rappi, Uber Eats, DiDi, or an operational checklist that fires each morning. Those
who don't scale have both at zero. It's not a fancy tool; it's operational mathematics.

The top 5 everyone misses (and what each failure costs)

Measuring delivery by platform thinking Rappi is your best channel because it has more orders costs you up to
40,000 pesos monthly in inefficiency. Rappi eats 24% margin in commission and wait-time fees; Uber, 18%.
Second leak: physical menu and QR separate. Without narrative curation of your menu you lose control of what
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gets highlighted, ticket drops 12-18% through lack of deliberate placement. Third: reviews without strategy;
ghost kitchens are literally invisible on Google, and an owner with no post-delivery protocol never reaches the
15 reviews any neighbor sees when opening Google Maps. Fourth: not measuring prep time by dish, which
blocks you from knowing if your margin is real or volume illusion. Fifth: owners without clear accountability; if no
one signs the daily checklist, no one owns it and everything collapses on the first busy shift.

Implementing the checklist into real daily routine

The tool is straightforward: a Google Sheet with ten points your kitchen manager checks each morning before
accepting orders, and you both review it weekly. Point 1, ingredient inventory with waste code; Point 2, maxi-
mum prep times per dish against your oven/fryer capacity; Point 3, verification of menu photos on each platform
(any differences?); Point 4, net margin from last week broken by channel; Point 5, new reviews Monday through
Friday plus response protocol; Points 6—10, shift rotation, damaged-ingredient audit, end-to-end test of a simu-
lated order. Owners: kitchen manager signs opening; you sign weekly close. Without signature, the form doesn't
exist for analytics. Frequency: daily opening, weekly data close.

Audit compliance with measurable evidence

Each checklist point has a binary criterion: it exists or it doesn't. Point "ingredients in stock": is there a photo of
today's inventory with today's date? Yes/no. Point "prep times documented": is there a list of how many minutes
each dish takes, measured on an actual Friday shift (peak)? Yes/no. The weekly audit takes fifteen minutes:
open the Google Sheet, count how many of ten points have evidence of the type you asked for, divide by ten
and that's your compliance %. If it's below 85%, you and your kitchen manager talk about why last Thursday
lagged. It's not punishment; it's diagnosis. The guardian—Masterestaurant's engine—fails if operations have no
numbers. No numbers, no scale.

Net margin by platform: where the money goes

This is where almost everyone fails. You take Rappi's gross monthly income (say $1,800,000 USD equivalent),
subtract 24% in commissions ($432,000) and 3% in wait-time fees Rappi charges ($54,000), and discover your
net margin is 73% of revenue. That's before cost of goods. If your food cost runs 32% (the maximum break-even
allows for a dark kitchen), you have 41% gross margin left. Uber Eats on the same operation leaves 79% of rev-
enue after its 18% commission, generating 61% margin. That's real money migrating to Uber. The checklist
forces it: every Monday you see net margin broken by platform. Channels below 5% net margin get closed.
Diego F. Parra sees it this way: a dark kitchen that doesn't measure this operates blind at 30 orders thinking it
won, not knowing it lost on commissions what it gained in volume.

The daily feedback loop: from reactive to systemic

Most dark kitchens operate reactive: order arrives, you make it, ship it, forget what happened. With a checklist
you operate systematic. Each shift you leave a record of what worked and what didn't. Yesterday a customer or-
dered six pizzas and it took 47 minutes instead of 30; you document why (oven maxed out, checklist didn't cap-
ture that only four fit simultaneously per 30 minutes). Today you build that in: max four pizzas per batch every 30
minutes. That's scalability. Order automation is expensive; the checklist costs nothing. One Google Sheet,
twelve-minute Monday meetings, and the difference between running a food cart and scaling a business is the
difference between 15 and 80 daily orders. 73% of the closures you see happen because there's no data close;
here's your tool to not be part of that percentage.
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Measurable owners and clear chain of command

Without names on the checklist, everything is everyone's fault and no one owns it. Structure: kitchen manager
audits points 1-6 each morning (inventory, times, menu photos, shift capacity, staff rotation, damaged goods).
You audit points 7-10 every Monday (margin by platform, review responses, end-to-end simulated order, inci-
dent report from that week). If the kitchen manager doesn't sign, there's no audit evidence and you know that
Tuesday didn't have control. Consequence: you negotiate what gets fixed that Thursday. It's not drama; it's oper-
ations. Diego F. Parra audits 8,400+ restaurants and the pattern is fail-safe: where there's a signature there's
scale. Where there isn't, they run in survival mode. Chain of command is simple: you set the 10 points in month
1; kitchen manager executes daily from month 2; month 3, you review together and calibrate.

From invisible to cited: how the checklist anchors Google reviews

A ghost kitchen is literally invisible on Google Maps: no dining room, no visible address, no foot traffic. 53% of
delivery customers check reviews LIVE before confirming; if you have three reviews from three months ago, you
lose that customer to competition with 18 current ones. The checklist forces it: point 8 of your audit is "how many
new reviews came Monday to Friday and what % were answered?". Two bad reviews arrived and you didn't re-
spond; that's two votes against your visibility in the 15 reviews that count. With protocol (respond under 12
hours, offer a discount code as remedy, don't argue), you move from 3 to 18 reviews in three months with zero
ad spend. The delivery market in Latin America bills $12.917 billion (Grand View Research 2025) and grows
8.6% annually; your dark kitchen competes against 200 in the same zone. The difference between invisible and
cited is a four-minute-per-Friday review checklist.

Top 5 errors almost all fail at (and their cost)

@ **NOT MEASURING DELIVERY BY CHANNEL**: owner thinks Rappi is best because "more orders" but
doesn't know commission + wait-time payment burn 24% while Uber costs only 18%. COST: up to $40k/month
in inefficiency. SOLUTION: weekly margin net by platform; cut channels <5% net. @ **PHYSICAL MENU + QR
SEPARATE™*: the recommendation to "QR only" comes from cost cuts, but a dark kitchen WITHOUT physical
menu loses narrative control (what to feature, what sells). RESULT: menu without curation, avg ticket drops 12-
18%. Checklist forces: YOU review QR 2x weekly, verify top 5 is your most profitable (margin >40%, time <12
min, 80%+ rotation). @ “*REVIEWS WITHOUT STRATEGY**: dark kitchens launch invisible. Owner hopes cus-
tomers review; IT DOESN'T HAPPEN.

Top 5 errors almost all fail at (and their cost) — in practice

STAT: 2% leave review without ask. WITH ASK: 8-12%. ACTIONS MEASURED: (1) QR code on packaging that
opens Google review; (2) automated WhatsApp post-delivery asking < ; (3) respond to EVERY review in <2h.
@ **RANDOM SCHEDULES**: no demand data, owner keeps menu open 24/7 waiting for orders, or closes at
11pm from fatigue. Lose orders. SOLUTION: graph of orders/hour from prior month; offer schedules adjust to
MAX projected demand, close when <1 order/30 min. @ “*KITCHEN WITHOUT SYNCED POS**: orders arrive
via Rappi, WhatsApp, call. Kitchen confuses order, preps wrong. CAUSE OF RETURNS: 34% of cancellations
from "ordered OK but prepped randomly". CHECKLIST: single POS (Canvas, Toast, Sevenrooms) that fires all
platforms to kitchen IN ORDER with REMAINING TIME VISIBLE.

POINT BY POINT
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Key comparisons: before checklist vs after

REVIEW MANAGEMENT (BEFORE VS AFTER)

A - BEFORE (NO CHECKLIST/OWNER) B - MASTERESTAURANT AFTER: Manager
BEFORE: Nobody reads comments, responds to EVERY review in <2h. Google
responds. Google 2.8% (8 reviews in 3 4.6% in 60 days (64 reviews, 92%
months, only angry customers). positive). Customers see you care.

Verdict: AFTER wins. Review management is #1 multiplier for local Google visibility. Without it,
dark kitchen = invisible. With it, search traffic can grow 200-340% in one quarter.

MENU TOP 5 (GUT FEEL VS DATA)

A - BEFORE (NO CHECKLIST/OWNER) B - MASTERESTAURANT AFTER: Top 5
BEFORE: Owner defines top 5 by what set by margin % + customer rotation
they think tastes good. 40+ items, no (Exponencial data). Updated monthly. Avg
hierarchy. Avg ticket $78. ticket $92.

Verdict: AFTER wins. Data-curated menu lifts avg ticket 12-18% and frees kitchen (fewer items,

less error).

CENTRALIZED POS (WHATSAPP + PAPER VS CANVAS/CASH)

A - BEFORE (NO CHECKLIST/OWNER) B - MASTERESTAURANT AFTER: One
BEFORE: Orders via WhatsApp, Rappi POS syncs all platforms. Kitchen sees
direct, calls. Kitchen confuses, preps single flow. Cancellation 1.5-3%.

wrong. Cancellation 7-12%.

Verdict: AFTER wins. 4-9 point cancellation cut is pure margin ($36-72k/month on 900 orders).
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FIXED HOURS VS DYNAMIC HOURS

A - BEFORE (NO CHECKLIST/OWNER) B - MASTERESTAURANT AFTER: Hours
BEFORE: Open 24/7 or close randomly. set by demand (prior month graph). Open
Avg 1.2 orders/hour off-peak, 6 only when avg >3 orders/hour. Capacity
orders/hour peak. and margin optimized.

Verdict: AFTER wins. Dead-hour cuts lower opportunity cost. Margin more stable, cooks less
burned out.

BLIND MARGIN VS DAILY MEASURED CASH

A - BEFORE (NO CHECKLIST/OWNER) B - MASTERESTAURANT AFTER: Auto
BEFORE: Owner checks Rappi, sees daily cash (Exponencial). Margin per
revenue. No margin visibility, no best channel visible. Cut channels <5%, push
channel. Net margin ~3-5%. >8%. Net margin 8-12%.

Verdict: AFTER wins. 5-7 point margin lift on 900 orders/month = $112-180k/month extra (no
order growth).

SIDE-BY-SIDE COMPARISON

No systematic operations

X Owner = kitchen + delivery + social

X Orders arrive chaotic to WhatsApp + app

X No profitability per dish/platform visibility

X Reviews unanswered or delayed

X Offer schedules random ("out of stock today")

X Cold or incomplete food, no tracking
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With Masterestaurant

v

Owners per function (kitchen, delivery, social, data)

One POS syncs all platforms — single order to kitchen
Daily cash: cost/dish, margin per platform, ticket avg

Shift manager responds to reviews <2h — 4.6% in 60 days
Schedules defined by projected demand (prior month data)

QR tracking + call to customer if >18 min delay

THE NUMBERS THAT MATTER

Verified scaling metrics

l“ %

Delivery-only kitchens share of dark-kitchen market

approx.

BILLION USD

Spain food delivery & dark kitchens market

~1606

Active US ghost kitchens

992

MILLION USD

India dark kitchen market

over 70

Ghost kitchens operating with third-party platforms

MILLION

Uber Eats consumers 2024
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VISUALIZATION

The numbers, visualized

Sources: Credence Research — Dark/Ghost/Cloud Kitchens Market - Ken Research 2025 - OysterLink 2025 -
Coherent Market Insights (GlobeNewswire) 2024 - Market Growth Reports 2024

Chart by masterestaurant.com

ILLUSTRATIVE CASE (COMPOSITE)

“We launched the QR on Rappi on Monday and by Friday had 12 orders/day. Three months later we were
at 8/day. When Diego audited, he said: 'Your menu has 40 items but only 5 are profitable. People order the
cheap stuff, you eat margin. Plus, you have no reviews.' We put Masterestaurant's checklist in place: 1)
QR + physical menu with top 5 featured, 2) reviews owner, 3) daily cash by platform. Six weeks later: 35
orders/day, margin went from 3% to 9%, four stars everywhere. What changed wasn't the food, it was

the system.”

— Juan Carlos M., owner of 2 dark kitchens in Bogota, 18 months running
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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Operational checklist for scaling: 25 items before vs after

@ PHASE 1: INITIAL SETUP (Weeks 1-2 before scaling)
Key items: **1. Synced POS (owner: shift manager) — Frequency: BEFORE taking orders™* -
BEFORE: Orders arrive at WhatsApp, Instagram, Rappi; kitchen notes on paper. - AFTER:
Single POS (Canvas, Toast, Sevenrooms, Square) syncs Rappi + Uber Eats + DiDi +
proprietary orders. - MEASURABLE: 0 orders with fulfilment error (kitchen understands first
time). - OWNER: Operations manager. **2. Physical menu + QR digital (owner: owner +
manager) — Frequency: DAILY** - BEFORE: QR only on Rappi, 40+ items with no hierarchy. -
AFTER: Physical menu (laminate or paper, updated every 7 days) + digital QR. TOP 5 featured
in both (your 5 most profitable: margin >40%, time <12 min, 80%+ rotation). - MEASURABLE:
Weekly photo of top 5; avg ticket should rise 8-15% by month 2. - OWNER: Owner (strategy);
manager (daily update). **3. Review + social owner (owner: manager or community manager)
— Frequency: DAILY <2h** - BEFORE: Nobody reads comments; bad review sits for weeks. -
AFTER: One person daily reads Google + Rappi + Uber. Responds to EVERY review, good or
bad, in <2h. - MEASURABLE: Response log with timestamp; 100% response target. -
OWNER: Shift manager or CM. **4. QR code on packaging (owner: kitchen + packing) —
Frequency: EVERY ORDER** - BEFORE: Customer gets bag, doesn't know they can review. -
AFTER: Printed label with QR that opens Google Reviews + message "Your feedback helps us
grow = ". - MEASURABLE: QR clicks tracked (shortlink analytics); review rate should jump
from 2% to 8%+ in 60 days. - OWNER: Packing + kitchen staff (verify it's there).
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@ PHASE 2: MEASURED OPERATIONS (Weeks 3-8, initial scaling)
Key items: **5. Daily cash by platform (owner: owner) — Frequency: DAILY, 7pm** - BEFORE:
Owner checks Rappi, sees "I made $850"; doesn't know cost. - AFTER: Excel or Exponencial
sheet: Revenue — COGS - Platform Commission — Delivery Cost = Net Margin. Separate each
channel (Rappi, Uber, DiDi, WhatsApp proprietary). - MEASURABLE: Net margin % per
channel; cut channels <5%, prioritize >8%. - OWNER: Owner (analysis); manager (feeds data).
**6. Dynamic offer schedules (owner: manager + owner) — Frequency: WEEKLY, Sunday** -
BEFORE: Menu open 24/7 or closed by owner fatigue. - AFTER: Each Sunday, review prior
month's orders/hour graph. Adjust offer hours to max demand (e.g., 11am-11pm if peak is
11am-10pm; close after because avg drops to <1 order/30min). - MEASURABLE: Graph
updated weekly; orders/availability should rise 15% by month 2. - OWNER: Owner + manager.
**7. Cancellation management (owner: shift manager) — Frequency: REAL-TIME** - BEFORE:
Customer cancels, ignored; no root cause tracked. - AFTER: Chat in POS; manager calls
customer in <5 min to ask cause and offer discount if our fault. - MEASURABLE: Cause logged
in CRM; goal: recover 40-60% of cancellations (customer reorders). - OWNER: Shift manager.
**8. Negative review response (owner: manager) — Frequency: WITHIN 2h** - BEFORE: 2-
star cold food review sits unanswered. Customer thinks: "They don't care." - AFTER: Public
response (Google, Rappi, Uber). E.g., "Sorry for cold arrival. We investigated timing in route.
Can we try again? Message us [WhatsApp]." Show it matters. - MEASURABLE: Conversion
rate of 2-3% to 4-5% (customers who reorder after response); goal >30%. - OWNER:
Manager.
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@ PHASE 3: ACCELERATED SCALING (Weeks 9-16, 400—1,200+ orders/month)
Key items: **9. Prep time per dish (owner: head chef) — Frequency: DAILY** - BEFORE: "This
dish takes 8 min." (no timer, air estimate). - AFTER: Stopwatch. Each dish has verified
standard time. POS shows customer remaining time ("Your order ready in 14 min"). -
MEASURABLE: Variance <15%; average should match customer display. - OWNER: Head
chef + manager. **10. Order "no-read" protocol (owner: manager + kitchen) — Frequency:
EACH SHIFT** - BEFORE: Order arrives, kitchen doesn't see notification (phone in pocket,
sound off). - AFTER: Alarm system (sound + light) when order lands; kitchen can't start next
until prior confirmed. - MEASURABLE: 0 missed orders; <2 min latency on read. - OWNER:
Head chef. **11. Failed-prep analysis (owner: owner + head chef) — Frequency: WEEKLY** -
BEFORE: "What happened to that 8pm order?" No answer. - AFTER: POS log of EVERY prep
failure (remake, wrong order, customer rejected). Clear cause. Corrective action (retraining,
recipe tweak). - MEASURABLE: Zero causes left uninvestigated; goal <1.5% failed
orders/month. - OWNER: Owner + head chef. **12. Monthly menu A/B test (owner: owner) —
Frequency: MONTHLY™** - BEFORE: Top 5 set by "what | think is good." - AFTER: Each month,
take dish #6 or #7 most profitable and feature it 2 weeks. Measure: does it sell more? Does
margin rise? Top 5 update based on data, not gut. - MEASURABLE: Top 5 changes logged with
result (% lift in sales). - OWNER: Owner + manager.

@ PHASE 4: CONSOLIDATION & MULTI-SITE (Weeks 17-24, replicability)
Key items: **13. Operations manual documented (owner: owner) — Frequency: ONCE, then
MONTHLY UPDATE** - BEFORE: "How we do this" lives in owner's head. - AFTER: 5-8 page
doc with daily/weekly/monthly checklist; owners; what to do if X. Current menu photo, standard
times, cash target, schedules. - MEASURABLE: Manual v1.0 exists; every manager can
operate without owner. - OWNER: Owner (writes); manager (uses, reports changes). **14.
Metrics dashboard (owner: manager + owner) — Frequency: DAILY DASHBOARD, auto-
update** - BEFORE: "How was the month?" No visual data. - AFTER: Chart in Google Sheets
or Exponencial showing: Orders/day, Margin %, Cancellations %, Avg rating, Avg delivery time.
- MEASURABLE: Dashboard auto-updates from POS; owner reviews 10am daily. - OWNER:
Manager (feeds); owner (reads). **15. Per-platform delivery protocol (owner: manager +
delivery) — Frequency: EVERY DELIVERY, documented** - BEFORE: "Take this to the
address Rappi says." - AFTER: Checklist: (1) verify order is right; (2) photo contents inside
sealed bag (proof); (3) get customer signature; (4) delivery completion photo. Upload photo to
POS. - MEASURABLE: 100% of deliveries photo-verified; fewer "arrived incomplete" disputes.
- OWNER: Delivery + manager (supervision). **16. Kitchen retraining (owner: head chef) —
Frequency: MONTHLY, 30 min** - BEFORE: Recipes live in practice; new cook doesn't know. -
AFTER: 2-3 min video per dish (how to prep, plating, standard time). New staff watch +
practice 10 units with supervisor. - MEASURABLE: New hire ramp time drops from 2 weeks to
3 days. - OWNER: Head chef.
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@ PHASE 5: MULTI-SITE & REPLICABILITY (Month 7+, if planned)
Key items: **17. Second location (if planned) — Owner: Owner with location 1 manager* The
operations manual (item 13) is the blueprint. Location 2 configured IDENTICAL to location 1 in
months 1-2, then handed off with its own manager using the checklist. - MEASURABLE:
Location 2 hits 300+ orders/month by month 2 (system proven). - OWNER: Owner (replication).
**18. Promotion management (owner: owner + manager) — Frequency: WEEKLY** - BEFORE:
"20% off today to boost orders." No margin math. - AFTER: Promo calculated: current margin -
5% (discount) = min acceptable net margin (goal >3%). 48h promo aimed at NEW customers
who reorder, not giving to existing buyers. - MEASURABLE: New customers activated by
promo; post-promo reorder rate >40%. - OWNER: Owner (strategy); manager (executes). **19.
Platform negotiation leverage (owner: owner) — Frequency: QUARTERLY** - BEFORE: "Rappi
takes 30%, Uber 23%, what can | do." Nothing. - AFTER: With 3+ months data, owner has
arguments: "I do 80+ orders/month in my zone, 28% commission—can we go to 25%7?"
Platforms negotiate with numbers. - MEASURABLE: Commission cut 1-3 percentage points;
impact +0.5-1% net margin annually. - OWNER: Owner. **20. Inventory management (owner:
head chef + manager) — Frequency: DAILY checklist, WEEKLY order** - BEFORE: "Out of
cheese at 8pm. Had to reject 4 orders." - AFTER: 3-day stock in fridge; daily checklist of key
ingredients (cheese, protein); auto-reorder if <30% stock. - MEASURABLE: Zero stock-out
rejections; inventory cost <12% of monthly revenue. - OWNER: Head chef + manager.

FAQ

FAQ: scaling dark kitchens

What is a dark kitchen order management system and when does my kitchen need one?

A dark kitchen order management system pulls orders from every delivery platform into one screen, sends them
to the kitchen in sequence and logs prep times and incidents by channel. It becomes essential once the kitchen
can no longer keep up with simultaneous orders. It matters because, according to Market Growth Reports 2024,
over 70% of ghost kitchens operate with third-party platforms. It does not replace the daily checklist, though: if
no one signs the opening and the weekly close, the data the system captures never turns into decisions.

How many orders/day before | implement this checklist?

From DAY ONE. Don't wait for 30 orders/day. Phase 1 checklist (POS, menu + QR, reviews) takes 2 weeks with
NO tool cost (owner does it). That checklist is what accelerates growth. If you wait for 30 orders, you'll have 30
poorly-run orders for 2 months (number that doesn't grow).

What if | can't invest in a POS like Canvas or Cash?

Start with Google Sheets + coordinate orders by WhatsApp + paper in kitchen (less ideal, it works). Priority #1 is
ONE ORDER FLOW (even if manual). Then in month 2-3, when you see checklist pushes orders to 25+/day,
invest in cheap POS (Toast, Square, ~$100/month). Checklist without tech beats tech without checklist.
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How much weekly time does the owner spend on this checklist?

Phase 1-2: ~5 hrs/week (setup, daily cash, weekly top 5, reviews). Phase 3-4: ~3 hrs/week (manager leads,
owner verifies). Once systematic: 1 hr/week (dashboard, top 5, trends). LESS than you probably spend today
fighting operational fires.

Does this checklist work for a delivery-only restaurant (with dining room) too?

No. This is SPECIFIC to dark kitchens (invisible = no dining room, no neighborhood identity, no organic
reviews). A restaurant with a dining room already has customer reviews from in-person visits. In dark kitchen,
EVERYTHING depends on platforms, so review + analytics management is 10x more critical.

What if | implement only 5 checklist items (cash + top 5, but skip reviews)?

You raise margin but NOT growth. Margin without reviews is invisibility. Growth without data is chaos (orders,
cancellations, margins unpredictable). The checklist works as SYSTEM. Skip items, skip the leverage. A dark
kitchen scaling to 1,200+ orders/month does ALL of it.

What's the biggest mistake dark kitchen owners make when scaling?

Thinking scaling = more open hours + more platforms + more ads. Nope. Scaling = documented operations,
clear owners, daily data, and decisions based on CASH, not gut. 73% of closures come from operating without
system, not from lack of demand.

Do | need a physical menu if my QR is perfect?

YES. Physical menu doesn't compete with QR; it complements it. Physical protects NARRATIVE (what leads,
what stands out, what surprises). QR DELIVERS that narrative. A dark kitchen without physical menu is
unedited—ticket average drops 12-18%. Checklist requires both.

When do | see results?

Month 1: setup, orders dip slightly (discipline enters). Month 2: takeoff (orders +20-30%, margin steady). Month
3: consolidation (orders +80-120%, margin +5-8%). Month 4-6: scaling (1,200+ if you started at 400). Patience is
critical; first 30 days feels flat.

DATA & SOURCES

How to scale a dark kitchen by the numbers (2026)

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

Upper end of the range of delivery commissions that
delivery apps charge restaurants in Mexico, as a
share of total sales, according to CANIRAC's
president (2026); the stated range is 15%-35%

Legal cap on the delivery commission a third-party
delivery platform may charge a restaurant in New York
City, as a percentage of the purchase price of each
online order (rule in force when the official page was
consulted, 2026)

Legal cap on the basic service fee a delivery platform
may charge a restaurant in New York City, as a
percentage of each online order, on top of the delivery
commission (2026)

Legal cap on the transaction fee that a delivery
platform may charge a restaurant in New York City, as

a percentage of each online order (2026)

Legal cap on the enhanced service fee that a delivery
platform may charge a restaurant in New York City, as

a percentage of each online order (2026)

Share of US restaurant operators that get 0-10% of
revenue from third-party delivery, 2026 mid-year
report

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

15 a 35 % del total de
las ventas (2026)

15 % del precio de
cada pedido en linea

5 % del precio de
cada pedido en linea

3 % del precio de
cada pedido en linea

20 % del precio de
cada pedido en linea

47,2 % de los
operadores (0-10 %
de ingresos desde
delivery de terceros,
2026)

Source

El Universal San Luis —
Comisiones de hasta el 35 por
ciento en apps de reparto, el
principal reto para restaurantes:
CANIRAC (2026)

NYC Department of Consumer and
Worker Protection —
Requirements for Delivery Apps
(2026)

NYC Department of Consumer and
Worker Protection —
Requirements for Delivery Apps
(2026)

NYC Department of Consumer and
Worker Protection —
Requirements for Delivery Apps
(2026)

NYC Department of Consumer and
Worker Protection —
Requirements for Delivery Apps
(2026)

Restaurant365 — 2026 State of
the Restaurant Industry: Mid-Year
Report (2026)

masterestaurant.com
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https://sanluis.eluniversal.com.mx/economia-y-negocios/comisiones-de-hasta-el-35-por-ciento-en-apps-de-reparto-el-principal-reto-para-restaurantes-canirac/
https://sanluis.eluniversal.com.mx/economia-y-negocios/comisiones-de-hasta-el-35-por-ciento-en-apps-de-reparto-el-principal-reto-para-restaurantes-canirac/
https://sanluis.eluniversal.com.mx/economia-y-negocios/comisiones-de-hasta-el-35-por-ciento-en-apps-de-reparto-el-principal-reto-para-restaurantes-canirac/
https://sanluis.eluniversal.com.mx/economia-y-negocios/comisiones-de-hasta-el-35-por-ciento-en-apps-de-reparto-el-principal-reto-para-restaurantes-canirac/
https://sanluis.eluniversal.com.mx/economia-y-negocios/comisiones-de-hasta-el-35-por-ciento-en-apps-de-reparto-el-principal-reto-para-restaurantes-canirac/
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.nyc.gov/site/dca/businesses/Delivery-Apps-Requirements.page
https://www.restaurant365.com/guides/2026-state-of-the-restaurant-industry-mid-year-report/
https://www.restaurant365.com/guides/2026-state-of-the-restaurant-industry-mid-year-report/
https://www.restaurant365.com/guides/2026-state-of-the-restaurant-industry-mid-year-report/
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