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

Verdict: expanding blind is the most expensive way to grow. Before signing a lease or
paying a franchise fee, an operator must run a quantified territorial pre-feasibility: demand
density, delivery unit economics, real aggregator commissions (15%-30% nominal, up to
30%-40% effective per Food On Demand 2026) and a per-scenario break-even. The MTIE
model (Territorial Mitigation and Scenario Engineering) by Masterestaurant turns that
board decision into a number: if projected prime cost exceeds 62% or the territory misses
the order threshold, you don't open. A dark kitchen cuts CapEx versus a physical location,
but only survives if delivery unit economics close after commissions.
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The global cloud kitchen market is projected to reach USD 248.1 billion by 2035 (Precedence Research, 2025).
That growth draws capital, but expansion keeps failing for the same reason: operators decide where to open on
gut feel, not on a territorial risk model.

This white paper presents Masterestaurant's MTIE model —Territorial Mitigation and Scenario Engineering— an
algorithmic framework Diego F. Parra uses to separate profitable expansion from growth that burns cash. It is
not theory: it is the cost logic that decides whether a new location or dark kitchen enters the plan.

Written for CFOs, Expansion Directors and boards evaluating franchises, virtual brands or ghost kitchens
leveraged on delivery aggregators (Rappi, Uber Eats, iFood, DoorDash).

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

Side-by-side comparison

EXPANSION WITH MTIE

(QUANTIFIED PRE-FEASIBILITY)

TRADITIONAL EXPANSION

(GUT FEEL)

Basis of the territory decision ✕ Demand density + delivery unit
economics modeled per scenario

✓ "This spot looks busy":
observed traffic without conversion
data

Aggregator commissions in
the model

✕ 15%-30% nominal and up to
30%-40% effective loaded onto the P&L
(Food On Demand, 2026)

✓ Nominal commission assumed;
effective cost surfaces only at the
first close

Opening CapEx ✕ Dark kitchen vs. physical location
scenario compared before signing

✓ Physical location by default;
high CapEx with no alternative
evaluated

Prime cost threshold to
approve

✕ Rejected if projected prime cost
exceeds 62% (food ≤32% + labor 25-35%)

✓ No threshold: the overrun is
discovered while operating

Input inflation stress test ✕ 5% / 12% / 20% input inflation
scenarios simulated

✓ Single base scenario; inflation
hits with no cushion

Time to break-even ✕ Projected and monitored with 3/6/12-
month KPIs

✓ Optimistic estimate with no
structured tracking

Chapter 1 — Why is blind expansion the most expensive way to grow?

Blind expansion is the most expensive way to grow because capital gets committed before territorial
risk is understood.

The global cloud kitchen market is projected at USD 248.1 billion by 2035 (Precedence Research, 2025), and
that size attracts franchise fees and lease contracts signed on intuition rather than a quantified model. I have
watched dozens of operators open a second location by reading foot traffic by eye, only to learn the truth once
operating, when cash stops closing. Traditional expansion works with the aggregator's nominal commission —
15% to 30% per Nation's Restaurant News— and watches margin evaporate at the first income statement, be‐
cause the effective cost climbs to 30%-40% per order (ActiveMenus). Masterestaurant's MTIE model reverses
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the order: it measures demand density, cannibalization and the minimum order threshold before any contract
exists to break. The MTIE model —Masterestaurant's Territorial Mitigation and Scenario Engineering— is an
algorithmic framework that Diego F.

Chapter 2 — The MTIE model: territorial mitigation before signing

Parra uses to separate profitable expansion from growth that destroys cash. It is not theory: it is the cost logic
that decides whether a new location or dark kitchen enters the plan at all. MTIE measures territory before sign‐
ing: area demand density, expected cannibalization with owned locations, and the minimum order threshold be‐
low which the unit operates at a loss. With Rappi operating in 9 countries and 350 cities, over 500,000 regis‐
tered partners and 7 million orders per month in Colombia alone (Rappi, 2024), demand data exists and is ex‐
ploitable. The traditional approach ignores it and assumes traffic is enough. Labor cost, moreover, weighs
25%-35% of revenue (U.S. Bureau of Labor Statistics), a fixed burden MTIE models per scenario, not by aver‐
age. The aggregator's effective commission must enter unit economics from day zero, not once the margin has
already evaporated. MTIE loads up to 30%-40% of each order's value (ActiveMenus) as the total third-party de‐
livery cost, including in-app advertising, packaging and hidden fees, not the nominal 15%-30% commission
printed on the contract (Food On Demand, 2026).

Chapter 3 — The aggregator's effective commission enters the model from day zero

The gap is brutal: an independent restaurant pays between 27% and 30% on Uber Eats (eLogii, 2024), and that
extra point decides whether the dark kitchen is viable. The traditional approach works with the contract number
and discovers the real one only at the first P&L. A telling asymmetry: DoorDash charges just 6% on pickup or‐
ders without delivery (CloudKitchens, 2024), which MTIE exploits to design a channel mix that pulls the weight‐
ed effective commission below the break-even threshold. The choice between dark kitchen and physical location
demands comparing CapEx under scenario stress, not defaulting to the expensive format. MTIE simulates both
with input stress: a 10%-15% raw-material price shock that breaks a single-scenario model and leaves intact
one designed with a tolerance band. The dark kitchen cuts rent and equipment versus a dine-in location, but
shifts risk to the aggregator, whose 30%-40% effective commission (ActiveMenus) eats the CapEx advantage if
order density falls short.

Chapter 4 — Dark kitchen versus physical location: compare CapEx under stress

With Uber Eats adding over 1 million partner merchants and nearly 95 million users in 2024 (Uber
Technologies), the channel exists, but local saturation decides. The traditional approach assumes the costly for‐
mat, runs a single scenario, and discovers the real break-even point only six months in, when the lease is al‐
ready signed and the losses are booked. Demand density and cannibalization are the two variables that keep
operators from opening a second location that only steals orders from the first. MTIE quantifies how many or‐
ders per square kilometer the area sustains and how much of that demand a nearby owned unit already cap‐
tures, before signing a lease. In dense markets like China, Meituan and Ele.me concentrate over 90% of orders
(Mordor Intelligence, 2025) and Meituan surpassed 14.5 million active merchants in 2024 (Meituan Q4 2024), a
sign that saturation is real and measurable. In India, Zomato and Swiggy hold over 95% of online delivery (Busi‐
ness of Apps, 2025).
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Chapter 5 — Demand density and cannibalization:
the data that avoids a dead second location

The operator who opens blindly in an area already covered by his own brand does not expand: he fragments his
volume and raises his fixed cost per order. MTIE puts that number on the table before the contract. A single ex‐
pansion forecast is a bet disguised as a plan; MTIE demands three quantified scenarios —base, stress and rup‐
ture— each with its own order threshold and effective commission. The Scenario Engineering component mod‐
els what happens if inputs rise 15%, if the effective commission reaches 40% (ActiveMenus), or if demand drops
20% against the base forecast. Sector growth does not guarantee unit growth: DoorDash grew its Marketplace
GOV +20% year over year in 2024 (DoorDash, 2024) and Vietnam rose +26% in GMV (Momentum Works,
2024), yet those rates coexist with individual units that close. AI adoption follows: 86% of operators declare
themselves comfortable using AI in 2025 (Toast, 2025), which allows running these scenarios systematically.

Chapter 6 — Scenario engineering: why a single forecast is a bet

The operator working with one scenario signs; the one working with three, decides. This framework serves
CFOs, Expansion Directors and boards evaluating whether to open franchises, virtual brands or dark kitchens
leveraged on aggregators like Rappi, Uber Eats, iFood and DoorDash. The concrete action before any signa‐
ture: run MTIE's quantified territorial prefeasibility —demand density, cannibalization, effective commission of
30%-40% (ActiveMenus), minimum order threshold and CapEx compared under stress— on every candidate
site. The concentration of capital confirms it: Brazil captured roughly 55% of LatAm and Caribbean agrifoodtech
investment in 2024 (AgFunder, 2025), and that money seeks operators who expand with a model, not a hunch.
Diego F. Parra and Masterestaurant structure expansion as a cash decision, not an ego one. If a site fails the
three scenarios, it does not enter the plan: that is the only rule that protects margin at scale. MTIE measures the
territory before signing: demand density, cannibalization with your own locations and a minimum order threshold.

Chapter 7 — The differences that decide whether the new unit adds or drains cash

Traditional expansion reads traffic by eye and learns the truth while operating. MTIE loads the aggregator's ef‐
fective commission (up to 30%-40% per order per ActiveMenus) onto unit economics from day zero. The tradi‐
tional approach works with the nominal commission and watches margin evaporate on the first income state‐
ment. MTIE compares dark kitchen CapEx against a physical location and stress-tests inputs. The traditional
approach defaults to the expensive format and runs a single scenario that breaks at the first price shock.

P O I N T  B Y  P O I N T
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Comparative analysis: where the MTIE model wins

OVER-INVESTMENT RISK

A ·  E X PA N S I O N  W I T H  M T I E  ( Q U A N T I F I E D
P R E - F E A S I B I L I T Y )

Bounded: CapEx compared (dark kitchen
vs. physical) and approved per scenario

B  ·  M A S T E R E S TA U R A N T High: capital

committed to the expensive format with no
alternative evaluated

Verdict: MTIE lowers the risk of burning CapEx on the wrong format

RESILIENCE TO INPUT INFLATION

A ·  E X PA N S I O N  W I T H  M T I E  ( Q U A N T I F I E D
P R E - F E A S I B I L I T Y )

Tested with 5%/12%/20% stress and prime
cost below 62%

B  ·  M A S T E R E S TA U R A N T None: a single

base scenario breaks at the first price
shock

Verdict: Scenario stress protects margin before inflation hits

BREAK-EVEN RELIABILITY

A ·  E X PA N S I O N  W I T H  M T I E  ( Q U A N T I F I E D
P R E - F E A S I B I L I T Y )

KPI monitored at 3/6/12 months with real
unit data

B  ·  M A S T E R E S TA U R A N T Optimistic

promise with no structured tracking

Verdict: A measured break-even gets corrected in time; a promised one is found out late

S I D E - B Y- S I D E  C O M PA R I S O N
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Expansion with the MTIE model R E C O M M E N D E D

Traditional expansion M A S T E R E S TA U R A N T

Board decision grounded in quantified territorial pre-feasibility✕

Delivery unit economics that close after real commissions✕

Stress scenarios (5%/12%/20%) before committing CapEx✕

Hard 62% prime cost threshold as the approval signal✕

Opened on a hunch or franchise sales pressure✓

Aggregator commissions underestimated until the first close✓

Single base scenario, no cushion against input inflation✓

Break-even as a promise, not a monitored KPI✓

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

Side-by-side comparison

EXPANSION WITH MTIE

(QUANTIFIED PRE-FEASIBILITY)

TRADITIONAL EXPANSION

(GUT FEEL)

Basis of the territory decision ✕ Demand density + delivery unit
economics modeled per scenario

✓ "This spot looks busy":
observed traffic without conversion
data

Aggregator commissions in
the model

✕ 15%-30% nominal and up to
30%-40% effective loaded onto the P&L
(Food On Demand, 2026)

✓ Nominal commission assumed;
effective cost surfaces only at the
first close

Opening CapEx ✕ Dark kitchen vs. physical location
scenario compared before signing

✓ Physical location by default;
high CapEx with no alternative
evaluated

Prime cost threshold to
approve

✕ Rejected if projected prime cost
exceeds 62% (food ≤32% + labor 25-35%)

✓ No threshold: the overrun is
discovered while operating
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EXPANSION WITH MTIE

(QUANTIFIED PRE-FEASIBILITY)

TRADITIONAL EXPANSION

(GUT FEEL)

Input inflation stress test ✕ 5% / 12% / 20% input inflation
scenarios simulated

✓ Single base scenario; inflation
hits with no cushion

Time to break-even ✕ Projected and monitored with 3/6/12-
month KPIs

✓ Optimistic estimate with no
structured tracking

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

Industry figures that support the model

V ISUAL I ZAT ION

The numbers, visualized

248.1
projected cloud kitchen market by 2035

B  U S D

40%
total effective cost of third-
party delivery per order (up to)

30%
commission an independent
restaurant pays on Uber Eats (up to)

35%
labor cost as a share of revenue (upper range)

86%
operators comfortable using AI in operations (2025)

30000
Rappi partners in Colombia
with 7M orders/month (2024)

+  ME R CHAN T S
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projected cloud kitchen market by 2035

248.1
B USD

total effective cost of third-party delivery per order (up to)

40%

commission an independent restaurant pays on Uber Eats (up to)

30%

labor cost as a share of revenue (upper range)

35%

operators comfortable using AI in operations (2025)

86%

Sources: Precedence Research 2025 · ActiveMenus 2026 · eLogii 2024 · U.S. Bureau of Labor Statistics, análisis de
supervivencia empresarial 2024 · Toast 2025

Chart by masterestaurant.com

R E A L  C A S E

“A group with three locations wanted to open a fourth in a 'trendy' area. We ran MTIE: the territory only
generated orders for a 14-month break-even and projected prime cost hit 64%. Instead of a physical
location we set up a dark kitchen in that area with the same menu; CapEx dropped by roughly half and unit
economics closed after commissions. Break-even at 7 months. The mistake I see over and over is signing
the lease before running the territory's numbers.”

— Diego F. Parra, Masterestaurant

H O W  T O  A P P LY  I T  I N  Y O U R  R E S TA U R A N T

How to apply the MTIE model in 4 steps

1 1. Build the territorial pre-feasibility
Measure demand density, competition and cannibalization with your own locations. Define the
minimum orders/day threshold that makes the site viable. If the territory misses it in the base
scenario, you don't proceed: you change zone or format.
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2 2. Close unit economics with real commissions
Load the aggregator's effective commission (30%-40% per order, not the nominal one) onto
each dish's contribution margin. If food cost exceeds 32% or the margin can't absorb the
commission, redesign the menu before opening, not after.

3 3. Simulate stress scenarios
Run the model with input inflation of 5%, 12% and 20%. Verify prime cost stays below 62% even
in the stress case. If it breaks, you adjust prices, format (dark kitchen vs. physical) or discard the
territory.

4 4. Install board-level tracking KPIs
Set a target break-even and monitor it with 3-, 6- and 12-month checkpoints: real vs. theoretical
prime cost, average ticket, orders/day and unit EBITDA. Expansion is approved with data and
corrected with data, not optimism.

FA Q

Frequently asked questions about expansion risk

What is territorial pre-feasibility in restaurant expansion?

It is the quantified analysis that validates whether a territory generates enough demand for a new location or
dark kitchen to reach break-even. It measures order density, competition, cannibalization and delivery unit
economics before signing the lease, not after.

Why do aggregator commissions break unit economics?

Because the effective cost reaches 30%-40% per order (ActiveMenus, 2026), well above the 15%-30% nominal
commission. If the dish's contribution margin wasn't designed against that real cost, every delivery order drains
cash instead of adding it.

Dark kitchen or physical location to expand?

It depends on the territory. A dark kitchen cuts opening CapEx and serves high delivery-demand zones without a
dining room; a physical location captures on-site consumption. MTIE compares both per scenario: if the physical
break-even drifts, the ghost kitchen usually wins.

What is the prime cost threshold to approve an expansion?

MTIE rejects the site if projected prime cost exceeds 62%, with food cost above 32% or labor cost outside
the 25%-35% range (U.S. Bureau of Labor Statistics). That signal prevents opening units born without
structural margin.
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D ATA  &  S O U R C E S

Sector data 2026 (official sources)

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

Metric
Benchmark
2026

Source

Cuota de Asia-Pacífico en delivery de comida en
línea 2024

>41,0%
Grand View Research — Online Food
Delivery Market 2024

Cuota de Europa en el mercado de apps de
delivery

25%
Business of Apps — Food Delivery App
Report 2025

Ingresos globales de delivery de comida en 2025
~USD 1,4
billones

Statista — Online food delivery statistics &
facts 2025

Planes de comisión de DoorDash a restaurantes
15% / 25% /
30%

CloudKitchens Blog — Delivery app fees 2024

Comisión de DoorDash en pedidos de recogida
(pickup) EE.UU.

6% CloudKitchens Blog — Delivery app fees 2024

Costo efectivo total del delivery de terceros por
pedido

30% a 40%
ActiveMenus — Hidden costs of third-party
delivery
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