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QUICK VERDICT

Answer-first: 61% of audited neighborhood restaurants sit at Level 2 (Reactive) on the
Masterestaurant Operational Maturity Index 2026 (n=8,400 accounts, 2023-2026): they
appear on Google Maps and delivery apps but run with no written process and no
shrinkage control. The hidden kitchen —what's lost between the ticket and the plated dish
— costs them 6-11 margin points. Climbing a single level (Reactive to Standardized)
recovers an average of 4.2 food-cost points and cuts delivery dispatch from 34 to 21
minutes, which lifts their ranking in the Rappi/Uber Eats algorithm. You don't need more ad
spend: you need operational maturity.

¢ oOriginal Study / Industry Index First-party research - methodology & sample disclosed

4 Methodology: n=8,400 -12minread -2026-07-08

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

This study answers a question Diego F. Parra hears every week: «l sell, | have reviews, | show up on Maps... so
why is there no money left?». The answer is almost never in the marketing. It's in the hidden kitchen: the protein
thawed wrong, the ticket that leaves without a receipt, the courier who waits 9 minutes because nobody
standardized the packaging. Restaurants that master their local digital engine but operate on reactive autopilot.

That's why Masterestaurant built its own measurement instrument: the Operational Maturity Index. It doesn't
measure how much you sell; it measures how predictable and controlled your operation is shift to shift. A
restaurant can bill well and be immature; it can bill little and be ready to scale. The index separates those two
things and places each operation in one of 6 levels, from Chaotic to Systemic, with healthy ranges by segment
and size.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

LEVEL 2 — REACTIVE (61% OF LEVEL 4 — STANDARDIZED (14% OF
SAMPLE) SAMPLE)

Real food cost (fast casual - 1 X 36.4% v 291%
unit)
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LEVEL 2 — REACTIVE (61% OF LEVEL 4 — STANDARDIZED (14% OF

SAMPLE) SAMPLE)
Inventory shrinkage / sales X 4.8% v 1.9%
Delivery dispatch time X 34 min v 21 min
(median)
Critical processes with written X 1.70f12 v 940f12
checklist
5% reviews answered <24h X 18% v 71%
FOH staff turnover (annual) X 112% v 58%
Median delivery-algorithm rank X p41 v p78

(zone percentile)

Finding 1 — What does the Masterestaurant Operational Maturity Index 2026 measure?

The Operational Maturity Index measures how predictable and controlled your operation is shift by shift,
not how much you bill. Diego F.

Parra and the Masterestaurant team built it on 8,400 audited accounts between 2023 and 2026, and the hard
finding is that 61% of neighborhood restaurants fall into Level 2 (Reactive): they show up on Google Maps, run
delivery, collect reviews, but have no written process and no waste control. The index places each operation
across 6 levels, from Chaotic to Systemic. One venue can bill 42,000 USD a month and be immature; another
can bill 18,000 and be ready to scale. That split —high cash versus a controlled operation— is what marketing
never reveals, and it decides whether the owner keeps margin or just keeps movement. If you sell, show up on
Maps and still keep no money, the problem is almost never marketing: it lives in the hidden kitchen.

Finding 2 — Why you sell, have reviews, and still keep no money

It is the question Diego F. Parra hears every week, and the answer is usually the kilo of protein thawed wrong,
the order that leaves without a ticket, and the courier who waits 9 minutes because nobody standardized the
packaging. A Level 2 restaurant dominates its local digital engine but runs on reactive autopilot, and there it
bleeds 6 to 11 margin points through unmeasured waste, over-portioning and rework. On a 14 USD average
ticket and 90 tickets a day, 8 points of lost margin are roughly 3,024 USD a month walking out the back door.
The cash looks fine; the profit does not. Level 2 confuses having a digital presence with having an operation,
which is why 61% of audited venues stall there. It dominates the channel —Maps, delivery, 4.6-star reviews—
but the kitchen runs on the owner's memory, not a written process. The measurable result: 6 to 11 margin points
lost in the hidden kitchen, with a real food cost usually 4 to 7 points above the theoretical one.

Finding 3 — Level 2 (Reactive): digital presence without a real operation

At Masterestaurant we see it over and over: two venues with the same sales, one at Level 2 and one at Level 4,
and the second recovers 4.2 food-cost points on the exact same billing. It did not sell more; it stopped throwing
food away. Level 2 is not a demand problem, it is a control problem, and no extra dollar of ad spend fixes it. In
delivery, operational maturity feeds the algorithm directly, and that is the lever almost nobody uses. An average
dispatch of 21 minutes versus 34 moves your store's percentile from p41 to p78 on Rappi and Uber Eats, be-
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cause these apps rank by acceptance rate, prep time and cancellations, not by how much you pay. A mature op-
eration does not buy position: it earns it by meeting the SLA the algorithm rewards. A venue that cuts prep time
by 13 minutes and lifts acceptance from 88% to 97% climbs the listing, gets more organic orders and lowers
cost per paid order.

Finding 4 — How operational maturity lifts you on Rappi and Uber Eats without paying more

It is the same local digital engine, but fueled by the kitchen: every minute you trim on the line is visibility you win
without spending a cent more on marketing. The difference between Level 2 and Level 4 is one single thing:
Level 2 depends on the owner-hero and Level 4 depends on the written process. In the Reactive level, if the
owner is absent, waste spikes, portions drift and dispatch time grows; the business is neither replicable nor sell-
able. In Level 4, recipes are standardized to the gram, inventory is counted twice a week and every order leaves
a ticket, so the result does not change based on who is on shift. The jump is usually worth 4.2 recovered food-
cost points and a 30% to 40% reduction in margin variability between shifts. Diego F. Parra sums it up: as long
as your operation lives in your head, you do not own a restaurant, you own a job you are both the boss and the
hostage of.

Finding 5 — The 6 levels: from Chaotic to Systemic and where your operation lands

The 6 levels of the Index run from 1 (Chaotic) to 6 (Systemic), and knowing which one you land in is worth more
than any campaign. Level 1 Chaotic: no records, unknown food cost, cash indistinguishable from profit. Level 2
Reactive: solid digital presence but a kitchen without process, where 61% get stuck. Level 3 Organized: written
recipes and some inventory, real food cost measured. Level 4 Controlled: dispatch SLA, inventory twice a week,
margin variability under control. Level 5 Optimized: the menu is tuned by dish profitability and food cost is read
by station. Level 6 Systemic: the operation is replicable, audited and ready to open a second venue without los-
ing margin. Only 9% of audited accounts reach Level 5 or higher. The goal is not to jump from 2 to 6 at once, but
to climb one level per quarter with verifiable metrics. If you are in Level 2, start this week by measuring your real
food cost, because what is not measured is not controlled and that is where your 6 to 11 lost points live.

Finding 6 — What to do this week if you land in Level 2

First: weigh your 5 best-selling recipes and compare them with the grams you think you use; there are almost al-
ways 4 to 7 points of hidden over-portioning. Second: demand a ticket for every order, no exceptions, to close
the leak of dishes that leave unrecorded. Third: time your delivery dispatch across 3 shifts and set a 21-minute
target. With just these three actions, an average venue recovers between 2,000 and 3,000 USD a month within
60 days, without spending a cent on ads. The Masterestaurant method does not start by selling more; it starts by
stopping the loss of what you already sold. That is the first level that truly depends on you. Level 2 confuses
having digital presence with having an operation. It dominates the channel (Maps, delivery, reviews) but loses 6
to 11 margin points in the hidden kitchen: unmeasured shrinkage, over-portioning, rework.

Finding 7 — The difference that decides margin: maturity, not revenue

Level 4 doesn't necessarily sell more: it converts the same revenue into 4.2 more recovered food-cost points. In
the local digital engine, operational maturity feeds the algorithm. A 21-minute delivery dispatch versus 34 lifts the
store's percentile on Rappi/Uber Eats from p41 to p78, because these apps rank by acceptance rate, prep time
and cancellations. The mature operation doesn't pay more for ads: it gains position because it meets the SLA
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the algorithm rewards. Level 2 depends on the hero-owner; Level 4 depends on written process. That's the line

separating a restaurant that can open a second unit from one that can only clone the chaos. FOH staff turnover
drops from 112% to 58% when the 'how' lives in a checklist and not in one person's head.

POINT BY POINT

Comparative analysis: Level 2 (Reactive) vs Level 4 (Standardized)

REAL FOOD COST (FAST CASUAL, 1 UNIT)

A - LEVEL 2 — REACTIVE (61% OF B - MASTERESTAURANT 29.1% at Level 4:
SAMPLE)

spec sheet and portioning controlled.
36.4% at Level 2: reviewed month-end,

not daily.

Verdict: Level 4 recovers 4.2-7.3 points by segment without selling more.

DELIVERY DISPATCH TIME

A - LEVEL 2 — REACTIVE (61% OF B - MASTERESTAURANT 21 min at Level
SAMPLE)

4: assembly station with protocol.
34 min at Level 2: improvised packaging,

cancellations.

Verdict: 13 fewer minutes lift the zone percentile from p41 to p78 in the algorithm.

PROCESS DEPENDENCY

A - LEVEL 2 — REACTIVE (61% OF B - MASTERESTAURANT Level 4:9.4 of 12
SAMPLE)

processes with written checklist.
Level 2: the hero-owner is the only one

who knows the 'how".

Verdict: Written process cuts FOH turnover from 112% to 58% and enables the 2nd unit.
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SIDE-BY-SIDE COMPARISON

What Level 2 (Reactive) looks like 61% OF SAMPLE

X Shows up on Google Maps and 2-3 delivery apps, but fights fires shift by shift.
X Food cost is reviewed by the accountant at month-end, not by operations daily.
X Delivery packaging is improvised: spilled soup, cold fries, an avoidable 1-star.

X The owner is the only one who knows each recipe: if absent, the kitchen unravels.

What Level 4 (Standardized) looks like MASTERESTAURANT

v" Spec sheet and written checklist for the 9-10 critical processes; anyone runs them the same.
v" Inventory counted twice a week and shrinkage measured as % of sales, not by eye.
v" Adelivery assembly station with packaging and sealing protocol per dish type.

v" Reviews answered <24h as routine; the Google Business Profile updated weekly.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

LEVEL 2 — REACTIVE (61% OF LEVEL 4 — STANDARDIZED (14% OF

SAMPLE) SAMPLE)
Real food cost (fast casual - 1 X 36.4% v 29.1%
unit)
Inventory shrinkage / sales X 4.8% v 1.9%
Delivery dispatch time X 34 min v 21 min
(median)
Critical processes with written X 1.70f12 v 940f12
checklist
5% reviews answered <24h X 18% v 71%
FOH staff turnover (annual) X 1M12% v 58%
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LEVEL 2 — REACTIVE (61% OF LEVEL 4 — STANDARDIZED (14% OF
SAMPLE) SAMPLE)

Median delivery-algorithm rank X p41 v p78
(zone percentile)

THE NUMBERS THAT MATTER

The Masterestaurant Operational Maturity Index 2026 scorecard

8400

restaurant accounts analyzed (2023-2026)

61 %

of neighborhood restaurants fall in Level 2 (Reactive)

8.2 s

food-cost points recovered
moving from Level 2 to Level 4

34 min

median delivery dispatch in

Level 2 vs 21 min in Level 4

48 %

shrinkage over sales in Level 2 vs 1.9% in Level 4

9.2 %

only 9.2% of the sample reaches Level 5-6 (Systemic)

VISUALIZATION

The numbers, visualized
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Sources: Masterestaurant internal data Chart by masterestaurant.com

REAL CASE

“He billed $52,000 a month and kept nothing. We measured his index: Level 2. Shrinkage ran at 5.1% and
delivery dispatch at 33 minutes, so Uber Eats had him in the 38th percentile of his zone. In 90 days we
wrote checklists for 8 processes and built an assembly station. Food cost dropped from 37.2% to 30.4%,
dispatch to 20 minutes and rank rose to p74. We didn't touch a single dollar of ad spend.”

— Diego F. Parra, founder of Masterestaurant — audit of a neighborhood fast casual, 1 unit

HOW TO APPLY IT IN YOUR RESTAURANT

How to place yourself and level up on the index (4 steps)

@ 1. Measure your level with 3 real numbers
Before changing anything, pull your real food cost for last month, your shrinkage as % of sales
(physical count, not an estimate) and the median of your delivery dispatch time. Those three
figures place you on the index: if food cost tops 35%, shrinkage passes 4% and dispatch hovers
near 30 minutes, you're at Level 2. Write them down; they are your auditable baseline.

@ 2. Write the checklist for the 4 processes bleeding you most
Don't standardize all 12 processes at once. Pick the 4 that leak the most margin: receiving and
storage (cold chain), portioning of your top 5 recipes, delivery assembly and sealing, and
cash/inventory close. One page of checklist per process, posted at the station, runnable by any
shift. This is where you recover most of the 4.2 food-cost points.
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@ 3. Tie the operation to the local algorithm
The local digital engine rewards mature operations. Set a delivery dispatch SLA of <22 minutes
and measure it daily; answer 100% of reviews in <24h; update your Google Business Profile
weekly (photos, hours, dishes). The Rappi/Uber Eats algorithm raises your percentile when your
cancellations and prep time drop. It's free ranking that operational maturity hands you.

@ 4. Re-audit at 90 days and climb one level at a time
Measure the same 3 figures again at 90 days. The goal isn't jumping from Level 2 to Level 5; it's
a solid step up: from Reactive to Standardized. When the 'how' lives in the checklist and not in
your head, turnover drops, margin rises and —only then— it makes sense to think about a
second unit. The index is a map, not an exam.

FAQ

Frequently asked questions about the Operational Maturity Index

What exactly does the Operational Maturity Index measure?

It measures how predictable and controlled your operation is shift to shift, not how much you sell. It combines
real food cost, shrinkage over sales, dispatch time, processes with written checklists and review response,
placing your restaurant in one of 6 levels: from Chaotic (1) to Systemic (6).

Can a restaurant bill a lot and still be immature?

Yes, and it's the most common case. 61% of the sample (n=8,400) bills and appears on Maps and delivery yet
falls in Level 2: it loses 6-11 margin points in the hidden kitchen. Revenue and maturity are different axes; the
index separates selling from operating well.

How does operational maturity help my delivery ranking?

The Rappi, Uber Eats and DiDi algorithms reward acceptance rate, prep time and low cancellations. A mature
operation with 21-minute dispatch versus 34 climbs from the 41st to the 78th percentile in its zone. It's free
ranking: you don't pay more for ads, you just meet the SLA better.

How long does it take to climb one index level?

In Masterestaurant audits, moving from Level 2 (Reactive) to Level 4 (Standardized) averages 90 days if you
write checklists for the 4 processes bleeding you most. It recovers 4.2 food-cost points and cuts dispatch to ~21
minutes. One level at a time, re-auditing each quarter.

DATA & SOURCES
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Sector data 2026 (official sources)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,

market research) - not competitors.

Metric

Empleo del sector (EE.UU.)

Costo laboral del sector
Prime cost objetivo

Operacion fuera del local
(off-premise)

Pedido online sobre ventas

Drive-thru en QSR

Benchmark 2026

=15,8 millones de empleos proyectados en
2026 (+100 mil)

25-35% (mediana full-service 36.5%)

55-65% de las ventas

~75% del trafico de restaurantes

~40% de las ventas

=70% de las ventas de comida rapida en EE.UU.

pasa por drive-thru

Source

National Restaurant Association
— SOI 2026

U.S. Bureau of Labor Statistics

National Restaurant Association

Circana

Statista

QSR Magazine

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