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

Verdict: a single consolidated P&L hides that delivery typically runs 12-20 margin points
below dine-in once commissions, packaging and logistics shrinkage are loaded in. The
right architecture is a managerial P&L separated by channel, with theoretical vs. actual
cost per channel, its own prime cost and its own break-even. Without separate accounting,
the group leader isn't running three businesses: they're subsidizing the worst with the
best and don't know it. With a recommended prime cost of 55-65% of sales (Toast) and
aggregator commissions eroding every order, channel separation stops being an
accounting luxury and becomes the only way to know which channel creates EBITDA and
which destroys it.
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This white paper targets CFOs, expansion directors and multi-unit restaurant group leaders running three or
more sales channels under one brand. The core problem: the consolidated P&L averages and hides. When
dine-in, delivery and take-away share kitchen, labor and inventory but carry radically different cost structures, a
'healthy' blended margin can conceal a channel burning cash on every ticket.

The Masterestaurant framework starts from an operating thesis: each channel is an independent unit
economics. Dine-in sells experience and table turns; delivery sells convenience with a silent commission baked
in; take-away sells speed with almost zero service cost. Treating them as one business is a bookkeeping
architecture error that costs EBITDA points every month.

This document delivers the theoretical framework, the formulas, the technical architecture of the channel-
separated P&L, and a 90-day roadmap so a restaurant group stops flying blind and starts deciding channel mix,
pricing and investment with real per-channel data.

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

Side-by-side comparison

CONSOLIDATED P&L

(TRADITIONAL APPROACH)

CHANNEL-SEPARATED P&L

(MASTERESTAURANT

ARCHITECTURE)

Visibility of true margin per
channel

✕ None: a single blended margin
hides a 12-20 pt dine-in vs. delivery
gap

✓ Full: contribution margin computed per
channel, ticket by ticket

Treatment of aggregator
commissions

✕ Diluted in 'other expenses'; the
order looks profitable

✓ Loaded 100% onto delivery; the order
shows its real margin

Prime cost (food + labor) ✕ A single one, 55-65% target
(Toast) on the total, no breakdown

✓ Own prime cost per channel; delivery
often exceeds 65% once logistics load in

Break-even point ✕ One for the whole operation ✓ Break-even per channel: how many
orders each covers its structure

Pricing and menu engineering
decision

✕ Single price per dish across all
channels

✓ Menu engineering per channel:
delivery price tuned to its service cost

Theoretical vs. actual cost ✕ Global variance averaging
leaks from all channels

✓ Variance per channel: isolates delivery
packaging and logistics shrinkage

Ability to allocate CapEx/OpEx
per channel

✕ You invest 'in the restaurant',
without knowing which channel
needs it

✓ Investment assigned to the channel
that generates and pays for it

Chapter 1 — Why your consolidated P&L is lying to you

A consolidated P&L averages and hides: when dine-in, delivery, and take-away share the same kitchen, payroll,
and inventory yet carry radically different cost structures, a blended margin that looks healthy can conceal a
channel that burns cash on every ticket. Delivery typically runs 12 to 20 margin points below dine-in once com‐
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mission, packaging, and logistics shrinkage are loaded in. One figure frames the stakes: the industry prime-cost
target sits below 60-65% of sales per Toast, but that single benchmark can't tell that delivery clears it easily
while take-away lands under it. Diego F. Parra puts it plainly at Masterestaurant: a single P&L answers 'is the
restaurant profitable?', but it never answers the question that costs money, 'which of my three businesses is los‐
ing me cash?'. The aggregator commission is the cost a consolidated P&L dissolves into 'other expenses' and
that a per-channel P&L charges fully to delivery.

Chapter 2 — The silent commission the consolidated view dissolves

When that commission —usually 15% to 30% of the ticket— is booked where it originates, the same plate that
leaves a healthy margin in dine-in shows 12 to 20 points less in delivery. Input costs make it worse: 80-90%
ground beef reached $5.63 per pound in mid-2026 versus $4.56 in 2025 per USDA, and arabica coffee hit a
record $4.41 per pound in February 2025 per Bellwether Coffee. With food cost under pressure, every point the
commission steals from delivery matters more. I've watched groups celebrate a 'growing' delivery channel that
was really subsidizing each order with the dining room's margin. Take-away is the channel with the highest po‐
tential contribution margin of the three, because it pays no table service and no aggregator commission, and the
consolidated P&L buries it under the average. With no server depending on tips —which represent 58.5% of
front-of-house hourly income in the U.S.

Chapter 3 — Take-away: the most misunderstood of the three channels

per Clockify— and no commission cutting 15-30 points, its service cost is nearly zero. In limited service, median
prime cost was 65 cents per dollar of sales in 2024 per the National Restaurant Association, yet take-away can
land below that when packaging is minimal. The mistake I see over and over: groups pushing costly delivery
while ignoring a take-away that already banks more cash. A separated P&L turns that hunch into a number that
steers investment and focus. A managerial per-channel P&L demands theoretical versus actual cost on every
line, because the gap between them is where the leak lives. Theoretical cost is what the recipe says it should
cost; actual is what left the register. An average restaurant wastes between 4% and 10% of what it buys per The
Restaurant HQ, and full-service foodservice concentrated more than 43% of the sector's total surplus per
ReFED 2024.

Chapter 4 — Theoretical vs. actual cost: where the leak hides

That shrinkage isn't split evenly across channels: delivery logistics add packaging and discards that take-away
doesn't carry. If you measure food-cost variance only on the consolidated view, you average the costly channel's
waste with the cheap one's efficiency and act on neither. Splitting theoretical from actual per channel tells you
exactly which line of which business is bleeding. Each channel is an independent unit economics, and treating
them as one business is a contable architecture error that costs EBITDA points every month. Dine-in sells expe‐
rience and table turnover; delivery sells convenience with an embedded commission; take-away sells speed with
near-zero service cost. The pricing backdrop makes it urgent: U.S. restaurant inflation hit 8.8% in March 2023,
the highest in over two decades per the National Restaurant Association, and the historical average for food
away from home runs around 3.5% annually per USDA.
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Chapter 5 — Independent unit economics per channel

With those headwinds, you can't afford a channel quietly draining margin. The Masterestaurant framework starts
from this thesis: you model three P&Ls, each with its own food cost, service cost, and commission, and you de‐
cide with data, not averages. Implementation takes 90 days and starts by instrumenting the data: tagging every
sale by channel in the POS, charging commissions to delivery, and splitting packaging as its own line. Weeks 1-
4: map shared costs —kitchen, payroll, inventory— and define the per-channel allocation rule. Weeks 5-8: build
the three P&Ls with theoretical versus actual cost and measure the variance. Weeks 9-12: decide channel mix,
differentiated pricing, and which channel earns investment. The size of the bet isn't small: the median sale price
of a small U.S. restaurant reached $773,000 in 2025, up 24% from 2021 per BizBuySell, and that value rests on
defensible per-channel margins.

Chapter 6 — A 90-day roadmap to separate the P&L

Diego F. Parra insists at Masterestaurant: the goal isn't a pretty report, it's to stop flying blind and start deciding
with one number per business. Differentiated pricing per channel is the lever that recovers the 12-20 points de‐
livery loses against dine-in, and only a separated P&L tells you how much to raise without scaring off demand. If
the aggregator commission takes 15-30 points, the delivery menu price must absorb that load or the margin
evaporates. Input pressure confirms it: farm-level egg prices rose 43.1% in 2024 per USDA and retail egg prices
added another 21.9% in 2025. With costs like those, holding the same price across all three channels gives
away margin on the costliest one. Take-away, with its near-zero service cost, tolerates a more aggressive price
and captures price-sensitive demand. Separated accounting turns pricing from an act of faith into a decision
made with food cost, commission, and service cost in full view, channel by channel.

Chapter 7 — The differences that define the margin

The consolidated P&L answers 'is the restaurant profitable?'; the per-channel P&L answers 'which of my three
businesses is costing me money?'. Different questions, and only the second lets you act. In the consolidated
view, the aggregator commission vanishes into expenses; in the separated one, it loads fully onto delivery and
reveals that ticket can carry 12-20 fewer margin points than the same dish in the dining room. The consolidated
uses one prime cost with a 55-65% target (Toast); the separated recognizes delivery, with packaging and logis‐
tics, often exceeds 65% while take-away can sit below thanks to its near-zero service cost. Take-away is the
most misunderstood channel: with no table service and no commission, its contribution margin can be the high‐
est of the three, but the consolidated P&L never shows it and operators underinvest in it.

P O I N T  B Y  P O I N T
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Comparative analysis: consolidated vs. channel-separated

VISIBILITY OF TRUE MARGIN

A ·  C O N S O L I D AT E D  P & L ( T R A D I T I O N A L
A P P R O A C H )

The consolidated shows a single margin
that averages and hides the channel gap

B  ·  M A S T E R E S TA U R A N T The separated

reveals each channel's contribution
margin, ticket by ticket

Verdict: Only the per-channel P&L lets you decide; the consolidated informs but isn't actionable at
channel level

AGGREGATOR COMMISSIONS

A ·  C O N S O L I D AT E D  P & L ( T R A D I T I O N A L
A P P R O A C H )

Diluted in general expenses; the delivery
order looks healthy

B  ·  M A S T E R E S TA U R A N T Loaded in full

onto delivery; the order shows its real
eroded margin

Verdict: Separation is the only way to see the silent commission bleeding the delivery margin

PRICING AND MENU ENGINEERING

A ·  C O N S O L I D AT E D  P & L ( T R A D I T I O N A L
A P P R O A C H )

Single price per dish across the three
channels

B  ·  M A S T E R E S TA U R A N T Price tuned to

each channel's service cost

Verdict: A single price subsidizes delivery with dine-in; per-channel pricing protects all three
margins
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INVESTMENT DECISION (CAPEX/OPEX)

A ·  C O N S O L I D AT E D  P & L ( T R A D I T I O N A L
A P P R O A C H )

You invest 'in the restaurant' without
knowing which channel needs it

B  ·  M A S T E R E S TA U R A N T Investment is

assigned to the channel that generates
and pays for it

Verdict: The per-channel P&L avoids overinvesting in a margin-destroying channel and
underinvesting in the one that creates it

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

Consolidated P&L T R A D I T I O N A L A P P R O A C H

Channel-Separated P&L M A S T E R E S TA U R A N T

A single blended margin for the whole operation✕

Aggregator commissions diluted in general expenses✕

Single prime cost with no per-channel breakdown✕

Identical price per dish across dine-in, delivery and take-away✕

Impossible to know which channel creates or destroys EBITDA✕

Contribution margin computed channel by channel✓

Commissions loaded 100% onto the channel that generates them✓

Own prime cost, break-even and variance per channel✓

Menu engineering and pricing tuned to each channel's service cost✓

Mix, investment and channel-closure decisions with real data✓

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

www.masterestaurant.com · White Paper - Channel Margin Architecture: Dine-In, Delivery and Take-Away with a Separate P&L Page 6 of 11



Side-by-side comparison

CONSOLIDATED P&L

(TRADITIONAL APPROACH)

CHANNEL-SEPARATED P&L

(MASTERESTAURANT

ARCHITECTURE)

Visibility of true margin per
channel

✕ None: a single blended margin
hides a 12-20 pt dine-in vs. delivery
gap

✓ Full: contribution margin computed per
channel, ticket by ticket

Treatment of aggregator
commissions

✕ Diluted in 'other expenses'; the
order looks profitable

✓ Loaded 100% onto delivery; the order
shows its real margin

Prime cost (food + labor) ✕ A single one, 55-65% target
(Toast) on the total, no breakdown

✓ Own prime cost per channel; delivery
often exceeds 65% once logistics load in

Break-even point ✕ One for the whole operation ✓ Break-even per channel: how many
orders each covers its structure

Pricing and menu engineering
decision

✕ Single price per dish across all
channels

✓ Menu engineering per channel:
delivery price tuned to its service cost

Theoretical vs. actual cost ✕ Global variance averaging
leaks from all channels

✓ Variance per channel: isolates delivery
packaging and logistics shrinkage

Ability to allocate CapEx/OpEx
per channel

✕ You invest 'in the restaurant',
without knowing which channel
needs it

✓ Investment assigned to the channel
that generates and pays for it

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

Figures that anchor the framework (verified 2026 sources)

65%
median limited-service prime cost:

65 cents per sales dollar (2024)

55
recommended prime cost (food +
labor) on sales; healthy target ≤60%

– 6 5%

8.8%
peak U.S. restaurant menu-price inflation
(March 2023), highest in two decades
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V ISUAL I ZAT ION

The numbers, visualized

median limited-service prime cost: 65 cents per sales dollar (2024)

65%

recommended prime cost (food + labor) on sales; healthy target ≤60%

55
–65%

peak U.S. restaurant menu-price inflation (March 2023), highest in two decades

8.8%

up to 4%-10% of food inventory the average restaurant wastes

10%

per-pound price of 80-90% ground beef in the U.S. (mid-2026), vs. $4.56 in 2025

5.63USD

historical average annual inflation of food away from home

3.5%

Sources: National Restaurant Association 2025 (2024 data) · Toast 2025 · National Restaurant Association 2023 ·
The Restaurant HQ 2025 · USDA ERS 2024, 2026

10%
up to 4%-10% of food inventory

the average restaurant wastes

5.63 USD
per-pound price of 80-90% ground beef
in the U.S. (mid-2026), vs. $4.56 in 2025

3.5%
historical average annual
inflation of food away from home

Chart by masterestaurant.com

R E A L  C A S E
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“A three-brand group showed me a consolidated P&L with 11% EBITDA and they were thrilled. We
separated the channels and delivery, which was 34% of sales, was running a negative contribution margin
after commission, packaging and shrinkage. Dine-in was subsidizing delivery and no one knew it. We
renegotiated the commission, raised delivery prices 9% and cut six dishes that didn't travel well. Three
months later consolidated EBITDA rose to 15% without selling a single dollar more: we simply stopped
bleeding through a channel we thought was the winner.”

— 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

90-day implementation roadmap

1 Days 1-30: separate revenue and isolate direct cost per channel
Tag every POS transaction by channel (dine-in, delivery, take-away). Pull aggregator
commissions out of 'other expenses' and load them 100% onto delivery. Assign disposable
packaging to delivery and take-away. Using the recommended 55-65% of sales prime cost
(Toast, 2025) as a reference, compute each channel's real prime cost separately. By month-end
1 you should have three revenue columns with their direct food cost.

2 Days 31-60: allocate semi-variable costs and build contribution margin per channel
Distribute kitchen labor by each channel's time-and-activity, not evenly. Assign dine-in service
cost to dine-in only. Compute each channel's contribution margin: price − direct cost −
commission − packaging. This is where delivery usually emerges 12-20 points below dine-in.
Document the theoretical vs. actual cost variance per channel to isolate where the margin leaks.

3 Days 61-90: decide mix, pricing and menu engineering per channel
With per-channel margin in hand, apply differentiated menu engineering: delivery price tuned to
its service cost, pull dishes that don't travel (go cold, lose texture, generate complaints).
Recompute each channel's break-even. Decide investment: take-away, with near-zero service
cost, usually deserves more capacity. Define tracking KPIs at 3, 6 and 12 months for the board.

4 Ongoing governance: a managerial P&L per channel at every close
Institutionalize the monthly close with three parallel P&Ls plus one consolidated. Review prime
cost, contribution margin and break-even per channel at every leadership meeting. The
discipline of reading margin by channel, not the average, is what separates a group that scales
profitably from one that grows while losing money on a channel it believes is a winner.

FA Q
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Frequently asked questions

Why does delivery look profitable in the consolidated P&L but isn't per channel?

Because the consolidated view dilutes the aggregator commission across general expenses. Loading it 100%
onto delivery, that channel's real contribution margin usually drops 12-20 points versus dine-in. The dish is the
same; the cost of serving it via delivery is not.

Should I charge the same price for dine-in, delivery and take-away?

Not necessarily. Per-channel menu engineering tunes price to each channel's service cost. Delivery carries
commission, packaging and logistics shrinkage, so an identical price erodes its margin. Take-away, with near-
zero service cost, can sustain higher price and margin.

What is the target prime cost per channel?

The industry reference is 55-65% of sales for food + labor, with a healthy target ≤60% (Toast, 2025). But each
channel has its own: delivery often exceeds 65% once logistics and packaging load in, while take-away can sit
below thanks to its low service cost.

Is separate accounting worth it if my group is small?

Yes. The smaller the group, the less cushion to subsidize a losing channel. Separation doesn't require an
expensive ERP: start by tagging the POS by channel and isolating commissions and packaging. In 90 days you
have three P&Ls revealing which channel creates EBITDA.

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

Facturación de la restauración en
España

+7,1% en 2024
Anuario de la Hostelería de España
(Hostelería de España) 2024

Empleo en la hostelería en
España

1,84 millones de trabajadores en
2024 (+5,4%)

Hostelería de España 2024

Establecimientos de restauración
en España

263.508 locales (163.491 son
bares), 2024

Anuario de la Hostelería de España 2024

Facturación de la hostelería en
España

157.379 millones de euros en
2023

Anuario de la Hostelería de España 2023
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Metric Benchmark 2026 Source

Restaurantes en México y aporte
al PIB

Más de 641.000 restaurantes, 1%
del PIB (2024)

CANIRAC / INEGI 2024

Unidades del sector
restaurantero en México

12,2% de los negocios del país
(2024)

CANIRAC / INEGI 2024
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