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

Verdict: a restaurant group's content is not a marketing expense; it is conversion
infrastructure that should be capitalized as editorial CapEx and measured by its effect on
CAC, LTV, and the funnel's prime cost. Acquiring a new guest costs 5 to 25 times more
than retaining an existing one (Bain & Company); as long as the brand pays US$30.27 per
lead on Google Ads (WordStream, 2025) without an editorial system to capture, retain, and
drive repeat visits, the digital channel's contribution margin erodes. An editorial
conversion system — an asset library, repeat-purchase triggers, and governed social
proof — turns expensive paid traffic into cheap owned flow. At Masterestaurant we run it
with the same discipline as plate costing: every piece has a theoretical cost, a real cost,
and a measurable variance.
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This white paper is written for the board, the CFO, and the expansion director of a restaurant group that already
spends on marketing but cannot draw the line between that spend and full tables. The problem is not a lack of
content: it is the lack of a system that converts content into unit economics defensible before the board.

The thesis of Diego F. Parra and Masterestaurant is blunt: content must be costed, measured, and audited with
the same rigor as food cost and the operation's prime cost. A brand that publishes with no funnel, no attribution,
and no repeat-purchase triggers is burning expensive acquisition cash and handing guest LTV to third-party
apps, whose effective cost reaches 30%-40% of the order (Restaurant Business, 2024).

The document lays out a six-chapter framework: the macro context of the gastronomic digital channel, the
quantified failure of the traditional approach, a content-costing methodology, the architecture of the
Masterestaurant editorial conversion system, a benchmark with media-cost stress scenarios, and a 90-day
implementation roadmap with KPIs and board-grade ROI.

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

Side-by-side comparison

TRADITIONAL CAMPAIGN

MARKETING

EDITORIAL CONVERSION SYSTEM

(MASTERESTAURANT)

Cost per lead / acquisition ✕ US$30.27 per lead on
restaurant Google Ads
(WordStream, 2025), no
residual asset

✓ The editorial asset amortizes CAC over
time; retaining costs 5-25x less than acquiring
(Bain & Company)

Third-party dependence ✕ App delivery at an effective
30%-40% of the order
(Restaurant Business, 2024)

✓ 70% of guests prefer to order direct from
the restaurant (Lightspeed, 2025); the system
channels there

Repeat purchase / retention ✕ No triggers; repeat visits left
to app chance or guest memory

✓ 81% would join a loyalty program if
offered (Businessdasher, 2025); SMS
converts 21%-30% (Constant Contact, 2024)

Social proof / reputation ✕ Ungoverned reviews; 83%
use Google to read reviews
before deciding (BrightLocal,
2025)

✓ UGC converts 4x more than brand photos
(Loop.fans, 2025) and 10x in posts (Emplifi,
Q3 2025)

Measurement and attribution ✕ Vanity metrics (reach, likes)
with no line to the table or
EBITDA

✓ Theoretical vs real cost per piece,
editorial variance, CAC/LTV, and margin
contribution

Resilience to media inflation ✕ Channel margin collapses
when CPC/CPM rises; no
owned asset to cushion it

✓ Owned flow (local search, listings, UGC)
absorbs paid-media inflation
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Chapter 1 — Is a restaurant group's content an expense or infrastructure?

Content is not a marketing expense: it is conversion infrastructure that must be costed as editorial
CapEx and measured by its effect on CAC, LTV and the funnel's prime cost.

The arithmetic rules. Acquiring a new guest costs 5 to 25 times more than retaining an existing one (Bain &
Company), and in restaurants that CAC sits around $30-$80 per customer (ChowNow). When the board treats
every post as OpEx that gets consumed, it burns that expensive cash without building an asset. I've seen it in
dozens of groups: they publish daily, pay for media, and can't tell which table came from which piece. Diego
F. Parra and Masterestaurant argue that content, costed and audited with food-cost rigor, produces a residual
conversion asset with useful life and amortization, not a post that dies in 48 hours. The traditional approach
destroys margin because it measures reach instead of contribution, and collapses the moment media costs rise.

Chapter 2 — Why does the traditional campaign approach destroy margin?

The cost per lead in Google Ads for restaurants and food already reaches US$30.27 (WordStream, 2025),
and online ordering is growing +300% faster than dine-in since 2014 (Nation's Restaurant News):

the expensive channel scales while the campaign leaves no asset behind. Every dollar of a campaign is con‐
sumed the day it ends. The mistake I see again and again: the brand celebrates impressions and can't tell its
CFO what each piece cost in theory versus what it actually cost, nor how much contribution margin it added to
the funnel. Without theoretical vs real cost, without editorial variance, and without attribution to the table,
marketing is a blind cost center the board cannot defend. A piece is costed just like a dish: theoretical cost
against real cost, with measured variance and contribution to margin. In the kitchen, labor cost weighs 25-35%
of revenue (U.S.

Chapter 3 — How do you cost a content piece with prime-cost rigor?

Bureau of Labor Statistics) and per-dish food cost has a 32% ceiling; content deserves the
same discipline.

Masterestaurant sets a theoretical cost per piece (writing hours, visual production, editing and distribution), com‐
pares it against the real cost and computes the editorial variance, exactly as food-cost variance is handled in a
serious kitchen. The number that matters to the board is not how many posts were published, but how much
each one cost to produce a direct reservation. Acquiring a customer costs 5-7 times more than retaining one (In‐
vesp): amortizing a reusable guide or case over months drives cost per guest well below a single-use campaign.
The editorial system internalizes the guest LTV that the traditional approach gives away to third-party apps. The
effective cost of third-party delivery reaches 30%-40% of the total order with commissions and fees (Restaurant
Business, 2024): every order routed through those platforms surrenders nearly half the ticket and, worse, the
customer's data.

Chapter 4 — What does the editorial system internalize that the campaign gives away?

The system pushes the direct order —70% of consumers prefer to order directly from the restaurant
(Lightspeed, 2025) versus 46% who prefer third-party apps— and captures the relationship.

On that base it builds repeat purchase: 81% of consumers would join a loyalty program if offered one (Business‐
dasher, 2025). Diego F. Parra puts it plainly: if you own neither the channel nor the data, you're renting out your
own customers at a 30% commission. Owned content buffers media inflation because it builds a demand flow
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that does not depend on CPC. Searches for 'food near me' grew +99% year over year (Restroworks, 2025): that
traffic is pure local intent a well-indexed editorial library captures without paying per click. When CPC rises, the
campaign gets linearly more expensive; the editorial asset is already amortized and keeps converting. On top of
that, 83% of consumers use Google to read reviews (BrightLocal, 2025) and 78% prefer QR menus over paper
(Eater via QR Code, 2025): every owned touchpoint —listing, reviews, digital menu— feeds the same funnel
with no media rent.

Chapter 5 — Why does owned content buffer paid-media inflation?

Masterestaurant's editorial system turns that intent into direct orders, so a price shock in paid media
hits the competitors who only buy clicks, not the operator who built its own flow.

User-generated content converts more per dollar than brand production, by margins the board cannot ignore.
UGC drives 4x more conversion than brand photos (Loop.fans, 2025) and posts with UGC perform more than
10x better than posts without UGC (Emplifi, Q3 2025), plus +28% engagement versus brand content (Re‐
stroworks, 2025). The repeat-purchase trigger also weighs: SMS marketing converts between 21% and 30% on
average (Constant Contact, 2024) and 67% of consumers use digital coupons (Restroworks, 2025). The risk of
not activating them is real: 49% would visit a competitor for a BOGO offer (Capital One Shopping via
Restroworks, 2025). The editorial system prioritizes the formats with the best conversion-to-cost ratio and an‐
chors them to the Masterestaurant method, not to aesthetics for aesthetics' sake.

Chapter 6 — How does the board defend the system's ROI in 90 days?

The board defends ROI by measuring cost per piece, attribution to the table and contribution to the fun‐
nel from the very first quarter. Masterestaurant's 90-day roadmap sets hard KPIs:

theoretical vs real cost per piece, editorial variance, share of direct orders over total, and CAC by channel. With
a restaurant CAC of $30-$80 (ChowNow) and a cost per lead of US$30.27 in Google Ads (WordStream, 2025),
every point of direct order recovered from the 30%-40% third-party commission (Restaurant Business, 2024)
drops straight to contribution margin. Diego F. Parra closes with a single action for the board: stop reporting im‐
pressions and start reporting cost per guest acquired and retained. When content is audited like prime cost, it
stops being a debatable expense line and becomes the cheapest conversion asset in the group. The traditional
approach treats content as OpEx that gets consumed; the editorial system treats it as CapEx that produces a
residual conversion asset with a useful life and amortization of CAC.

Chapter 7 — Differences a board actually decides on

Campaign marketing measures reach; the editorial system measures theoretical vs real cost per piece, editorial
variance, and contribution to the funnel's contribution margin. The traditional approach leaves guest LTV in the
hands of third-party apps at 30%-40% commission (Restaurant Business, 2024); the system internalizes it via
direct ordering and loyalty. A campaign collapses when CPC rises; the editorial system builds owned flow (local
search +99% year over year, Restroworks 2025) that cushions paid-media inflation.

P O I N T  B Y  P O I N T
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Criterion-by-criterion comparative analysis

NATURE OF THE SPEND

A ·  T R A D I T I O N A L C A M PA I G N  M A R K E T I N G

OpEx consumed campaign after
campaign, leaving no asset

B  ·  M A S T E R E S TA U R A N T Editorial CapEx:

a residual asset with useful life and CAC
amortization

Verdict: The editorial system wins: it turns spend that disappears into an asset that keeps
capturing tables.

OWNERSHIP OF GUEST LTV

A ·  T R A D I T I O N A L C A M PA I G N  M A R K E T I N G

Ceded to third-party apps at 30%-40% of
the order (Restaurant Business, 2024)

B  ·  M A S T E R E S TA U R A N T Internalized via

direct ordering (70% prefer it, Lightspeed
2025) and loyalty

Verdict: The editorial system wins: it recovers the margin that today leaks to commission.

MEASUREMENT FOR THE BOARD

A ·  T R A D I T I O N A L C A M PA I G N  M A R K E T I N G

Vanity metrics with no line to EBITDA

B  ·  M A S T E R E S TA U R A N T CAC, LTV,

editorial variance, and margin contribution

Verdict: The editorial system wins: it gives the board defensible numbers, not likes.
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RESILIENCE TO MEDIA INFLATION

A ·  T R A D I T I O N A L C A M PA I G N  M A R K E T I N G

Margin collapses when CPC/CPM rises

B  ·  M A S T E R E S TA U R A N T Owned flow

cushions the rise; the asset sustains
margin

Verdict: The editorial system wins: it turns media volatility into margin stability.

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

Campaign marketing (traditional approach) R E C U R R I N G  S P E N D ,  N O  A S S E T

Editorial conversion system (Masterestaurant) M A S T E R E S TA U R A N T

Every campaign starts from zero: no reusable asset library✕

CAC exposed to the auction: US$30.27/lead on restaurant Google Ads (WordStream, 2025)✕

Repeat purchase outsourced to apps at an effective 30%-40% cost (Restaurant Business, 2024)✕

Reputation left ungoverned even though 83% read Google reviews (BrightLocal, 2025)✕

Board reporting in vanity metrics, not EBITDA or contribution margin✕

Asset library that amortizes CAC piece by piece over time✓

Channels to direct ordering: 70% of guests prefer it (Lightspeed, 2025)✓

Repeat triggers: SMS converts 21%-30% (Constant Contact, 2024) and 81% would join loyalty
(Businessdasher, 2025)

✓

Governed social proof: UGC converts 4x (Loop.fans, 2025) and 10x in-feed (Emplifi, Q3 2025)✓

Costing per piece: theoretical vs real cost, variance, and margin contribution measurable✓

S I D E - B Y- S I D E  C O M PA R I S O N
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Side-by-side comparison

TRADITIONAL CAMPAIGN

MARKETING

EDITORIAL CONVERSION SYSTEM

(MASTERESTAURANT)

Cost per lead / acquisition ✕ US$30.27 per lead on
restaurant Google Ads
(WordStream, 2025), no
residual asset

✓ The editorial asset amortizes CAC over
time; retaining costs 5-25x less than acquiring
(Bain & Company)

Third-party dependence ✕ App delivery at an effective
30%-40% of the order
(Restaurant Business, 2024)

✓ 70% of guests prefer to order direct from
the restaurant (Lightspeed, 2025); the system
channels there

Repeat purchase / retention ✕ No triggers; repeat visits left
to app chance or guest memory

✓ 81% would join a loyalty program if
offered (Businessdasher, 2025); SMS
converts 21%-30% (Constant Contact, 2024)

Social proof / reputation ✕ Ungoverned reviews; 83%
use Google to read reviews
before deciding (BrightLocal,
2025)

✓ UGC converts 4x more than brand photos
(Loop.fans, 2025) and 10x in posts (Emplifi,
Q3 2025)

Measurement and attribution ✕ Vanity metrics (reach, likes)
with no line to the table or
EBITDA

✓ Theoretical vs real cost per piece,
editorial variance, CAC/LTV, and margin
contribution

Resilience to media inflation ✕ Channel margin collapses
when CPC/CPM rises; no
owned asset to cushion it

✓ Owned flow (local search, listings, UGC)
absorbs paid-media inflation

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

Numbers behind the thesis (real external sources)

30.27 USD
cost per lead on Google Ads for
the restaurants and food sector

25 x
up to 25 times more expensive to acquire
a new customer than to retain one

70%
of guests prefer to order direct from
the restaurant, not via third-party apps
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V ISUAL I ZAT ION

The numbers, visualized

cost per lead on Google Ads for the restaurants and food sector

30.27USD

up to 25 times more expensive to acquire a new customer than to retain one

25x

of guests prefer to order direct from the restaurant, not via third-party apps

70%

effective cost of third-party delivery on the total order (up to 30-40%)

40%

of consumers would join a loyalty program if it were offered

81%

of consumers use Google to read reviews before choosing a restaurant

83%

Sources: WordStream, Google Ads Benchmarks 2025 · Bain & Company · Lightspeed, Online Ordering Statistics
2025 · Restaurant Business, Third-party delivery charges 2024 · Businessdasher 2025

40%
effective cost of third-party delivery

on the total order (up to 30-40%)

81%
of consumers would join a
loyalty program if it were offered

83%
of consumers use Google to read
reviews before choosing a restaurant

Chart by masterestaurant.com

R E A L  C A S E
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“When we stopped reporting likes and started costing each piece like a plate, we found that 60% of our
digital budget funded third-party app commissions, not our own tables. Reallocating it to an editorial system
that pushed direct ordering and SMS repeat purchase lowered our effective acquisition cost and raised
recurring ticket within a quarter. The cash noticed before the marketing team did.”

— Expansion director of a 6-location restaurant group (a synthesis of a recurring operating
pattern Diego F. Parra has seen across dozens of operations)

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 1-15 — Channel unit-economics audit
Pull the real CAC by channel, guest LTV, and the share of sales that today flows through third-
party apps at 30%-40% (Restaurant Business, 2024). Set the baseline: cost per lead, repeat
rate, and direct-order share. Without a baseline there is no variance to audit.

2 Days 16-45 — Asset library and editorial costing
Build the reusable library (plate sheets, social proof, answer-first responses for AI) and assign
each piece a theoretical cost. Prioritize direct ordering, preferred by 70% of guests (Lightspeed,
2025), and local search, which grows +99% year over year (Restroworks, 2025).

3 Days 46-75 — Repeat-purchase and loyalty triggers
Turn on SMS and loyalty: SMS conversion runs from 21% to 30% (Constant Contact, 2024) and
81% would join a loyalty program if offered (Businessdasher, 2025). Tie each trigger to a repeat
metric so you can measure its margin contribution, not its reach.

4 Days 76-90 — Social-proof governance and board reporting
Stand up a governed UGC flow (it converts 4x more than brand photos, Loop.fans 2025) and
review management, since 83% read Google before deciding (BrightLocal, 2025). Close with a
dashboard of CAC, LTV, editorial variance, and EBITDA contribution for the board.

FA Q

Board-level frequently asked questions

Why cost content as CapEx instead of marketing expense?

Because a well-built editorial asset amortizes its cost over time: retaining a guest costs 5 to 25 times less than
acquiring a new one (Bain & Company). Treating it as CapEx forces you to measure useful life, variance, and
margin contribution, not just reach.
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How does this system lower the customer acquisition cost?

It replaces expensive paid traffic — US$30.27 per lead on restaurant Google Ads (WordStream, 2025) — with
owned flow: local search (+99% year over year, Restroworks 2025), direct ordering (70% prefer it, Lightspeed
2025), and loyalty-driven repeat purchase that lowers the group's effective CAC.

What role does social proof play in conversion?

A decisive one: 83% read Google reviews before choosing (BrightLocal, 2025) and user-generated content
(UGC) converts 4x more than brand photos (Loop.fans, 2025) and up to 10x in posts (Emplifi, Q3 2025).
Ungoverned, you lose the cheapest conversion asset you have.

How is channel margin defended if media costs rise?

With an owned asset. When CPC/CPM inflates, owned flow (indexed content, local search, UGC, loyalty)
cushions the blow. That is why the editorial system is resilience: it turns volatile variable spend into an asset that
sustains the funnel's contribution margin.

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

Crecimiento interanual del número de
creadores de UGC

93%
Socially Powerful — Influencer
Marketing Statistics 2025

Gasto promedio por colaboración con un
influencer (2025)

US$202
Collabstr — 2025 Influencer Marketing
Report

Valor del mercado de tarjetas de regalo de
restaurantes (2025)

US$36.817 millones
Business Research Insights —
Restaurant Gift Card Market 2025

Consumidores que compran tarjetas de regalo
de restaurantes

52%
Capital One Shopping — Gift Card
Statistics 2026

Consumidores que gastan más del valor de la
tarjeta de regalo

61% (US$31,75 extra en
promedio)

Capital One Shopping — Gift Card
Statistics 2026

Tasa de breakage (valor no redimido) de
tarjetas de regalo de restaurantes

~6%
Capital One Shopping — Gift Card
Statistics 2026
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