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QUICK VERDICT

The headline finding: across the base of 8,400 P&Ls that Masterestaurant audits, waste
plus overproduction drain an average of 6.4% of net sales (range 3.9%-9.7% by segment).
It is not a kitchen problem: it is the gap between theoretical and actual food cost that
almost no one measures. In a venue billing 60,000 USD/month that is 3,840 USD thrown
away every month — more than many EBITDAs.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

Every owner knows their target food cost. Almost none know their actual one. Waste and overproduction live
between those two numbers: food that gets bought, prepped and never charged. This Masterestaurant 2026
Index puts a proprietary figure on that leak over a base of 8,400 audited P&Ls.

The usual confusion: 'waste' is thought to be only what rots. False. Overproduction — cooking extra 'just in case'

— weighs more than physical spoilage in 6 out of 10 kitchens that Diego F. Parra audits. And it shows on no
invoice: it shows up as an actual food cost that won't reconcile with the theoretical one.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

THE COSTLY ERROR THE RIGHT METHOD (MEASURED)
(MEASURED)
Total leak over sales X 6.4% avg (3.9%-9.7%) v 2.1% healthy MR target
Overproduction / physical X  58% [ 42% of total v'  Demand-based prep with calibrated
spoilage mise en place
Theoretical vs actual cost gap X 4.8 percentage points v <1.5 pts controlled
Counting frequency X Monthly or never (71%) v Weekly by ingredient family
USD/month lost (60k venue) X 3,840 USD/month v 1,260 USD/month
EBITDA impact X —4.3 pts of margin v Recovers 2.8 pts in 90 days
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Finding 1 — What does waste and overproduction actually cost?

Waste plus overproduction leak an average of 6.4% of net sales, ranging from 3.9% to 9.7% depending
on the segment. That is the finding of the 2026 Masterestaurant Index, calculated across 8,400 audited
profit-and-loss statements.

Let me put the figure into cash terms: a venue billing 60,000 USD a month loses between 2,340 and 5,820 USD
monthly on food it bought, prepped and never charged for. This is not a kitchen problem. It is the gap between
the theoretical food cost —the one the owner thinks he has— and the real one, the number that appears when
you reconcile inventory. Almost no operator knows his real cost; he knows his target. The entire leak lives be-
tween those two numbers. And until it is measured week by week, nobody even knows it exists or how heavily it
weighs on the final margin.

Finding 2 — The theoretical-real gap is the signature of the problem

The gap between theoretical and real cost averages 4.8 percentage points across the audited base, and that is
the exact signature of the leak. | have seen it in dozens of restaurants: the owner swears he runs a 30% food
cost because that is how the recipe sheet was designed, but the real number from inventory is 34.8%. That dis-
tance is not a calculation error. It is food that left the storeroom and never reached a paid check. The mistake is
not throwing food away —everyone sees that—; the mistake is not measuring that gap. When theoretical is nev-
er compared against real each week, the leak turns invisible and gets normalized inside a 'high food cost' no-
body knows how to break down. Diego F. Parra attacks it the other way around: first you measure the gap, then
you decide where to cut. Overproduction accounts for 58% of the total leak and leaves no trace on any invoice.

Finding 3 — Overproduction weighs more than physical waste

Here is the usual confusion: people believe 'waste' is only what rots in the fridge. False. Cooking extra 'just in
case' weighs more than physical waste in 6 out of 10 kitchens audited by Masterestaurant. An extra batch of
stock, a tray of rice left over every service, marinated protein that never sold: none of it shows up as a purchase,
it shows up disguised as a high food cost. That is why the fix is not to buy less —that only creates shortages and
lost sales—. The fix is to forecast by time slot: how much of each station sells between noon and 3 p.m., how
much at dinner. When production is tied to real demand by slot, overproduction drops without touching quality or
service. Counting inventory once a month is counting late: by the time the number arrives, the money is already
gone. Across the base of 8,400 statements, the healthy quartile —the 25% with the lowest leak— shares one
concrete habit: it counts weekly by ingredient family and corrects within the same week.

Finding 4 — Counting monthly is counting late

The worst-performing quartile counts monthly or not at all, and there the leak climbs toward 9.7%. The difference
between them is not talent in the kitchen; it is measurement cadence. A monthly count tells you in August that
you lost money in July, when nothing can be done. A weekly count by family —proteins, dairy, dry goods, perish-
ables— warns you on Monday that the meat station moved three points, and by Tuesday you have already ad-
justed purchasing and production. Speed of correction matters more than the decimal precision of the inventory.
Overproduction generates no expense line of its own because the ingredient was already paid to the supplier: it
is booked as a normal purchase and only reveals itself when you reconcile ending inventory against sales. This
is the trap that catches even orderly operators. They check invoices, negotiate with suppliers, control purchase
prices —and still the margin does not close—.
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Finding 5 — Why the leak never shows on any invoice

The problem is not what they pay; it is what they cook and do not sell. That is why Diego F. Parra insists on sep-
arating two questions almost everyone blends: 'did | buy well?' and 'did | use well what | bought?'. The first is an-
swered by the invoice. The second is answered only by crossing production, sales and waste. In the audited
base, 6 out of 10 kitchens believed they had a purchasing problem when they really had a problem of uncharged
production. The leak range runs from 3.9% in the top quartile to 9.7% in the bottom, a 5.8-point difference in net
sales explained almost entirely by method, not by cuisine type. A venue billing 60,000 USD a month that moves
from the worst quartile to the best recovers around 3,480 USD monthly: 41,760 USD a year, without raising the
ticket or cutting staff.

Finding 6 — The 3.9%-9.7% range: what separates best from worst

The MASTERESTAURANT method attacks all three fronts in order: first measure the weekly theoretical-real
gap, second forecast production by time slot to kill overproduction, third count by ingredient family to correct
within the same week. No technological shortcut replaces that discipline. The final margin figure does not de-
pend on buying cheaper; it depends on charging for everything you cook. That is the line separating 3.9% from
9.7%. The error isn't tossing food: it's failing to measure the gap between theoretical and actual cost. That 4.8
percentage-point gap is the leak's signature, and until it's compared weekly, no one knows it exists.
Overproduction is 58% of the total and leaves no invoice trail. It masquerades as 'high food cost' when it's
really cooked food that never sold. The right method attacks it with shift forecasting, not by buying less. Monthly
counting is late counting: by the time the number lands, the money is gone. The healthy quartile counts weekly
by ingredient family and corrects the same week, not the next month.

POINT BY POINT

Costly error vs right method, criterion by criterion

WHAT GETS MEASURED

A - THE COSTLY ERROR (MEASURED) B - MASTERESTAURANT Weekly

Monthly food cost off invoices theoretical vs actual gap by family

Verdict: The right method catches the leak the week it appears, not a month late.
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HOW PRODUCTION WORKS

A - THE COSTLY ERROR (MEASURED) 'Just B - MASTERESTAURANT Mise en place

in case' batches with no forecast calibrated by shift

Verdict: Producing against a number cuts overproduction without touching purchasing.

WASTE LOGGING

A - THE COSTLY ERROR (MEASURED) B - MASTERESTAURANT Log weighed and

Discarded at close without weighing split by origin

Verdict: Only what's weighed can be corrected; no data, no decision.

EBITDA IMPACT

A - THE COSTLY ERROR (MEASURED) —4.3 B - MASTERESTAURANT +2.8 pts

pts of margin bleeding recovered in 90 days

Verdict: The difference is 7 margin points that decide whether the venue profits or just survives.

SIDE-BY-SIDE COMPARISON
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What the 71% does (and why it bleeds)

COSTLY ERROR

X Measures monthly food cost off invoices, not real consumption per dish

X Produces in batches 'in case people come', with no shift forecast

X Never separates physical spoilage (rots) from overproduction (cooked extra)

X Theoretical cost lives on a sheet and actual is never compared against it

X Discards at close without weighing or logging what was tossed

What the healthy quartile does MASTERESTAURANT

v" Theoretical costing per standardized recipe, compared weekly against actual

v" Demand-based prep with mise en place calibrated by shift forecast

v" Waste log weighed at close, separated by ingredient family

v" Menu engineering that pulls or reworks dishes with structural waste

v Prime cost watched weekly, not a monthly food cost that arrives too late

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Total leak over sales

Overproduction / physical
spoilage

Theoretical vs actual cost gap
Counting frequency
USD/month lost (60k venue)

EBITDA impact

THE COSTLY ERROR

(MEASURED)

X  6.4% avg (3.9%-9.7%)
X 58% /42% of total

X 4.8 percentage points
X Monthly or never (71%)
X 3,840 USD/month

X  —4.3 pts of margin

THE RIGHT METHOD (MEASURED)

v 2.1% healthy MR target

v Demand-based prep with calibrated
mise en place

v £1.5 pts controlled
v Weekly by ingredient family
v 1,260 USD/month

v Recovers 2.8 pts in 90 days
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THE NUMBERS THAT MATTER

The MR Waste Index 2026 in proprietary figures

6.4 %

of sales drained by waste + overproduction (average)

58 %

of the total leak is overproduction,
not physical spoilage

0.8 s

average gap between theoretical and actual cost

n %

of venues count waste monthly or never

8400

P&Ls in the index base

2.8ns

of EBITDA recovered in 90 days
by the quartile that corrects

VISUALIZATION

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

REAL CASE

“Their theoretical food cost was 29% and actual 34%. Five points no one could explain. We weighed the
trash for a week: 60% was midday-shift overproduction. We didn't buy less — we cooked to the shift
forecast. In 11 weeks actual dropped to 30.2% and they recovered 2,900 USD/month.”

— Diego F. Parra, on a full-service 3-venue audit — part of the MR Index base

HOW TO APPLY IT IN YOUR RESTAURANT

How to close the gap in 90 days

@ Measure the real gap first
Calculate theoretical cost per standardized recipe and compare it against last month's actual

food cost. The difference in percentage points is your leak. Above 1.5 pts means uncontrolled
waste or overproduction. Without this number you don't know what you're chasing.

@ Split waste from overproduction
Weigh what gets discarded at close for a week and classify it: it rotted (physical spoilage) or it
was cooked extra (overproduction). In 6 of 10 kitchens overproduction dominates, and it's fixed

differently: with forecasting, not by buying less.
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@ Produce to demand by shift
Replace 'cook just in case' with mise en place calibrated by hourly shift forecast. Use your sales
history by hour to size batches. Overproduction drops fast once the kitchen cooks against a
number, not against a hunch.

@ Watch prime cost weekly
Stop waiting for the monthly food cost. Count by ingredient family every week and compare
against theoretical. Correcting the same week the leak appears is what sets the healthy quartile
apart: it recovers up to 2.8 EBITDA points in a quarter.

FAQ

Questions on the 2026 Waste Index

How much does waste really cost a restaurant?

According to the Masterestaurant 2026 Index, waste plus overproduction drain an average of 6.4% of net sales,
ranging from 3.9% to 9.7% by segment. In a venue billing 60,000 USD/month that's 3,840 USD thrown away
every month.

Which weighs more, physical spoilage or overproduction?

Overproduction. In the base of 8,400 P&Ls it accounts for 58% of the total leak and dominates in 6 of 10
kitchens. It leaves no invoice trail: it masquerades as high food cost because it's cooked food that never sold.

Why doesn't my actual food cost match the theoretical one?

That gap — 4.8 percentage points on average per the index — is exactly the waste and overproduction that go
unmeasured. Theoretical assumes zero waste; actual includes everything prepped and never charged. Closing
it requires weekly counting.

How often should | count waste?

Weekly by ingredient family, not monthly. 71% of venues count monthly or never, and by the time the number
lands the money is gone. The quartile that counts weekly recovers up to 2.8 EBITDA points in 90 days because
it corrects the same week.

DATA & SOURCES

Sector data 2026 (official sources)

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

Food cost 6ptimo del
sector

Costo laboral

Ventas del sector
(EE.UU.)

Costos y demanda
2026

Prime cost
recomendado

Margen neto tipico

Benchmark 2026

28-35% (promedio full-service 32.4%)

25-35% de los ingresos

proyeccion =US$1,55 billones en 2026 pese a
presion de costos

alzas de costos persistentes con demanda
resiliente en restaurantes

55-65% de las ventas

3-9% (full-service 3-5%)

Source

National Restaurant Association

U.S. Bureau of Labor Statistics

National Restaurant Association
— SOl 2026

Bloomberg Linea

Nation's Restaurant News

Statista

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