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

The location is a liability with a lease attached; the local brand is the only asset your group
keeps when the shutter comes down. The mistake I see again and again in boardrooms:
they value a site by foot traffic and forget that 61% of repeat business comes from the
brand bond, not the corner. Before: every opening reinvents the wheel, customer
acquisition cost climbs in each new market, and online reputation never transfers. After
turning the brand into a replicable opening playbook: CAC drops up to 38% at the second
unit, stabilization occupancy arrives in 9 weeks instead of 26, and the group's resale
multiple rises from 3.1x to 5.4x EBITDA. This brief is the decision architecture to stop
selling square meters and start capitalizing brand.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

A restaurant group that grows by opening locations without a reproducible brand system is not scaling; it is
multiplying operational variability. Each new market pays its customer acquisition cost from zero, online
reputation starts gray, and guest LTV fragments across names the market never connects.

This brief's thesis is uncomfortable for many investment committees: the asset that sustains resale value is not
the lease or the depreciated equipment, but the local brand turned into a replicable opening playbook. Across
more than 8,400 units in 43 countries, the pattern holds: groups that systematize their brand scale at lower risk
and exit at a higher multiple.

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

Side-by-side comparison

GROUP WITHOUT A BRAND

SYSTEM

GROUP WITH A REPLICABLE BRAND

PLAYBOOK

CAC at a new unit (vs.
flagship)

✕ +64% (reinvents each
market)

✓ −38% (inherits sales funnel)

Weeks to stabilization
occupancy

✕ 26 weeks ✓ 9 weeks
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GROUP WITHOUT A BRAND

SYSTEM

GROUP WITH A REPLICABLE BRAND

PLAYBOOK

90-day repeat-purchase rate ✕ 22% ✓ 47%

Online reputation at month 3
(avg. rating)

✕ 3.9 / 5 ✓ 4.6 / 5

Delivery conversion
(visit→order)

✕ 2.8% ✓ 6.1%

Group resale multiple ✕ 3.1x EBITDA ✓ 5.4x EBITDA

Cost to open the 3rd unit ✕ 100% (base) ✓ 71% (brand economies)

1. What asset does your group keep when the shutter closes?
The local brand is the only asset that outlives the lease; the location is a liability with an expiry date. The
mistake I see again and again in boardrooms:

they value the site by its foot traffic and forget that 61% of repeat business comes from the bond with the brand,
not the corner. I have reviewed dozens of closures where the group handed back the keys with an empty bal‐
ance sheet because it never turned reputation into a transferable asset. Equipment depreciates over 5 to 7
years and rent evaporates at renewal; the brand, by contrast, compounds value with every returning guest.
Across more than 8,400 units in 43 countries the pattern is stubborn: groups that systematize their brand exit
at multiples 20% to 35% higher. You are not selling four walls. You are selling the ability to make someone
come back. Growing by opening sites without a reproducible brand system is not scaling: it is multiplying
operational variability.

2. Multiplying locations without a system is not scaling
Each new unit pays the customer acquisition cost from scratch, the online reputation starts out grey, and guest
LTV fragments across names the market never connects. I have seen groups with six locations run as six sepa‐
rate businesses: six reputations, six funnels, six learning curves paid one by one. The outcome is predictable:
margins that never consolidate and a resale multiple penalized by up to 30%. The discipline I teach at
Masterestaurant flips the equation. A replicable opening playbook lets the second unit inherit the calibrated fun‐
nel of the first. The third starts with an already optimized CAC. Scaling means shrinking the variance between
sites until the buyer sees a system, not a collection of repeated luck. The site depreciates with the lease while
the local brand appreciates with every returning guest. They are opposite natures on the balance sheet: the
lease is a liability with an expiry date and equipment that loses 15% of value a year; the brand is an asset that
compounds LTV year after year.

3. The site depreciates; the local brand appreciates
Diego F. Parra repeats it in every committee: if 100% of your value is tied to the lease, you do not own a group,
you own a mortgage dressed as a restaurant. The figure that separates the two models is recurrence: a guest
who returns six times a year leaves an LTV five times higher than the one-off visitor, and that bond travels with
the brand, not the address. When a site closes at lease end, the group with a strong brand relocates up to 44%
of its customer base to another plaza. The group without a brand loses them whole. Without a replicable open‐
ing playbook, every new site pays its customer acquisition cost in full. With a playbook, the second unit inherits a

www.masterestaurant.com · Executive Brief - A Strong Local Brand: The Asset Worth More than Your Location Page 2 of 9



calibrated sales funnel and cuts CAC by up to 38%. The difference is not marketing: it is repetition engineering.
A playbook documents the script of the first six weeks —local social preopening, a database inherited from the
group, a review protocol, a recurrence offer— and runs it the same way at every site.

4. The playbook that cuts CAC by up to 38%
I have measured openings where CAC dropped from 14 to 9 dollars per customer just by reusing the funnel in‐
stead of reinventing it. At scale that is real money: in a group opening four sites a year, a CAC 38% lower frees
six-figure sums that flow straight to cash. The playbook also guards against the number-one risk at scale: vari‐
ability. Each plaza stops being an experiment and becomes a copy with predictable margins from month one.
Online reputation is not marketing: it is operational due diligence that moves the entire resale multiple. A rating
of 4.6 versus 3.9 shifts delivery conversion from 2.8% to 6.1% —more than double— and with it the value of the
whole group. The serious buyer does not look at EBITDA alone; they audit the star average, the review volume
and the response speed, because those figures predict future cash.

5. Online reputation is due diligence, not marketing
A group with a consolidated 4.6 defends a multiple up to 1.5 times higher than one with scattered reputation. I
have proven it at the negotiating table: reputation is the first line due diligence checks against reality.
Systematizing reviews —requesting them, answering within 24 hours, fixing the complaint pattern— is not cos‐
metics. It is building the asset that holds the exit price. Ignoring it means giving away multiple points you will
never recover. A group that consolidates its brand turns several isolated funnels into a single compounding LTV
asset. When every site operates under the same brand and shares a database, the guest who discovered one
plaza migrates to another without paying a new acquisition cost. That customer portability is worth gold: in con‐
solidated groups we measure up to 44% base relocation when a site closes, against total loss in fragmented
ones. LTV stops being a per-site metric and becomes a group asset that compounds.

6. From a fragmented funnel to consolidated LTV
Diego F. Parra insists that the owned database is the least visible and most profitable equity of a restaurant
group: while sites rise and fall with their leases, the base travels intact. A group with 40,000 guests in its own
database and a recurrence of six annual visits holds a future-revenue asset no pedestrian corner can match.
That is the number that lifts the multiple. When the brand is the asset, the exit multiple stops depending on loca‐
tion and starts depending on the system. Across more than 8,400 units in 43 countries, groups that systematize
their brand scale with lower risk and exit at a better multiple: between 20% and 35% above the comparable with‐
out a playbook. The reason is that the buyer pays for predictability, and a replicable system guarantees it site by
site. A five-location group with a consolidated brand, CAC 38% lower and a 4.6 reputation defends a valuation a
competitor with the same revenue but no system will never reach.

7. What the multiple looks like when the brand is the asset
The costliest committee mistake: investing in a sixth site before systematizing the existing five. Playbook first,
expansion after. A strong local brand is not a poetic intangible: it is the balance-sheet line your group keeps
when the shutter closes, and the only one a buyer pays for above EBITDA. The location depreciates with the
lease; the local brand appreciates with every returning guest. The first is a liability with an expiry date, the sec‐
ond is a balance-sheet asset that compounds LTV year after year. Without a replicable opening playbook, every
new market pays its full customer acquisition cost. With the playbook, the second unit already receives a
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calibrated sales funnel and cuts CAC by up to 38%. Online reputation is not marketing: it is operational due
diligence. A 4.6 rating versus 3.9 moves delivery conversion from 2.8% to 6.1% and, with it, the group's entire
resale multiple.

P O I N T  B Y  P O I N T

Before vs. After: the decision on four axes

SOURCE OF RESALE VALUE

A ·  G R O U P W I T H O U T  A B R A N D  S Y S T E M

Foot traffic and the lease on the physical
site.

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

local brand, compounded LTV and a
replicable playbook.

Verdict: B: the market pays a multiple for the system, not the corner (5.4x vs. 3.1x EBITDA).

ACQUISITION COST WHEN SCALING

A ·  G R O U P W I T H O U T  A B R A N D  S Y S T E M

Full CAC in every new market; customers
bought from zero.

B  ·  M A S T E R E S TA U R A N T Inherited sales

funnel; CAC up to 38% lower at the 2nd
unit.

Verdict: B: the brand precedes the opening and lowers the cost to grow.

ONLINE REPUTATION AT OPENING

A ·  G R O U P W I T H O U T  A B R A N D  S Y S T E M

Starts gray, no transferable social proof
(3.9/5 at month 3).

B  ·  M A S T E R E S TA U R A N T Inherited from

the flagship brand (4.6/5 at month 3).

Verdict: B: inherited reputation moves delivery conversion from 2.8% to 6.1%.
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SPEED TO STABILIZATION

A ·  G R O U P W I T H O U T  A B R A N D  S Y S T E M 26

weeks to stabilization occupancy.

B  ·  M A S T E R E S TA U R A N T 9 weeks with

brand and playbook replicated.

Verdict: B: mitigates cash risk in the critical opening window.

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

Before: every opening reinvents the wheel O P E R AT I O N A L VA R I A B I L I T Y

After: the brand as a replicable system M A S T E R E S TA U R A N T

CAC rises in each new market because there is no inheritable sales funnel.✕

Online reputation starts from zero: no transferable reviews or social proof.✕

Guest LTV fragments across names the market does not associate.✕

Delivery conversion depends on the platform algorithm, not the brand.✕

The resale multiple penalizes dependence on the physical site.✕

The opening playbook transfers the proven sales funnel to the new unit.✓

Online reputation is inherited: the brand arrives before the shutter goes up.✓

Guest LTV consolidates into a single data-and-repeat-purchase asset.✓

Delivery conversion rests on owned brand, not paid promotions.✓

The resale multiple rewards the system, not the corner.✓

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

GROUP WITHOUT A BRAND

SYSTEM

GROUP WITH A REPLICABLE BRAND

PLAYBOOK

CAC at a new unit (vs.
flagship)

✕ +64% (reinvents each
market)

✓ −38% (inherits sales funnel)

Weeks to stabilization
occupancy

✕ 26 weeks ✓ 9 weeks

90-day repeat-purchase rate ✕ 22% ✓ 47%

Online reputation at month 3
(avg. rating)

✕ 3.9 / 5 ✓ 4.6 / 5

Delivery conversion
(visit→order)

✕ 2.8% ✓ 6.1%

Group resale multiple ✕ 3.1x EBITDA ✓ 5.4x EBITDA

Cost to open the 3rd unit ✕ 100% (base) ✓ 71% (brand economies)

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

Indicators that anchor the thesis

61%
of repeat business depends on
the brand bond, not location

38%
CAC reduction at the 2nd unit with a brand playbook

5.4 x
EBITDA resale multiple with
systematized brand (vs. 3.1x)

60%
of consumers pick a restaurant
by online reviews before booking

25%
more sales tied to a one-star gain in online reputation
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V ISUAL I ZAT ION

The numbers, visualized

of repeat business depends on the brand bond, not location

61%

CAC reduction at the 2nd unit with a brand playbook

38%

EBITDA resale multiple with systematized brand (vs. 3.1x)

5.4x

of consumers pick a restaurant by online reviews before booking

60%

more sales tied to a one-star gain in online reputation

25%

90-day repeat purchase with replicated brand (vs. 22% without a system)

47%

Sources: Masterestaurant internal data · National Restaurant Association 2026 · Harvard Business School (Michael
Luca) 2016

47%
90-day repeat purchase with replicated

brand (vs. 22% without a system)

Chart by masterestaurant.com

R E A L  C A S E

“We had four locations with four names and four reputations. We sold great food and bought customers at a
premium in every neighborhood. When Masterestaurant forced us to turn the brand into a replicable
opening playbook, the fifth unit opened with inherited reputation and reached stabilization occupancy in 9
weeks. The fund evaluating us raised its offer from 3.1x to 5.2x EBITDA on that alone: we stopped selling
corners and started selling a brand system.”

— CEO of a 5-unit casual dining group, LatAm (MR Operations case, 2026)

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
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Strategic roadmap: from location to capitalizable brand

1 Phase 1 — Brand asset audit (0-45 days)
Deliverable: a value map separating what the physical site is worth from what the local brand is
worth, with guest LTV measured per unit and consolidated online reputation. Success metric:
100% of units with NPS, rating and repeat-purchase rate on a single dashboard. This is where
you usually discover that 61% of recurring value lives in the brand, not the square meter.

2 Phase 2 — Codify the opening playbook (45-120 days)
Deliverable: the replicable opening playbook with a pre-built sales funnel, online-reputation
architecture and a brand-first delivery conversion protocol. Success metric: cut the next unit's
target CAC by ≥30% versus the flagship and document 90% of brand processes as a system,
not as personal judgment.

3 Phase 3 — Replicate and capitalize (120-360 days)
Deliverable: open the next unit with an inherited brand and value the group by a system
multiple, not a location one. Success metric: reach stabilization occupancy in ≤10 weeks and lift
the projected resale multiple above 5x EBITDA, with the brand recognized as an intangible
asset on the balance sheet.

FA Q

Boardroom questions

Why is the brand worth more than the location in a valuation?

Because the location is a liability with a depreciating lease, while the local brand compounds LTV and repeat
purchase year after year. In our data, a systematized brand lifts the resale multiple from 3.1x to 5.4x EBITDA:
the market pays for a replicable system, not for a rented corner.

How much does customer acquisition cost actually drop with a playbook?

At the second unit, CAC falls up to 38% versus the flagship, because the new market inherits an already-
calibrated sales funnel and pre-existing online reputation. You stop buying customers at a premium in every
neighborhood: the brand precedes the opening and delivery conversion starts at 6.1% instead of 2.8%.

Is online reputation a marketing issue or a finance one?

It is operational due diligence. Per Harvard Business School, one extra rating point moves sales by up to 9%,
and 60% of consumers choose by reviews before booking. A 4.6 reputation versus 3.9 changes conversion, LTV
and therefore the group's entire resale multiple.
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How fast does systematizing the brand show impact?

The roadmap runs over 12 months: audit in 45 days, playbook codification in 120, first capitalizable replica by
360. Stabilization occupancy moves from 26 to 9 weeks and the projected multiple tops 5x EBITDA. At 24
months, the brand appears as a recognized intangible asset on the group's balance sheet.

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

Delivery en América
Latina

las apps de última milla sostienen crecimiento de doble
dígito anual

Bloomberg Línea

Preferencia de pedido
directo

67% prefiere pedir desde la web/app del restaurante Statista

Crecimiento del pedido
online

+300% más rápido que el dine-in desde 2014
Nation's Restaurant
News

Adopción de apps de
comida

78% de adultos descargó ≥1 app de comida
National Restaurant
Association

Tendencias de consumo
digital

el delivery digital crece a doble dígito anual World Economic Forum

Video corto y
descubrimiento

el video corto es el canal de descubrimiento de
restaurantes que más crece

Forbes
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