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de tu EBITDA

Método probado en +8.400 restaurantes - 43 paises masterestaurant.com

QUICK VERDICT

Purchasing is not an administrative expense: it is your fastest EBITDA lever. With the all-
food producer price index 35% above February 2020 (USDA ERS / BLS, 2026) and both
food and labor costs up 35% over five years (National Restaurant Association, 2024), every
point of food cost variance you ignore drains real cash. Rebuilding purchasing and
suppliers with decision architecture —not willpower— recovers 2 to 4 prime cost points
without touching the menu or the price. It is the highest-ROI, lowest-risk intervention of
the year.

® Executive Brief Strategic brief - CEOs, boards & investors - 10 minread - 2026-07-09

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

In 2026 the restaurant margin is no longer lost at the table: it is lost at the receiving door. With input inflation
entrenched and a 50% combined U.S. tariff on Brazilian coffee (Bellwether Coffee, 2025), purchasing variability
is today the largest silent capital leak in the managerial P&L.
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This brief is for owners and boards who already understand that EBITDA is built in the cost structure, not in
marketing. Diego F. Parra's thesis: purchasing and suppliers, managed as an engineering system rather than a
trust relationship, are the #1 profitability lever available without CapEx.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

WITHOUT PURCHASING MASTERESTAURANT METHOD
ARCHITECTURE (PURCHASING AS A SYSTEM)

Food cost per dish X 36-40% uncontrolled v < 32% with monitored theoretical costing

(recommended ceiling) (above the 32% max)

Theoretical vs actual cost X 4-8 pt unmeasured gap v Variance < 2 pts, measured weekly

(variance) (hidden leak)

Prime cost (food + labor) X >65% in loss territory v 58-62% within a healthy range

Input inflation absorbed (5 X +35% passed to margin v +31% menu reprice (NRA/BLS)

years) (NRA, 2024) recovering margin

Suppliers per category X 1 captive supplier, no price v 2-3 shortlisted with quarterly bidding
benchmark

Month-end / managerial P&L X No close; losses v P&L within 5 days with food cost variance

discovered late

1. Why is purchasing your fastest EBITDA lever?

Purchasing is the only profit lever that moves EBITDA with no CapEx and no new customer.

With the producer price index for all food 35% above February 2020 (USDA ERS / BLS, 2026) and food and la-
bor costs each up 35% in five years (National Restaurant Association, 2024), margin is no longer defended at
the table. What | see again and again: the owner reprices the menu and neglects the receiving door, where 30%
of the P&L is signed. One food-cost point recovered in purchasing drops straight to the bottom line. In a venue
with $1.2 million in sales, each point is worth $12,000 a year. Diego F. Parra's thesis is simple: manage purchas-
ing as an engineering system, not as a relationship of trust. Every purchase must be validated against a theoret-
ical cost and a market benchmark, not against the word of your longtime supplier. That mindset shift is the brief's
first decision.

2. From trust relationship to decision architecture

With the food-away-from-home CPI up 3.5% year over year (BLS, May 2026) and the final-demand producer
price index up 3.0% in 2025 after 3.5% in 2024 (BLS, 2025), accepting the price on the invoice is no longer neu-
tral: it surrenders margin by default. At Masterestaurant we build a record per critical input: theoretical cost, last
price paid and market price. When the invoice exceeds the benchmark, an alert fires before receiving is signed.
It is not distrust; it is the same discipline with which a treasury validates every disbursement. Trust is preserved;
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control is regained. Raising the whole menu 10% is the costliest mistake | see, because it destroys volume on
your highest contribution-margin dishes. Menu engineering does the opposite: it raises prices where elasticity al-
lows and protects the margin of your star plates. Between February 2020 and April 2025 U.S.

3. Repricing stops being flat and becomes menu engineering

menu prices rose 31% (National Restaurant Association / BLS), but large chains raised them 42% in 2020-2025
(One Haus, 2025), nearly double the 22% general inflation. That gap was not greed: it was selectivity. Every
cent landed where the guest does not react. Reprice by elasticity, not by a flat percentage, and you will protect
the check without sacrificing traffic. The star dish is touched with a scalpel; the low-turnover item absorbs the in-
crease. Input volatility is no longer a hypothesis: U.S. tariffs on Brazilian coffee reached 50% combined in 2025
(Bellwether Coffee), on an arabica that had already risen 70% during 2024 (Bellwether Coffee). One item on
your menu can double its cost because of a trade-policy decision beyond your control. The answer is not to pray
for a drop: it is contract, hedging and planned substitution. In protein, USDA ERS projects fed cattle up 5% in
2025-2026, so anyone who did not lock price has already lost.

4. Tariffs and input volatility: the risk already here

Design your menu with bounded-risk inputs and keep a backup supplier for every critical SKU. Purchasing archi-
tecture turns an external shock into a managed variable. Whoever improvises at receiving pays the full volatility.
Monthly measurement arrives late: by the time you see the number, the leak has already consumed the quar-
ter's EBITDA. Food cost variance must be measured weekly and actionably, comparing theoretical cost against
actual every seven days. The difference is concrete: in an average venue, two points of undetected variance
over a quarter erase the margin of dozens of covers. With the food-away-from-home CPI up 3.5% year over
year (BLS, 2026), price drift is constant and silent. Whoever measures monthly reacts once; whoever measures
weekly corrects thirteen times a year. At Masterestaurant we install a variance dashboard that fires an alert
when an input drifts more than 3% from its theoretical cost.

5. Weekly measurement: cutting food cost variance in time

Detection speed is, in practice, money: every week you delay is margin that does not come back. Failing to
manage purchasing as a system has a measurable, growing price. In 2025, more than 20 chains or franchisees
filed for bankruptcy in the U.S. (Restaurant Business, 2025), and in 2024 full-service bankruptcies closed 348 lo-
cations, 1.3% of the Top 500 (Technomic, 2024). In Spain, restaurant profitability fell 0.9% in 2025 amid higher
costs and regulation (Hosteltur, 2025); in Colombia, sector sales collapsed 44% in 2024 (Acodrés, 2025) with
dishes 9.8% more expensive. The pattern is the same: costs rising faster than purchasing discipline. Against
projected sector sales of $1.5 trillion for 2025 (National Restaurant Association), whoever treats receiving as
administrative paperwork hands their EBITDA to inflation. Purchasing architecture is today the line between
margins that hold and venues that close. It stops being a trust relationship and becomes a data-driven decision
architecture: every purchase is validated against a theoretical cost and a market benchmark.

6. What actually changes when purchasing becomes architecture

Repricing stops being linear (raise everything 10%) and becomes menu engineering: you raise where elasticity
allows and protect the contribution margin of your star dishes. Measurement shifts from monthly and late to
weekly and actionable: food cost variance is corrected before it consumes the quarter's EBITDA.

POINT BY POINT
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Purchasing by trust vs. purchasing as a system: the A/B analysis

NATURE OF THE SUPPLIER RELATIONSHIP

A - WITHOUT PURCHASING B - MASTERESTAURANT Decision
ARCHITECTURE

architecture with bidding and data
Personal trust, no market benchmark

Verdict: B: trust without data is the #1 leak; the benchmark protects margin.

COST MEASUREMENT

A - WITHOUT PURCHASING B - MASTERESTAURANT Weekly
ARCHITECTURE

theoretical vs actual, actionable
Monthly actual cost, late

Verdict: B: food cost variance is corrected before it consumes the quarter's EBITDA.

REPRICING STRATEGY

A - WITHOUT PURCHASING B - MASTERESTAURANT Menu
ARCHITECTURE

engineering by elasticity
Linear: raise everything by the same %

Verdict: B: linear repricing destroys traffic; engineering protects contribution margin.
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COST GOVERNANCE

A - WITHOUT PURCHASING B - MASTERESTAURANT P&L within 5
ARCHITECTURE

days with prime cost and break-even

No managerial P&L close

Verdict: B: with 20+ bankruptcies in 2025 (Restaurant Business), cost governance is survival.

SIDE-BY-SIDE COMPARISON

Purchasing by trust (obsolete model) SILENT LEAK

X

X

You buy from the usual supplier with no market price benchmark.

Theoretical vs actual cost is never measured: the variance is invisible.

Input inflation (+35% in 5 years, NRA 2024) is absorbed against margin.

Without a recalculated break-even, a cash-losing service looks profitable.

Purchasing as a decision system (Masterestaurant) MASTERESTAURANT

v

v

Shortlist of 2-3 suppliers per category with quarterly bidding.

Live theoretical costing per recipe: food cost variance < 2 pts.

Reprice via menu engineering, not linear: protect contribution margin.

Managerial P&L within 5 days with prime cost and recalculated break-even.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

WITHOUT PURCHASING MASTERESTAURANT METHOD
ARCHITECTURE (PURCHASING AS A SYSTEM)
Food cost per dish X 36-40% uncontrolled v < 32% with monitored theoretical costing
(recommended ceiling) (above the 32% max)
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WITHOUT PURCHASING
ARCHITECTURE

Theoretical vs actual cost X  4-8 pt unmeasured gap

(variance) (hidden leak)

Prime cost (food + labor) X >65% in loss territory
Input inflation absorbed (5 X  +35% passed to margin
years) (NRA, 2024)

Suppliers per category X 1 captive supplier, no price

benchmark

Month-end / managerial P&L X No close; losses

discovered late

THE NUMBERS THAT MATTER

The sector in 2026 figures (why act now)

35 %

above Feb-2020 for the all-
food price index (May-2026)

3D

5-year rise in food and labor cost
for the average restaurant (each)

31 %

U.S. menu price increase
between Feb-2020 and Apr-2025

30 %

U.S. producer price index (final demand) in 2025

50 %

combined U.S. tariff on Brazilian coffee (2025)

20.

chains or franchisees in
bankruptcy in the U.S. in 2025

www.masterestaurant.com - Executive Brief - Purchasing & suppliers: from silent capital leak to your #1 EBITDA lever

MASTERESTAURANT METHOD
(PURCHASING AS A SYSTEM)

v" Variance < 2 pts, measured weekly
v 58-62% within a healthy range

v +31% menu reprice (NRA/BLS)
recovering margin

v 2-3 shortlisted with quarterly bidding

v' P&L within 5 days with food cost variance
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VISUALIZATION

The numbers, visualized

above Feb-2020 for the all-food price index (May-2026)

5-year rise in food and labor cost for the average restaurant (each)

U.S. menu price increase between Feb-2020 and Apr-2025

U.S. producer price index (final demand) in 2025

combined U.S. tariff on Brazilian coffee (2025)

chains or franchisees in bankruptcy in the U.S. in 2025

Sources: USDA ERS / BLS 2026 - National Restaurant Association 2024 - National Restaurant Association / BLS
2025 - U.S. BLS — Producer Price Index 2025 - Bellwether Coffee 2025

Chart by masterestaurant.com

REAL CASE

“The mistake | see over and over: the owner negotiates the rib-eye price once a year and thinks they won.
But they never measure the weekly variance between the recipe's theoretical cost and what actually leaves
inventory. Right there, in those 4 invisible points, the quarter's EBITDA is gone. We rebuilt purchasing and
suppliers as a system, not a friendship, and prime cost dropped from 67% to 60% in two months. The menu
didn't change. The decision architecture did.”

— Diego F. Parra, restaurant consultant (Masterestaurant), on a 2026 purchasing intervention

HOW TO APPLY IT IN YOUR RESTAURANT

www.masterestaurant.com - Executive Brief - Purchasing & suppliers: from silent capital leak to your #1 EBITDA lever Page 7 of 9


https://www.ers.usda.gov/data-products/food-price-outlook/summary-findings
https://restaurant.org/research-and-media/research/restaurant-economic-insights/analysis-commentary/elevated-labor-costs-had-a-significant-impact-on-restaurant-profitability-in-2024/
https://restaurant.org/research-and-media/research/restaurant-economic-insights/economic-indicators/menu-prices/
https://restaurant.org/research-and-media/research/restaurant-economic-insights/economic-indicators/menu-prices/
https://www.bls.gov/news.release/archives/ppi_01302026.htm
https://bellwethercoffee.com/blog/the-great-coffee-price-surge-what-this-means-for-the-industry
https://masterestaurant.com/

Three-phase strategic roadmap

@ Phase 1 — Leak diagnosis (0-30 days)
Deliverable: a food cost variance map by category and recipe. You build the current theoretical
cost of each dish and contrast it against the actual cost from inventory. Success metric: identify
and quantify the gap (typical target: 3-6 recoverable prime cost points). With all-food prices 35%
above Feb-2020 (USDA ERS / BLS, 2026), this map is the baseline of the entire operation.

@ Phase 2 — Purchasing re-architecture (30-90 days)
Deliverable: a shortlist of 2-3 suppliers per category with quarterly bidding and a receiving
policy. You install live theoretical costing and menu-engineering repricing. Success metric: food
cost variance < 2 pts and food cost per dish < 32%. Against the +35% input rise over 5 years
(National Restaurant Association, 2024), this is where margin is recovered without punishing the
guest.

@ Phase 3 — Governance and managerial P&L (90-180 days)
Deliverable: a managerial P&L close within 5§ days with prime cost, break-even and EBITDA per
location. You install the cost-focused board ritual. Success metric: prime cost stable at 58-62%
and EBITDA with monthly visibility. With 20+ chains in bankruptcy in the U.S. in 2025
(Restaurant Business, 2025), cost governance is no longer optional.

FAQ

Decision questions (answer-first)

What does NOT rebuilding purchasing cost?

It costs 3 to 6 prime cost points drained silently. With all-food prices 35% above Feb-2020 (USDA ERS / BLS,
2026) and a +35% input rise over 5 years (NRA, 2024), inaction means absorbing that inflation against your
margin until it erodes EBITDA.

What is the highest-ROI lever in purchasing?

Measuring theoretical vs actual cost per recipe every week. It is the highest-ROI, lowest-risk lever: it needs no
CapEx and recovers hidden food cost variance. With final-demand PPI at +3.0% in 2025 (U.S. BLS, 2025),
weekly measurement keeps price drift from surprising you.

Should | have one trusted supplier or several?

You should have 2-3 shortlisted per category with quarterly bidding. A single captive supplier removes the price
benchmark and leaves you exposed: with the 50% tariff on Brazilian coffee (Bellwether Coffee, 2025), supplier
concentration is pure territory risk.
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Linear repricing or menu engineering?

Menu engineering, never linear. Raising everything by the same percentage destroys elasticity. Large chains
raised prices +42% (2020-2025, One Haus) and many lost traffic; menu engineering protects contribution margin
by raising where the guest doesn't react.

DATA & SOURCES

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

ROI de la prevencion de .
o . US$7 de beneficio futuro por
desperdicio de comida en . . ReFED
cada US$1 invertido (ROl 600%)

restaurantes
Crecimiento del empleo en la +3,2% en 2024 (45.000 i ~ )
B - ) Hosteleria de Espafna (Anuario) 2024
restauracion en Espana empleados mas)
N ) . National Restaurant Association —
Utilidad antes de impuestos, 2,8% de las ventas (mediana, .
o Restaurant Operations Data Abstract 2025
servicio completo 2024)
(datos 2024)
National Restaurant Association —
Utilidad antes de impuestos, 4,0% de las ventas (mediana, .
S Restaurant Operations Data Abstract 2025
servicio limitado 2024)

(datos 2024)

i National Restaurant Association —
) o 65 centavos de cada délar de ]
Prime cost, servicio limitado . Restaurant Operations Data Abstract 2025
venta (mediana, 2024)

(datos 2024)
Costo de némina, servicio 36,5% de las ventas (mediana, National Restaurant Association —
completo 2024) Restaurant labor costs analysis 2024

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