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QUICK VERDICT

Verdict: the restaurant growing steadily in 2026 bills on average 31.7% of its revenue
beyond table service (own delivery, retail, events, memberships, ghost kitchen, licensing).
The stalled one stays at 8.9%. It isn't that they sell more food: they turned the business
model into several cash taps. If your diversification sits below 15%, you're a one-legged
restaurant — and one leg falls with the first dining-room crisis.

¢ oOriginal Study / Industry Index First-party research - methodology & sample disclosed - 11 min read

- 2026-07-07

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

From 2023 to 2026, Masterestaurant audited the revenue structure of 214 restaurants across Spain, Mexico and
Colombia, and cross-checked that diagnosis against the billing data of 8,400 accounts managed within the
ecosystem. The question was brutally simple: how much of your cash depends on a guest sitting at a table? The
finding split the sector into two distinct leagues.

Revenue diversification stopped being a foodtech-chain luxury. In 2026, with average occupancy cost at 9.8% of
sales and the dining room yielding fewer turns as habits shift, the restaurant selling only tables runs on a single
engine. This Radar measures that risk precisely and places each operator in a concrete percentile of the index.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

ONE-LEGGED RESTAURANT DIVERSIFIED RESTAURANT (MR
(TABLES) MODEL)

% revenue beyond tables X 8.9% (range 4-13%) v 31.7% (range 24-42%)

Annual sales growth X +21% v +18.4%

Active revenue lines X 1.3 average v 4.6 average

Operating margin (EBITDA) X 6.4% v 13.9%
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ONE-LEGGED RESTAURANT DIVERSIFIED RESTAURANT (MR

(TABLES) MODEL)
Cash drop on dining-room X -41% in 30 days v -17% in 30 days
shock
Occupancy cost over total X 12.7% v 81%
revenue

Finding 1 — How much does the growing restaurant bill off-table?

The restaurant growing sustainably in 2026 bills on average 31.7% of its revenue outside table service;
the stagnant one stays at 8.9%.

That is the finding that split the sector into two leagues when Masterestaurant audited the revenue structure of
214 restaurants across Spain, Mexico and Colombia and cross-checked it against 8,400 accounts in the ecosys-
tem. Off-table means owned delivery, branded retail, events, memberships, ghost kitchens and licensing. It is
not that they sell more food: they bill the same asset —kitchen, brand, square meter— across more moments
and formats. | have seen it in dozens of operations: the one that only fills tables runs on a single engine;
the diversified one fires four. With average occupancy cost at 9.8% of sales, leaning on one leg is a cash
risk, not a philosophy. Healthy diversification reuses a resource you already paid for; it does not invent a
separate business.

Finding 2 — Diversifying is not scattering: reuse what you already paid for

That is the line Masterestaurant draws between a profitable second leg and a cash leak. Every new axis in the
31.7% billed by the growing operator leans on the kitchen, supplier or client base that already existed: branded
retail uses the same purchasing at 12% less per volume; events amortize the room in valley hours; the ghost
kitchen squeezes the hot station between 3 and 6 p.m., when it yields zero. The mistake | see again and again
is opening a line that demands its own staff, space and supplier: that does not diversify, it doubles fixed costs.
The test is simple and hard: if the new line does not share at least one amortized resource, it is not diversifica-
tion —it is a second restaurant in disguise competing for your cash. A single-line restaurant has a mathematical
ceiling: turns times check times open days, and that is where it ends.

Finding 3 — The ceiling of a single leg is mathematical

A 60-seat venue at 2.4 turns with a 28-euro check over 26 days bills roughly 104,800 euros a month, and not
one euro more without raising prices or adding chairs. In 2026 that ceiling weighs heavier: the room yields fewer
turns due to changing habits, and average occupancy cost ate 9.8% of sales. The 8.9% off-table operator opti-
mizes the plate —drops food cost two points, tightens the menu— and celebrates gaining margin. The 31.7%
operator optimizes the entire revenue structure inside the Restaurant Model Canvas: adding axes instead of
squeezing the same one. That is why one breaks the ceiling and the other only polishes it. The arithmetic does
not negotiate: more moments beat more effort. Real margin changes radically by axis: owned delivery leaves
18-22% net versus the 4-9% of aggregator delivery, which takes up to 30% commission. Across the 214 audited
operations, memberships were the most profitable axis —58% contribution margin— because they collect cash
upfront and build loyalty with no new acquisition cost.
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Finding 4 — Where the real margin of each off-table axis lives

Branded retail runs around 34% when it uses product you already make; licensing, well built, scales without
touching your kitchen and contributes 6-11% of billing in mature cases. Events yield 40-45% if they fill valley
hours, but destroy margin if they cannibalize service. The order | recommend at Masterestaurant is clear: first
the axis that reuses the most resource and the least new staff —almost always owned delivery or memberships
—, and only then the ones that require setup. Diversifying by trend burns cash; diversifying by margin multiplies
it. Your risk percentile is set by a single figure: what percentage of your cash depends on a customer sitting at a
table. Below 90% dependence you enter the healthy league; above 91% —where the 8.9% operator lives— any
external shock hits you with no buffer. The Radar places each operation in a concrete percentile: the top third of
the 214 audited already bills over 25% off-table, the bottom third does not reach 6%.

Finding 5 — The risk percentile: which league your cash plays in

Between 2023 and 2026 those who climbed a percentile did not sell more plates; they added axes that reused
their kitchen. One data point stopped me: the high-quartile ones withstood occupancy-cost hikes without closing,
while the low quartile lost margin at the first blow. Measure your number this week. If it depends on the table
more than 90%, you have one engine and it is time to fire the second. Fire your second leg by choosing the axis
that shares the most already-paid resource and the least new staff, not the trendy one. In operations that moved
from 8.9% to 25% off-table, the pattern repeated: they started with owned delivery or memberships, measured
for 60 days, and only scaled when the new line topped 15% contribution margin without stealing hours from the
main service. The costly mistake is launching three axes at once: it scatters the team and sinks the quality of
all five.

Finding 6 — How to fire your second leg without breaking the first

Diego F. Parra sums it up bluntly in every Masterestaurant audit: one leg at a time, each anchored to an amor-
tized resource, each with its margin number before it grows. The 2026 goal is not to bill more food; it is that less
than 90% of your cash depends on an occupied chair. Start with the lowest marginal-cost axis and raise it this
week. It isn't billing more food, it's billing the same asset (kitchen, brand, square meter) across more moments
and distinct formats. Healthy diversification doesn't scatter: each new line reuses an already-paid resource (the
kitchen, the supplier, the customer base), it doesn't invent a separate business. The one-legged restaurant opti-
mizes the dish; the diversified one optimizes the whole revenue structure within the Restaurant Model Canvas.
The ceiling of a single-line model is mathematical: turns x check x days. The diversified one breaks that ceiling
by adding axes, not squeezing the same one.

POINT BY POINT
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Radar head to head: one leg vs diversified

DINING-ROOM DEPENDENCE

A - ONE-LEGGED RESTAURANT (TABLES) B - MASTERESTAURANT The diversified
The one-legged one lives or dies by table one spreads the weight across 4.6 lines;
occupancy: it's its only cash engine. the dining room is one more, not the

whole.

Verdict: The diversified one wins: shock resilience multiplies (-17% vs -41%).

SQUARE-METER USE

A - ONE-LEGGED RESTAURANT (TABLES) B - MASTERESTAURANT The same space
Kitchen and premises only work during bills in dead slots: workshop, ghost
service hours; the rest of the day the cost kitchen, retail.
runs empty.

Verdict: The diversified one wins: occupancy cost drops from 12.7% to 8.1% over total revenue.

GROWTH CEILING

A - ONE-LEGGED RESTAURANT (TABLES) B - MASTERESTAURANT Breaks the
Limited by turns x check x days; it only ceiling by adding revenue axes, not
grows by raising prices (+2.1% a year). squeezing the same one (+18.4% a year).

Verdict: The diversified one wins by a margin: nearly 9x the annual growth.
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MANAGEMENT COMPLEXITY

A - ONE-LEGGED RESTAURANT (TABLES) B - MASTERESTAURANT More complex: it
Simple: one product, one channel, one demands mapping the model on the
team. Easy to run, impossible to scale. Canvas to avoid competing with itself.

Verdict: Nuanced tie: the one-legged one's simplicity is a trap; diversified complexity is governed
with method.

SIDE-BY-SIDE COMPARISON

One-legged restaurant 8.9% BEYOND TABLES

X All cash depends on filling the dining room: turns and average check are the only levers.
X Occupancy cost weighs 12.7% because the square meter only works during service hours.
X On a closure, street works or a flu wave, cash falls 41% in a month.

X Average annual growth is +2.1%: raise the price, little else.

Diversified restaurant MASTERESTAURANT

v" Own delivery, retail (sauces, frozen, courses) and events open 4.6 distinct cash taps.
v" The same square meter bills in dead hours: morning workshop, night ghost kitchen.
v" The drop on a dining-room shock softens to -17%: other legs bear the weight.

v Operating margin nearly doubles the one-legged one (13.9% vs 6.4%).

SIDE-BY-SIDE COMPARISON
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Side-by-side comparison

ONE-LEGGED RESTAURANT DIVERSIFIED RESTAURANT (MR
(TABLES) MODEL)

% revenue beyond tables X  8.9% (range 4-13%) v 31.7% (range 24-42%)

Annual sales growth X +21% v +18.4%

Active revenue lines X 1.3 average v 4.6 average

Operating margin (EBITDA) X 6.4% v 13.9%

Cash drop on dining-room X -41% in 30 days v  -17% in 30 days

shock

Occupancy cost over total X 12.7% v 8.1%

revenue

THE NUMBERS THAT MATTER

The scorecard in proprietary figures

31.7%

revenue beyond tables of the
growing restaurant (range 24-42%)

214

restaurants audited 2023-
2026 (Spain, Mexico, Colombia)

8400

managed accounts cross-checked with the diagnosis

18.4 %

annual sales growth of the diversified segment

1.6

active revenue lines on average
in the growing segment

8.9 %

diversification of the stalled restaurant (range 4-13%)
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VISUALIZATION

The numbers, visualized

Sources: Masterestaurant internal data Chart by masterestaurant.com

REAL CASE

“We audited a family grill house in Guadalajara billing 100% at tables and growing 1% a year, exhausted. In
14 months we added own delivery of its packaged marinated meat, a morning workshop for hotels, and grill
classes on Mondays. It went from 0% to 34% beyond tables and cash rose 22%. What changed wasn't the

food: it was stopping selling only chairs.”

— Diego F. Parra, restaurant consultant — Masterestaurant

HOW TO APPLY IT IN YOUR RESTAURANT

How to place yourself on the index and move your percentile

@ Measure your real diversification
Split the last 90 days of billing into two columns: what came in through an occupied table and

what came in through any other channel (delivery, retail, events, memberships, licensing). That
second percentage over the total is your position on the Radar. Below 15% you sit in the risk

percentile.
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@ Identify the idle asset
Almost always the new leg is born from an already-paid resource that works few hours: the

kitchen in dead slots, the brand with no physical product, the customer base with no repeat
purchase. Locate which of your assets yields the fewest hours a day — that's the closed tap.

@ Open ONE line, not five
The mistake | see over and over is launching delivery, retail and events at once and dying from
dispersion. Pick the line with the lowest marginal cost (the one that reuses most of what you
already pay) and take it to 8-12% of cash before opening the next. One firm leg before four

wobbly ones.

@ Rebuild the model on the Canvas
Each new line changes your value proposition, your key resources and your cost structure. Pour
the 4-6 lines onto the Restaurant Model Canvas to see where resources overlap and where you
compete with yourself. Without that map, diversifying is just stacking chaos that's profitable
short-term and fragile long-term.

FAQ

Frequently asked questions about the Diversification Radar

What share of revenue beyond tables is healthy in 20267

According to the Masterestaurant Index, the steadily growing restaurant bills between 24% and 42% beyond
tables, averaging 31.7%. Below 15% you're in the risk percentile: you depend on a single leg. The healthy target
range for most operations is 25-35%.

Won't diversifying scatter me and raise my costs?

Only if you open lines that invent a separate business. Healthy diversification reuses already-paid assets: the
kitchen in dead slots, the brand with no physical product. In the study, the diversified segment had lower
occupancy cost (8.1% vs 12.7%) because the same square meter worked more hours.

How many revenue lines should | have?

The growing segment runs 4.6 lines on average, but the count matters less than the order. Open one leg, take it
to 8-12% of cash and only then open the next. Four firm lines are worth more than eight wobbly ones that
scatter your management and inventory.
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Does this index apply to a single-location restaurant?

Yes. The study breaks down by size: one location can diversify with branded retail, own delivery and events
without opening sites. In fact, the single-location operator is the most exposed to a dining-room shock (-41%
cash in 30 days), so it's the one that most needs a second leg.

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

o ) los latinos crean negocios a un ritmo superior al
Emprendimiento hispano Forbes
promedio de EE.UU.

Capital para foodtech restaurantes y foodtech siguen atrayendo capital de )
. . Bloomberg Linea
LatAm riesgo regional

Margen neto por

full-service 3-5% - casual 5-7% - fine 6-10% Statista

concepto

» . National Restaurant
Operacion fuera del local ~75% del trafico e

Association
Digitalizacion del . .
. palanca clave de rentabilidad McKinsey (insights)

foodservice
Prime cost 55-65% de las ventas Nation's Restaurant News

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