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QUICK VERDICT

Straight verdict: turnover is not an HR problem, it's a cash leak. Hourly turnover in full
service hit 96% in Q3 2024 and 135% in limited service (Black Box Intelligence / 7shifts,
2024). The sector closed 2024 at 65.8% annual turnover, down from 75.6% in 2023 (National
Restaurant Association, 2024). With a median food-preparation/serving wage of USD
34,130/year (U.S. Bureau of Labor Statistics, 2024), replacing a position costs 12% to 20%
of the annual salary in direct cost, plus the lost profit of the uncovered shift. This
analysis's benchmark: below 60% annual you're in the healthy quartile; above 90% you
have a structural hemorrhage, not normal turnover.

# Masterestaurant Study / Sector Synthesis Expert synthesis - cited industry sources - 13 min read

- 2026-07-09

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

This Masterestaurant analysis synthesizes real public data from the National Restaurant Association, U.S.
Bureau of Labor Statistics, Toast, 7shifts / Black Box Intelligence, Homebase and UKHospitality (2024-2026),
applying the reading of a senior consultant. It is not primary research with its own sample: the figures belong to
the cited sources; Diego F. Parra's contribution is the interpretation, the segment breakdown and the healthy
operating range.

Staff turnover is the silent tax on prime cost. Every time a server quits, the cash clock starts: posting the
vacancy, interviewing, training, absorbing the low productivity of the first weeks, and covering shifts with
overtime or managers on the floor. None of it shows up as a line on the P&L, which is why the average owner
never measures it. That is the cost this analysis makes visible.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

FULL SERVICE LIMITED SERVICE (QSR / FAST
CASUAL)
Hourly turnover (Q3 2024) X 96% annual (Black Box v 135% annual (Black Box Intelligence
Intelligence / 7shifts, 2024) | Tshifts, 2024)
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Manager turnover (Q3 2024)

Turnover by position (2025)

Sector turnover vs. all

industries

Early turnover (first 90 days)

Median annual wage
(replacement-cost base)

FULL SERVICE

X Sector reference 65.8% (NRA,
2024)

X  FOH 41%, kitchen 43%,
managers 28% (Homebase, 2025)

X ~75% restaurants vs ~47% U.S.

average (Homebase, 2025)

X 42% of hospitality exits
(UKHospitality via Chefs Bay, 2025)

X USD 34,130 food prep/serving
(BLS, 2024)

LIMITED SERVICE (QSR / FAST
CASUAL)

v 55% in limited service, up from 45%
in 2019 (NRA, 2024)

v Fast food >43% (RotaCloud via
Restroworks, 2024)

v 65.8% sector 2024, down from
75.6% in 2023 (NRA, 2024)

v 42% of hospitality exits
(UKHospitality via Chefs Bay, 2025)

v" USD 34,130 food prep/serving;
managers USD 65,310 (BLS, 2024)

Finding 1 — How much does staff turnover really cost a restaurant?

Turnover is not an HR problem: it is a cash leak nobody books. The U.S.

restaurant sector closed 2024 at 65.8% annual turnover, per the National Restaurant Association, down from
75.6% in 2023 but still far above the ~47% average across all U.S. industries (Homebase, 2025). Worse still:
hourly turnover in full-service hit 96% in the third quarter of 2024 and 135% in limited-service, per Black Box
Intelligence / 7shifts (2024). The mistake | see again and again is treating this as a hiring issue instead of what it
is: every resignation starts a cash clock —posting, interviews, training, low productivity and overtime— that nev-
er shows up as a line on the P&L. That hidden cost is exactly what this analysis makes visible for the owner who
wants to stop the bleed. This Masterestaurant analysis is an expert synthesis of real public data, not primary re-
search with its own sample.

Finding 2 — What this study measures and what it does not

The figures come from cited sources —National Restaurant Association, U.S. Bureau of Labor Statistics, Toast,
7shifts / Black Box Intelligence, Homebase and UKHospitality (2024-2026)—; Diego F. Parra's contribution is the
consultant's read, the segment breakdown and the healthy operating range. Diego's track record (over 8,400
restaurants across 43 countries, 20 years) is the author's authority context, never the source of a figure. Let me
be blunt: when an owner hears «65.8% turnover» he thinks he lost two-thirds of his staff, and that is false. The
annual figure is heavily inflated by early exits —42% of hospitality turnover happens in the first 90 days, per
UKHospitality via Chefs Bay (2025)—. Without that breakdown, the number is a mirror that scares but does not
guide a single decision. Being «at the sector average» does not mean being healthy: the average itself is sick.
The 65.8% annual turnover from the National Restaurant Association (2024) comforts the owner who compares
himself to peers, but ignores that all U.S.

Finding 3 — The sector average is a dangerous mirror

industries average ~47% (Homebase, 2025). The useful benchmark is not the average: it is the healthy quartile.
In the UK, hospitality and catering closed 2024 at 38.7% turnover, and fast food topped 43%, per RotaCloud via
Restroworks (2024). Comparing yourself to the worst in your category sets the ceiling far too low. | have seen
operators celebrate «we dropped to 60%» while the operator next door, with the same menu and the same
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wage, runs at 35%. The right question is not «<am | at the average?» but «what does the quartile that turns over
half as much as me actually do?». That gap is recoverable money, not destiny. A 65% annual turnover rate does
not mean you lost two-thirds of your stable core: it is inflated by the revolving door of the first months. 42% of
hospitality turnover happens in the first 90 days of employment, per UKHospitality via Chefs Bay (2025).

Finding 4 — Early turnover distorts the entire reading

Translated into cash: you spend recruiting and training someone who leaves before becoming productive, and
that spend repeats on a loop. That is why | insist on splitting two distinct metrics. One is new-hire turnover —a
failure of hiring and onboarding—; the other is the turnover of your tenured staff, which truly hurts because it
walks out with knowledge of the menu, the till and the guest. In the UK, annual turnover fell from 75% to 67% by
late 2025, with labor costs at 35% of revenue (Chefs Bay / UKHospitality, 2025). If you do not separate the two,
you attack the wrong problem. The number-one cause of turnover is no mystery: it is hourly pay, and the top
three causes are all controllable. Per Toast (What Restaurant Workers Want in 2025), 33% of turnover is at-
tributed to problems with hourly pay, 30% to difficult managers and 28% to difficult coworkers.

Finding 5 — Why people leave: pay, managers and coworkers

That means nearly all of the leakage responds to three levers the owner controls: wage structure, floor leader-
ship quality and team culture. The salary context explains the pressure: the median annual wage in food prep
and service is USD 34,130, against USD 49,500 across all occupations (U.S. Bureau of Labor Statistics, May
2024). When pay sits below the general median and the manager is toxic on top of it, quitting is not disloyalty: it
is arithmetic. Fixing the manager is usually cheaper than raising everyone's wage. Replacing a manager costs
multiples of replacing a runner, so averaging cost per head hides the truth. The median annual wage of a restau-
rant manager is USD 65,310 (U.S. Bureau of Labor Statistics, May 2024), nearly double the service staff wage
(USD 34,130). Replacement cost scales with that salary and with the complexity of the station: training a head
chef who masters costing and waste is nothing like covering a floor position.

Finding 6 — Replacement cost is segmented by position, not averaged

The rhythms also differ by function. In 2025, front-of-house turned over 41%, kitchen 43% and managers 28%
annually, per Homebase, while managerial turnover in limited-service rose to 55% in Q3 2024 from 45% in 2019
(National Restaurant Association, 2024). In Spain, a waiter's base wage is around €1,250.91/month and a head
chef's €1,415.47/month (Madrid Hospitality Collective Agreement, 2025): same logic, different scale. The goal is
not zero turnover —impossible in hospitality— but pulling your operation toward the healthy quartile and protect-
ing the core. With the kitchen turning over 43% and front-of-house 41% on average (Homebase, 2025), the
Masterestaurant framework sets targets by position and separates early turnover from tenured-staff turnover, in-
stead of chasing one global number. Diego F. Parra puts it plainly: turnover is the silent tax on prime cost, and
like any tax, you cut it by measuring it in parts.

Finding 7 — The healthy operating range according to Masterestaurant

An operator who curbs first-90-day turnover —today 42% of the total, per UKHospitality via Chefs Bay (2025)—
recovers cash without touching base pay. In Mexico, turnover in food and beverage preparation reaches up to
28% (Grupo Milenio, 2024), proof that the healthy range exists and is attainable. The path is concrete: measure
by segment, fix onboarding and floor leadership, and defend your tenured people before the full payroll. A 65%
annual turnover does NOT mean you lost two-thirds of your stable staff: it is heavily inflated by early exits (42%
in the first 90 days, UKHospitality via Chefs Bay, 2025). Separate new-hire turnover from the turnover of your
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tenured core. The sector average (65.8%, NRA 2024) is a dangerous mirror: it comforts you to be 'at the aver-
age' when the average is sick against the ~47% of all U.S. industries (Homebase, 2025). The useful benchmark
is not the average, it's the healthy quartile.

Finding 8 — How to read this benchmark without fooling yourself

Replacement cost scales with salary and station complexity: replacing a manager (USD 65,310/year, BLS 2024)
costs multiples of replacing a runner. Don't average cost per head; segment it by position.

POINT BY POINT

Compared analysis by segment and position

HOURLY TURNOVER LEVEL (Q3 2024)

A - FULL SERVICE 96% annual in full B - MASTERESTAURANT 135% annual in
service (Black Box Intelligence / 7shifts, limited service (Black Box Intelligence /
2024). 7shifts, 2024).

Verdict: Limited service churns faster due to shorter training ramp and tighter pay; both formats
sit far above the ~47% of all industries (Homebase, 2025).

TURNOVER BY POSITION (2025)

A - FuLL service FOH 41%, managers B - MASTERESTAURANT Kitchen 43%, fast

28% (Homebase, 2025). food >43% (Homebase, 2025 / RotaCloud
via Restroworks, 2024).

Verdict: Kitchen churns more than FOH; management is the most stable in the data, but its exit
(USD 65,310/year, BLS 2024) costs multiples and drags the shift.
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TIMING OF THE EXIT

A - FULL SERVICE 42% of exits in the first B - MASTERESTAURANT The restis
90 days (UKHospitality via Chefs Bay, spread across tenured staff.
2025).

Verdict: The highest retention return is in onboarding: shielding the first 90 days cuts nearly half
the exits without touching base pay.

REPLACEMENT COST BY ROLE

A - FuLL service FOH/kitchen: base B - MASTERESTAURANT Management:
USD 34,130/year, replacement 12-20% base USD 65,310/year, replacement
(BLS, 2024). scales to multiples (BLS, 2024).

Verdict: Don't average cost per head: segment it by role. A single manager exit can cost more
than five runner exits.

SIDE-BY-SIDE COMPARISON

What drives turnover (per the sources) MEASURED CAUSES

X Hourly pay: 33% of exits cite it as the cause (Toast, 2025).

X Difficult managers: 30% of exits cite it (Toast, 2025).

X Difficult coworkers / shift climate: 28% of exits (Toast, 2025).

X Weak onboarding: 42% of exits happen in the first 90 days (UKHospitality via Chefs Bay, 2025).

X Limited-service manager turnover rose to 55% (NRA, 2024): when the boss leaves, the shift follows.
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What the replacement cost hides

MASTERESTAURANT

v Direct cost: posting, interviews, paperwork and new-hire equipment.

v Training cost: 3-6 weeks of ramp before a server fully covers a station.

v Lost profit: uncovered shifts, mis-served tables, average ticket and table turns dropping.

v" Overtime and managers on the floor plugging gaps: it inflates prime cost with no extra sales.

v" Contagion: one exit on a poorly led shift raises the odds of the next.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Hourly turnover (Q3 2024)

Manager turnover (Q3 2024)

Turnover by position (2025)

Sector turnover vs. all

industries

Early turnover (first 90 days)

Median annual wage
(replacement-cost base)

THE NUMBERS THAT MATTER

FULL SERVICE

X 96% annual (Black Box
Intelligence / 7shifts, 2024)

X  Sector reference 65.8% (NRA,
2024)

X FOH 41%, kitchen 43%,
managers 28% (Homebase, 2025)

X ~75% restaurants vs ~47% U.S.

average (Homebase, 2025)

X 42% of hospitality exits
(UKHospitality via Chefs Bay, 2025)

X USD 34,130 food prep/serving
(BLS, 2024)

The 2026 turnover scorecard (cited figures)

96 %

Hourly turnover, full service (Q3 2024)
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LIMITED SERVICE (QSR / FAST
CASUAL)

v 135% annual (Black Box Intelligence
| 7shifts, 2024)

v 55% in limited service, up from 45%
in 2019 (NRA, 2024)

v Fast food >43% (RotaCloud via
Restroworks, 2024)

v 65.8% sector 2024, down from
75.6% in 2023 (NRA, 2024)

v 42% of hospitality exits
(UKHospitality via Chefs Bay, 2025)

v"  USD 34,130 food prep/serving;
managers USD 65,310 (BLS, 2024)
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135 %

Hourly turnover, limited service (Q3 2024)

65.8%

U.S. restaurant sector turnover
2024 (from 75.6% in 2023)

42 %

Exits in the first 90 days of employment (hospitality)

33 %

Exits citing hourly pay as the cause

34130uso

Median annual food-prep/serving wage,
replacement-cost base (May 2024)

VISUALIZATION

The numbers, visualized

Hourly turnover, full service (Q3 2024)

G

Hourly turnover, limited service (Q3 2024)

e 135%

U.S. restaurant sector turnover 2024 (from 75.6% in 2023)

G 65.8%

Exits in the first 90 days of employment (hospitality)

G 42%

Exits citing hourly pay as the cause

G

Sources: Black Box Intelligence / 7shifts 2024 - National Restaurant Association 2024 - UKHospitality (via Chefs Bay)
2025 - Toast — What Restaurant Workers Want 2025 - U.S. Bureau of Labor Statistics 2024
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https://www.7shifts.com/blog/restaurant-staff-turnover-and-retention-playbook/
https://www.nrn.com/restaurant-labor/restaurant-turnover-rates-improve-to-pre-pandemic-levels
https://chefsbay.co.uk/blog/hospitality-staffing-costs-2026/
https://chefsbay.co.uk/blog/hospitality-staffing-costs-2026/
https://pos.toasttab.com/blog/data/restaurant-employee-insights
https://www.bls.gov/ooh/food-preparation-and-serving/

Chart by masterestaurant.com

REAL CASE

“The mistake | see over and over: the owner celebrates being at the sector average without realizing the
average is sick. A full service with 96% hourly turnover doesn't have a people problem, it has a break-even
that quietly recalculates upward every quarter. The first time | put numbers on it for a client —what each
resignation cost between training, overtime and dropped ticket— he stopped treating turnover as HR and
treated it as what it is: a leak in prime cost.”

— Diego F. Parra, Masterestaurant
HOW TO APPLY IT IN YOUR RESTAURANT

How to place yourself and act on your turnover

@ 1. Measure your real turnover, not the perceived one
Compute turnover = exits in the period / average headcount. Split it by position (FOH, kitchen,
management) and by tenure. Compare against the healthy quartile: below 60% annual you're
fine; between 60% and 90% you have work to do; above 90% it's a hemorrhage. Remember the
sector average of 65.8% (NRA, 2024) is the ceiling of the tolerable, not the goal.

@ 2. Quantify cost per head and per position
Estimate replacement cost by position: recruiting + training + productivity ramp + coverage
overtime. With a median wage of USD 34,130/year (BLS, 2024), an FOH replacement runs 12-
20% of salary; a manager (USD 65,310/year, BLS 2024) scales to multiples. Multiply by your
annual exits: that number is your real lost retention budget.

@ 3. Attack the three measured causes
Toast (2025) has them quantified: hourly pay (33%), difficult managers (30%) and coworker
climate (28%). Audit which one weighs most in your house. Aimost always the shift lead is the
leak point: limited-service manager turnover rose to 55% (NRA, 2024), and a manager who
leaves drags the team along. Invest in shift leadership first.

@ 4. Shield the first 90 days
42% of exits happen in the first 90 days (UKHospitality via Chefs Bay, 2025): that's where the
highest return sits. Design an onboarding with micro-credentials, an assigned mentor and clear
weekly goals. Every new hire that crosses day 90 and stays saves you a full recruiting cycle and
productivity ramp.

FAQ
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Frequently asked questions on staff turnover 2026

How much does it really cost to replace a server in 20267

Between 12% and 20% of the annual salary in direct cost, plus lost profit. With a median food-prep/serving wage
of USD 34,130/year (BLS, 2024), that runs around USD 5,000-6,000 per replacement once you add recruiting,
training, productivity ramp and coverage overtime.

What annual turnover is 'normal’ in a restaurant?

The sector closed 2024 at 65.8% (NRA, 2024), down from 75.6% in 2023. But 'normal’ isn't 'healthy": the
average of all U.S. industries is around 47% (Homebase, 2025). The healthy operating quartile sits below 60%
annual; above 90% is a structural leak.

Why does hourly turnover exceed 100% in some formats?

Because the metric counts exits over slots, and in limited service the same vacancy churns several times a year.
Hourly turnover in limited service hit 135% in Q3 2024 and 96% in full service (Black Box Intelligence / 7shifts,
2024). It doesn't mean you lost your whole staff: it inflates from early turnover.

Where do | invest first to lower turnover?

In shift leadership and onboarding. Toast (2025) attributes 30% of exits to difficult managers and 33% to hourly
pay, and 42% of exits happen in the first 90 days (UKHospitality via Chefs Bay, 2025). Shielding the shift lead
and the first three months has the highest return per dollar.

DATA & SOURCES

Sector data 2026 (official sources)

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

Benchmark
Metric Source

2026
Costo de rotacion por evento de empleado por 3.000 a 7.000 Vantalnsights — Restaurant Employee
hora en restaurantes uUsD Turnover Benchmarks 2024
Costo promedio real de rotacion por empleado de 5.864 USD HigherMe — The Real Cost of Restaurant
restaurante ' Turnover
Rango de costo de reemplazo: de empleado por 2.706 a 17.651 meez — Restaurant Employee Turnover
hora a gerente general usbD 2025
Gasto anual de rotacién en un restaurante de 50 mas de 400.000 meez — Restaurant Employee Turnover
empleados con 80% de rotacion usbD 2025
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https://vantainsights.com/insights/restaurant-employee-turnover
https://vantainsights.com/insights/restaurant-employee-turnover
https://higherme.com/blog/the-real-cost-of-restaurant-turnover-5864-per-employee-and-how-to-reduce-it
https://higherme.com/blog/the-real-cost-of-restaurant-turnover-5864-per-employee-and-how-to-reduce-it
https://www.getmeez.com/blog/how-to-reduce-employee-turnover
https://www.getmeez.com/blog/how-to-reduce-employee-turnover
https://www.getmeez.com/blog/how-to-reduce-employee-turnover
https://www.getmeez.com/blog/how-to-reduce-employee-turnover

Benchmark

Metric Source

2026
Costo de reemplazo de un empleado de sala 1.056 USD meez — Encuesta a 511 operadores de
(FOH) en restaurantes de EE.UU. ' restaurantes 2025
Costo de reemplazo de un empleado de cocina 1.491 USD meez — Encuesta a 511 operadores de
(BOH) en restaurantes de EE.UU. ' restaurantes 2025

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