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The value proposition is not a tagline: it
decides whether formal jobs survive year three
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QUICK VERDICT

Verdict: a badly framed value proposition never shows up as a marketing problem, it
shows up as runaway food cost, uncontrolled prime cost and business mortality. Across
the region's food-service MSMEs the dominant error is writing the value proposition with
adjectives —quality, experience, service— instead of expressing it as a unit-economics
equation a credit officer can audit. The correct method reverses the order: define the
segment and the problem first, calculate what contribution margin that promise can carry,
and write the sentence last. With full-service food cost averaging 32.4% of sales according
to Vantalnsights (2026) and labor at 36.5% of sales according to CostLab.Al (2025), prime
cost eats roughly 69 cents of every dollar billed, so any promise that does not fit inside the
remaining 31 is, quite literally, an insolvent promise. SATE Institute and its technology
ally Masterestaurant S.A.S. formalize that calculation in the Restaurant Model Canvas,
where every block of the value proposition drags its own cost indicator and its
verification metric.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

SATE Institute keeps receiving program applications that describe food-service MSME portfolios with arrears
above the commerce-sector average and no hypothesis as to why; open the operating file of those units and the
constant is neither input prices nor interest rates, but a value proposition that was never translated into a
verifiable revenue structure.

The regional evidence is harsh. Restaurant sales in Colombia fell 44% during 2024, after an already brutal -40%
in 2023 according to Acodrés via Infobae (2025), and the independent restaurant segment in the United States
contracted 2.3% in 2025 with a net loss of more than 9,500 locations according to Technomic via Nation's
Restaurant News (2025). Two very different markets, one identical lesson about what happens when the
commercial promise divorces the cost structure.

For multilateral banks this is not sector trivia. In most Latin American and Caribbean economies restaurants are
a first-entry employer for young and female workers, so every closure converts a business-design error into
destruction of formal employment —the core SDG 8 indicator— and into the loss of whatever public or
concessional capital financed that operation.

Waste is the third vector. A value proposition with no menu engineering behind it produces bloated menus,
uncoordinated purchasing and spoilage; the IDB Group's #SinDesperdicio initiative places that front under SDG
12 target 12.3, and the causal link to food cost is direct and measurable inside the operator's own books.

Let me say what this document is NOT. It is not a brand-positioning guide, nor branding applied to restaurants. It
is a reading of decision architecture: what has to be calculated before the promise gets printed on a menu,
uploaded to a delivery platform or presented to an investment committee.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

SECTOR BASELINE (CITED EXPECTED RESULT WITH THE SATE -

SOURCE) MASTERESTAURANT METHOD
Full-service food cost X 32.4% of sales on average v Hard ceiling of 32% per dish with menu
(Vantalnsights, 2026) engineering and costed recipe sheets;

management target 28-30%

Labor cost X 36.5% of sales, full-service v' Band of 28-32% without cutting
median (CostLab.Al, 2025) headcount, by fitting shifts to the measured
traffic curve
Labor cost reference range X  25% to 35% of revenue v Deliberate placement inside the range:

(U.S. Bureau of Labor Statistics) 34% only if the value proposition sells
intensive table service
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Consolidated prime cost

Digital channel dependency

Repeat-visit capture

Reference average check

Independent-sector
contraction

SECTOR BASELINE (CITED
SOURCE)

X 68.9 points combining
32.4% (Vantalnsights, 2026) with
36.5% (CostLab.Al, 2025)

X 70% of diners ordered
delivery last month (Escoffier,
2025)

X  55% of diners belong to no
loyalty program (William Blair via
Restaurant Dive)

X USD 54 per outing in 2024,
up from USD 48 in 2023 (US
Foods / Escoffier, 2025)

X -2.3% of the independent
sector in 2025, over 9,500 net
locations (Technomic via NRN,

EXPECTED RESULT WITH THE SATE -
MASTERESTAURANT METHOD

v 60-63 points, the only band where the
value proposition leaves earnings for
reinvestment and debt service

v" Value proposition split by channel, with
contribution margin calculated separately for
dining room and delivery

v 81% of consumers would join if offered
(Voucherify, 2025): target of 35% identified
tickets within 12 months

v Target check set by declared segment,
never by copying the neighbor; quarterly
review against measured elasticity

v 36-month survival tracked as a portfolio
KPI, reported to multilateral lenders with
baseline and semiannual cut

2025)

1. The file that reaches the committee doesn't say "value proposition,” it says arrears

When a gastronomic MSME portfolio goes into arrears above the retail-sector average, the root cause is rarely
the interest rate: it is a commercial promise that never translated into a verifiable revenue structure. Restaurant
sales in Colombia fell 44% in 2024, after a -40% in 2023 according to Acodrés via Infobae (2025), and the U.S.
independent segment contracted 2.3% in 2025 with a net loss of more than 9,500 locations according to
Technomic via Nation's Restaurant News (2025). Two markets with different inflation, different regulation and dif-
ferent check size, and the same fracture: the menu promised one thing while the costing paid for another. An an-
alyst discounting cash flows against a statement of intent is not measuring risk, he is signing someone else's hy-
pothesis. That is the exact point where development banking loses concessional capital without having made a
single instrument error. Calculate first, write second: whoever reverses that order buys a prime cost the business
cannot pay.

2. The order of operations, not the creativity of the promise

Combine the 32.4% full-service food cost reported by Vantalnsights (2026) with the median payroll of 36.5% of
sales according to CostLab.Al (2025) and you get 68.9 points consumed before rent, utilities, maintenance and
debt. Labor cost moves within a band of 25% to 35% of revenue according to the U.S. Bureau of Labor
Statistics, so the disciplined operator still has room to maneuver; the one who wrote the tagline first does not.
There is a genuine tension in this trade: an ambitious value proposition demands expensive product, service-in-
tensive delivery or both, and that pushes the two dominant costs up at the same time. One gesture resolves it —
set the prime cost ceiling BEFORE defining the promise, and let the promise fit the ceiling. Below 500 thousand
in annual revenue there is one decision: cut the menu until every dish has a measured food cost, and declare a
narrow segment even if the sales advisor squirms.
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3. Band 1 - Annual revenue under 500 thousand: don't diversify, concentrate

The operating threshold is hard — a maximum of 24 active items, none above 32% individual food cost, and
70% of sales concentrated in six dishes. The demand gap helps choose whom to serve: 64% of U.S. house-
holds earning over US$200,000 eat out weekly versus 42% of those earning under US$50,000 according to
Morning Consult (2025). That 22-point differential exists across the region with different numbers, and a busi-
ness in this band has no cash to serve both extremes. This band is NOT dropped from the program: it is where
well-designed credit yields the most formal employment per dollar placed. Past 500 thousand a year, the value
proposition stops being a sentence and becomes an allocation of capacity between dining room and digital
channel, with an explicit threshold. Seventy percent of U.S.

4. Band 2 - Between 500 thousand and 1 million:

the promise now needs a second revenue line

diners ordered delivery in the past month according to Escoffier (2025), and delivery-only kitchens already ac-
count for 41% of the global dark kitchen market according to Credence Research (2024), which makes the
channel a business line with its own food cost and its own waste, not an experiment. The decision rule: no sec-
ondary channel launches unless it reaches 15% of total sales within six months, and none survives if its contri-
bution margin sits below 55%. Adding platforms without that filter is how a healthy operation ends up funding its
own delivery inefficiency out of the dining room. Above 1 million a year, the value proposition stops being validat-
ed by surveys and gets validated by traffic and check. U.S. casual dining lost 4.3% of traffic year over year in
2025 according to Rezku, while the average check for eating out rose to USD 54 in 2024 from USD 48 in 2023
according to US Foods via Escoffier (2025): fewer visits paying more, which is precisely the scenario where a
badly calibrated promise disguises itself as a good month.

5. Band 3 - Above 1 million: audit the value proposition against traffic, not against taste

The threshold in this band is managerial: quarterly menu engineering review, mandatory removal of any item
that hits neither volume nor margin, and consolidated prime cost held below 65 points. Spanish foodservice prof-
itability fell 0.7% in 2025 according to Hosteleria de Espafia (FEHR), and there the problem was not demand, it
was structure. This band is where the high-end case shows up — the celebrity-chef restaurant or the large-for-
mat themed venue — and its value proposition carries a risk the lower bands do not have: the promise is an-
chored to a person or to a spectacle, not to a system. The profile is recognizable without naming it: a check
three or four times the local market, dependence on tourism or event calendars, and a payroll that breaks the
36.5% ceiling from CostLab.Al (2025) because the format demands a full brigade. What happens if that figure
leaves or the format wears out.

6. Band 4 - Above 5 million: the high-end profile and its concentration risk

The operation is left with a fixed-cost structure sized for traffic that no longer arrives, and the 2.3% independent
contraction measured by Technomic (2025) becomes, for a single venue, a closure. Threshold: no more than
40% of sales dependent on the non-replicable attribute. Above 10 million the question is no longer what the
business promises but how much of that promise survives location number twenty. Subway operates roughly
20,162 locations in the United States, followed by Starbucks with 17,286 and McDonald's with 13,711 according
to Restroworks (2025), and none of the three built that scale on an attribute that depended on the judgment of
whoever ran the shift. For a regional group the threshold is standardization: recipe, purchasing and pricing
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replicable across 90% of the menu, and food cost deviation between locations under 2 percentage points.
Loyalty enters here with hard data — 81% of consumers would join a program if offered one, yet 55% belong to
none according to Voucherify (2025) and William Blair via Restaurant Dive.

7. Band 5 - Above 10 million: group or chain, where

the promise becomes replicable or becomes a liability

That gap is money left on the table. The value proposition is a credit risk mitigation instrument, not a branding
exercise, and that is the reading Diego F. Parra has carried into the Masterestaurant method: nothing goes onto
the menu, onto a platform or into an investment committee until three numbers exist, calculated. A prime cost
ceiling by format — with a combined floor of 68.9 points between the 32.4% food cost from Vantalnsights (2026)
and the 36.5% payroll from CostLab.Al (2025), the realistic ceiling sits at 62 to 65. A monthly break-even, where
payroll, rent and utilities live, none of which is ever charged to the plate. And a segment with documented
spending, not assumed: eating out already accounts for close to 39% of U.S. household food spending accord-
ing to American Farm Bureau Federation (2024). Calculate those three, then write the sentence. The difference
is not creative flair, it is the order of operations.

8. What separates the unit that survives from the one that closes?

Write the tagline first and hunt for funding later and you land near the 68.9 prime-cost points that result
from combining Vantalnsights' 32.4% food cost (2026) with CostLab.Al's 36.5% labor (2025);

calculate first and write later and there is margin to operate. In development-banking terms, a well-framed value
proposition is a risk-mitigation instrument. It lets the analyst discount flows against an explicit hypothesis rather
than a statement of intent, and that shifts the credit profile of an entire MSME portfolio. Operators who declare a
narrow segment usually frighten their own commercial advisor, yet they hold up best: when general casual-din-
ing traffic falls -4.3% year over year according to Rezku (2025), the unit with a specific promise loses less be-
cause its guest cannot substitute it easily. One paradox of the trade deserves resolving here. Widening the
menu feels like widening the market, but every new dish adds inventory references, spoilage and line complexi-
ty, so a value proposition that grows by addition shrinks margin per unit sold.

9. What separates the unit that survives from the one that closes — in practice

Menu engineering is the bridge: perceived variety expands by recombining already-costed inputs, not by
importing new product families. For technical cooperation the practical consequence lands immediately. A
program financing working capital without requiring a measurable value proposition is financing the continuation
of a design error, and doing it with concessional resources that could leverage viable units instead.

POINT BY POINT
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Error versus method, criterion by criterion

ORDER OF FORMULATION

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Calculate
Write the tagline, then look for a way to available margin, then draft the promise
fund it

Verdict: The correct method wins: starting from 68.9 prime-cost points (Vantalnsights 2026 +
CostLab.Al 2025), an uncosted promise is born insolvent.

MENU BREADTH

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Short menu with
Long menu promising variety and menu engineering and recombination of
multiplying inventory references costed inputs

Verdict: Perceived variety does not require purchasing variety; the 32% per-dish food-cost ceiling
only holds with a tight menu.

DIGITAL CHANNEL TREATMENT

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Contribution
Delivery booked inside the same unit margin calculated separately for each
economics as the dining room channel

Verdict: With 70% of diners ordering delivery last month (Escoffier 2025), consolidating channels
hides structural losses.
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GUEST IDENTIFICATION

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Repeat-visit

Anonymous ticket, no record, no repeat- program with identification rate as a KPI
visit measurement

Verdict: 55% belong to no program (William Blair via Restaurant Dive) while 81% would join if
offered (Voucherify 2025): not asking is expensive.

DUE-DILIGENCE EVIDENCE

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Monthly board of
Books rebuilt on committee demand, with prime cost, average check and table
no comparable series turnover

Verdict: Traceability is not bureaucracy; it is what allows flows to be discounted against an explicit
hypothesis and lowers the cost of capital.

PHYSICAL MENU VERSUS QR MENU

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Keep BOTH:
Drop the physical menu and leave only the physical menu to control the experience,
QR code QR as a complement

Verdict: The physical menu governs service pacing, menu narrative and suggestive selling; QR
adds price updates, accessibility, delivery and analytics. Removing the physical one forfeits the
average-check lever.
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TERRITORY-RISK READING

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Promise adjusted
Identical promise replicated across to the segment and viable check of each
markets with different purchasing power market

Verdict: With 64% of households above 200,000 dollars dining out weekly versus 42% of those
under 50,000 (Morning Consult, 2025), territory determines the sustainable promise.

SIDE-BY-SIDE COMPARISON

The recurring error: a value proposition written as an adjective DIAGNOSIs

X It declares «quality, experience and good service» with no indicator behind it; no risk analyst can verify
that sentence or discount it to cash flow.

X Price gets set by looking at the competitor down the street instead of solving for the contribution
margin the promise demands.

X The menu grows by accumulation rather than menu engineering, and food cost drifts past the 32.4%
full-service average reported by Vantalnsights (2026).

X Delivery is adopted without recalculating unit economics, even though 70% of diners already ordered
in last month according to Escoffier (2025) and platform commission swallows the differential.

X The revenue structure hangs on a single stream —the weekday lunch— so any traffic drop, like the
-4.3% year-over-year casual-dining decline reported by Rezku (2025), hits break-even directly.

X There is no customer record: 55% of diners belong to no loyalty program according to William Blair via
Restaurant Dive, and without guest identity there is no way to measure whether the promise was kept.
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The correct method: the value proposition as an auditable equation

MASTERESTAURANT

v" Segment and problem come first; the sentence gets written last, once the sustaining margin is known.

v" Every Restaurant Model Canvas block drags its indicator: if the promise includes signature product,

the costed recipe sheet is a requirement, not an annex.

v" Hard food-cost ceiling at 32% per dish, with labor and rent kept off the plate and carried to break-even,
per the Masterestaurant costing rule.

v Contribution margin calculated per channel: dining room and delivery are modeled as two separate unit

economics even when they share one kitchen.

v Validation before scaling: the promise runs on three months of real operating data before the format is
replicated or shown to a restaurant investor.

v Traceability for operational due diligence: monthly series of prime cost, average check and table

turnover, exportable to the investment committee without rebuilding the books.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Full-service food cost

Labor cost

Labor cost reference range

Consolidated prime cost

Digital channel dependency
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SECTOR BASELINE (CITED
SOURCE)

X 32.4% of sales on average
(Vantalnsights, 2026)

X 36.5% of sales, full-service
median (CostLab.Al, 2025)

X  25% to 35% of revenue
(U.S. Bureau of Labor Statistics)

X 68.9 points combining
32.4% (Vantalnsights, 2026) with
36.5% (CostLab.Al, 2025)

X  70% of diners ordered
delivery last month (Escoffier,
2025)

EXPECTED RESULT WITH THE SATE -
MASTERESTAURANT METHOD

v Hard ceiling of 32% per dish with menu
engineering and costed recipe sheets;
management target 28-30%

v' Band of 28-32% without cutting
headcount, by fitting shifts to the measured
traffic curve

v Deliberate placement inside the range:
34% only if the value proposition sells
intensive table service

v 60-63 points, the only band where the
value proposition leaves earnings for
reinvestment and debt service

v' Value proposition split by channel, with
contribution margin calculated separately for
dining room and delivery
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Repeat-visit capture

Reference average check

Independent-sector
contraction

THE NUMBERS THAT MATTER

SECTOR BASELINE (CITED
SOURCE)

X  55% of diners belong to no
loyalty program (William Blair via
Restaurant Dive)

X USD 54 per outing in 2024,
up from USD 48 in 2023 (US
Foods / Escoffier, 2025)

X -2.3% of the independent

sector in 2025, over 9,500 net

locations (Technomic via NRN,
2025)

EXPECTED RESULT WITH THE SATE -
MASTERESTAURANT METHOD

v 81% of consumers would join if offered
(Voucherify, 2025): target of 35% identified
tickets within 12 months

v Target check set by declared segment,
never by copying the neighbor; quarterly
review against measured elasticity

v' 36-month survival tracked as a portfolio
KPI, reported to multilateral lenders with

baseline and semiannual cut

Indicator board: the arithmetic that carries or sinks the promise

324,

Average full-service food cost as a share of sales

36.5 %

Labor cost, full-service median

44 %

Drop in Colombian restaurant sales during 2024

23 %

Independent-sector contraction in
2025, over 9,500 net locations lost

70 %

Diners who ordered delivery in the last month

81 %

Consumers willing to join a loyalty program if offered

VISUALIZATION

The numbers, visualized
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Average full-service food cost as a share of sales

Labor cost, full-service median

Drop in Colombian restaurant sales during 2024

Independent-sector contraction in 2025, over 9,500 net locations lost

Diners who ordered delivery in the last month

Consumers willing to join a loyalty program if offered

Sources: Vantalnsights 2026 - CostLab.Al 2025 - Acodrés via Infobae 2025 - Technomic via Nation's Restaurant
News 2025 - Escoffier 2025

Chart by masterestaurant.com

REAL CASE

“We came to the Institute with a 74-dish menu and the conviction that it was our differentiator; the diagnosis
showed food cost at 38.6% and labor at 37.2%, meaning 75.8 prime-cost points on annual billings of 1.4
million dollars. We rewrote the value proposition around local-product cooking with 31 dishes, recosted
sheet by sheet, and separated delivery unit economics from dining-room unit economics. Seven months
later food cost sat at 30.1%, labor at 32.4%, and the average check rose from 21 to 26 dollars with no loss
of covers. We kept the 41 formal jobs we were about to cut.”

— Operations director of a full-service restaurant, 160 seats, revenue band of USD 1 to 5
million per year, participant in an Andean-region MSME strengthening program

HOW TO APPLY IT IN YOUR RESTAURANT
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Strategic roadmap: three phases, 180 days, numeric metrics

@ Phase 1 - Days 1-45: auditable baseline (deliverable: unit-economics diagnosis)
Twelve months of sales by dish, purchases by supplier and hours worked by shift get pulled.
The deliverable is a menu-engineering matrix with real contribution margin per reference and
consolidated prime cost month by month. SUCCESS METRIC: 100% of dishes with a costed
recipe sheet and food-cost variance measured against the 32.4% full-service average reported
by Vantalnsights (2026). Until this phase closes, no reformulation of the value proposition is
defensible before a committee.

@ Phase 2 - Days 46-120: reformulation and controlled pilot (deliverable: validated
Restaurant Model Canvas)
With the baseline in hand the segment gets redefined, the menu is cut back to the references
that carry margin, and the value proposition is written as one verifiable sentence. The pilot runs
in a single location across two differentiated services, because delivery —already used by 70%
of diners last month according to Escoffier (2025)— demands its own math. SUCCESS
METRIC: food cost below 32% on 90% of active references and positive contribution margin in
both channels for eight consecutive weeks.

@ Phase 3 - Days 121-180: scaling and investment traceability (deliverable: operational due-
diligence file)
The validated model gets replicated and the indicator board multilateral lenders can audit goes
live: prime cost, average check, table turnover, guest-identification rate and projected 36-month
survival. The repeat-visit program switches on, knowing 55% of diners currently belong to none
according to William Blair via Restaurant Dive. SUCCESS METRIC: consolidated prime cost
inside the 60-63 point band and 35% of tickets carrying an identified guest by the close of month

SIX.

@ Phase 0 - Cross-cutting: data governance and impact reporting
Running alongside all three phases is the M&E instrumentation that translates operations into
development indicators. Every prime-cost point recovered becomes sustained payroll and is
reported against SDG 8; every point of spoilage avoided through menu engineering is reported
against SDG 12 target 12.3, aligned with the IDB Group's #SinDesperdicio initiative. SUCCESS
METRIC: a complete monthly series with no gaps across the 180 days and formal jobs
sustained counted against baseline payroll.

FAQ
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Committee questions

What exactly is a measurable restaurant value proposition?

It is a sentence declaring who you cook for and which problem you solve, paired with the contribution margin
that sustains it. If it cannot be expressed as accepted food-cost percentage, target check and associated labor
cost, it is not a value proposition: it is advertising with no accounting behind it.

What does it cost NOT to reformulate the value proposition?

It costs the gap between running at 68.9 prime-cost points —Vantalnsights' 32.4% food cost (2026) plus
CostLab.Al's 36.5% labor (2025)— and running at 62. On one million dollars of annual billings, those seven
points equal roughly 70,000 dollars of earnings that do not exist for reinvestment or debt service.

Does this method work for a virtual or delivery-only restaurant?

It does, with one caveat. Delivery-only kitchens account for 41% of the global dark-kitchen market according
to Credence Research (2024), and in that format the value proposition must solve total absence of contact:
margin is won in packaging, delivery time and a short catalog, and unit economics get calculated per platform,
never consolidated.

Why should multilateral lenders require this exercise in MSME portfolios?

Because it turns opaque risk into modelable risk. With the independent sector contracting 2.3% in 2025
according to Technomic via Nation's Restaurant News (2025), requiring an indicator-backed value proposition
separates viable units from units that merely need liquidity to postpone closure, protecting the formal
employment committed under SDG 8.

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
Peso de los alimentos en el gasto anual U.S. Bureau of Labor Statistics —
. 12,9% del gasto total en 2024 )
promedio del hogar (EE.UU.) Consumer Expenditures 2024
y . American Farm Bureau
Comer fuera como proporcién del gasto ~39% del gasto en alimentos en )
. Federation — 2024 Food
total en alimentos del hogar (EE.UU.) 2024 )
Spending
Frecuencia promedio de salir a comer en 5 veces al mes en 2024 (vs 3 en US Foods via Restroworks —
EE.UU. 2023) Consumer Restaurant Habits
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https://www.restroworks.com/blog/statistics-of-consumers-restaurant-habits/
https://www.restroworks.com/blog/statistics-of-consumers-restaurant-habits/

Metric Benchmark 2026 Source

Consumidores de EE.UU. que salen a . Restroworks — Consumer
77,3% de los consumidores ]

comer al menos una vez por semana Restaurant Habits

Visitas semanales promedio a restaurantes 2,19 visitas/semana (vs 1,99 en Revenue Management Solutions

en EE.UU. Q4 2024) via Nation's Restaurant News

Brecha de frecuencia por ingreso: hogares 42% de hogares <USD 50K vs Restroworks — Consumer

que salen a comer semanalmente (EE.UU.) 64% de hogares >USD 200K Restaurant Habits 2025

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

Author: Diego F. Parra - Publisher: MASTERESTAURANT®

Q Content created with Al assistance, reviewed by the MASTERESTAURANT editorial team.
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