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

QUICK VERDICT

Verdict: a multi-unit group fails on liquidity, not on accounting profit. The P&L says you
earned; cash tells you whether you survive next Tuesday. The decisive move isn't having a
P&L — it's modeling cash 13 weeks forward and turning every prime cost variance into an
actionable alert BEFORE it eats the buffer. In 2026, with the U.S. food producer price index
35% above February 2020 (USDA ERS/BLS 2026), the operator watching only month-end
net income reacts 40 days late. The one running a rolling liquidity model with per-unit alert
thresholds knows which location drains cash and acts that same week.

* White Paper Technical document - C-Suite & multilateral banking - 12 minread - 2026-07-09

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

This white paper is written for CFOs, expansion directors and owners of restaurant groups running 3 to 40 units
who face the paradox of growing sales while consolidated cash tightens.
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The framework — an expert synthesis by Diego F. Parra (Masterestaurant) — treats cash flow not as a historical
report but as a risk-mitigation instrument: a 13-week rolling model with per-unit alert thresholds, fed by the
variance between theoretical and actual prime cost.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

TRADITIONAL APPROACH PREDICTIVE LIQUIDITY MODEL
(MONTHLY P&L) (13 WEEKS)
Signal latency X  30-45 days (accounting close) v 7 days (rolling week)
Granularity X  Group consolidated v' Per unit + consolidated
Core variable X Netincome (accrual) v" Available cash and actual prime
cost
Horizon X Backward (closed month) v Forward (13 weeks ahead)
Response to input spike +12% X Detected next month v' Scenario simulated before it
happens
Cost of a liquidity miss X Overdraft and emergency factoring v Preventive purchasing and menu
adjustment

Chapter 1 — Why does a profitable restaurant group go bankrupt?

A multi-unit group goes bankrupt from liquidity, not from a lack of accounting profitability: the income
statement says you earn, cash says whether you survive next Tuesday.

In 2025 more than 20 chains and franchisees filed for bankruptcy in the United States, according to Restaurant
Business (Year's most notable restaurant bankruptcies 2025), many with a positive P&L weeks before closing.
The cause is structural: sector prime cost climbed because food and labor costs each rose +35% over five
years, according to the National Restaurant Association. A profitable P&L offers no protection against a treasury
gap when you pay payroll every two weeks and collect delivery at 15 days. Diego F. Parra sums it up at
Masterestaurant without ornament: the mistake | see over and over is confusing margin with cash. Profit is an
accounting opinion; cash is a bank fact. The monthly P&L delivers the signal with a 30 to 45 day lag, while a
rolling cash model delivers it every 7 days, and that gap is the difference between correcting and collapsing.

Chapter 2 — Latency: the monthly P&L arrives 38 days late

In a group with prime cost at 62%, those 38 days are the window between adjusting purchases or signing factor-
ing at 3.5% monthly, which annualized exceeds 51%. The cost backdrop is unforgiving: the U.S. producer price
index for all food closed 35% above the February 2020 level (May 2026), according to USDA ERS / BLS. If your
only alarm is the accounting close, you react when the ship is already taking water. The 13-week model turns
every deviated purchase into a treasury alert that same week, not a month-end lament. Speed of detection, not
decimal precision: that is the lever. The consolidated view averages and hides, so a location with a negative
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contribution margin can go unnoticed for months inside a profitable group; the per-unit model isolates it in the
first week with negative net cash. This matters because closures are not marginal: in 2024 full-service chains
lost 348 locations to bankruptcy, 1.3% of the Top 500, according to Technomic.

Chapter 3 — Per-unit granularity: the consolidated view averages and hides

In Colombia the blow was worse, with 1,600 restaurants closed between August 2023 and 2024 and a sector
sales drop of -44% in 2024, according to Acodrés. A consolidated dashboard would have shown a barely
stressed group; the per-unit model would have flagged which three locations were bleeding the others' cash.
The operating rule is strict: every unit gets its own projected cash line and its own alert threshold. The average
lies by design. The income statement is a rearview mirror and the 13-week model is the windshield: it turns the
variance of theoretical cost against real cost into a projected liquidity alert, not a lamented close. Raw materials
force a forward look. Arabica coffee rose +70% during 2024, according to Bellwether Coffee, and on top of that
spike came a combined 50% U.S. tariff on Brazilian coffee imports in 2025. A group heavy on beverages that
only reviews its P&L sees the damage once it has already paid it.

Chapter 4 — Foresight: swapping the rearview mirror for the windshield

The predictive model, by contrast, projects thirteen weeks ahead the effect of that variance on each unit's cash
and fires the alert before the due date. Modeling the near future is no CFO luxury: it is the risk-mitigation instru-
ment that separates the group that adjusts from the one that refinances at usury rates. The heart of the model is
a per-unit alert threshold fed by the variance of theoretical cost against real cost, firing before weekly net cash
crosses into negative. Variance matters because menu prices at large U.S. chains rose +42% between 2020
and 2025, nearly double the 22% of general inflation, according to One Haus; many groups believed they were
covered by raising the menu when real cost was already running faster than theoretical. Diego F. Parra insists at
Masterestaurant: if your real cost detaches from the theoretical two weeks in a row, don't wait for the close; that
is the alarm.

Chapter 5 — The per-unit alert threshold, fed by cost variance

Each unit gets a traffic light: green with ample projected cash, amber when variance erodes the cushion, red
when the 13-week projection crosses zero. The rule turns a cold accounting number into a signal for timely ac-
tion. When cash arrives late, the group pays for the most expensive money on the market, and that surcharge is
avoidable with early detection. Card processing fees already drain treasury: U.S. merchants paid 198.25 billion
dollars in 2025, a record, according to The Motley Fool, and swipe fees run near 187 billion annually according
to the National Restaurant Association. On top of that structural leak, a group with no alert model ends up cover-
ing gaps with factoring at 3.5% monthly or bridge lines that devour the margin the P&L claimed to have. The CPI
for eating out rose +3.5% year over year (May 2026) according to the BLS, a price pass-through insufficient to
offset mismanaged cost of money.

Chapter 6 — The cost of money when cash arrives late

The cash lesson is concrete: every week of lead time in the alert is one less week of emergency financing.
Detecting cheap today avoids refinancing dear tomorrow. To build the rolling model, construct a weekly cash line
per unit —inflows by channel, outflows by line item— and refresh it every Monday with the prior week's cost vari-
ance. The Masterestaurant framework, an expert synthesis by Diego F. Parra, demands no costly ERP: it de-
mands the discipline of 13 columns. The context justifies the effort: restaurant profitability in Spain fell -0.9% in
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2025 on higher costs and regulation, according to Hosteltur, and in Colombia dishes rose +9.8% in February
2025, according to Acodrés, pressure you can only navigate by projecting. Opening a new QSR unit costs under
150,000 USD (2024) according to Square, but sustaining its cash through the first 13 weeks is where poorly fi-
nanced expansion dies.

Chapter 7 — How to build the rolling 13-week model in a group of 3 to 40 units

Set thresholds per location, assign a weekly refresh owner and treat red as a frozen purchase order. The model
does not predict the future: it gives you the week you need to act. Latency: the monthly P&L delivers the signal
30-45 days late; the rolling model delivers it every 7 days. In a group with prime cost at 62%, those 38 days are
the window between fixing purchasing and signing factoring at 3.5% monthly. Per-unit granularity: consolidation
averages and hides. A location with negative contribution margin can go unnoticed for months inside a profitable
group; the per-unit model isolates it in the first week of negative net cash. Forward view: the income statement is
a rear-view mirror. The 13-week model is the windshield: it turns theoretical-vs-actual cost variance into a pro-
jected liquidity alert, not a closing-day lament.

POINT BY POINT

Comparative analysis: backward P&L vs. predictive model

ANTICIPATING THE LIQUIDITY CRISIS

A - TRADITIONAL APPROACH (MONTHLY B - MASTERESTAURANT Predictive: sees
P&L)

it 13 weeks ahead
Reactive: learns at month-end close

Verdict: The rolling model wins: latency drops from 40 days to 7.

ISOLATING THE PROBLEM UNIT

A - TRADITIONAL APPROACH (MONTHLY B - MASTERESTAURANT Per-unit view
P&L)

exposes it
Consolidation hides it

Verdict: Clear winner: without per-location granularity you subsidize blindly.
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RESPONSE TO A +12% INPUT SHOCK

A - TRADITIONAL APPROACH (MONTHLY B - MASTERESTAURANT Simulated before

P&L)
it happens
Detected the following month

Verdict: The stress test turns the scare into a planned purchasing and menu adjustment.

USEFULNESS FOR THE BOARD

A - TRADITIONAL APPROACH (MONTHLY B - MASTERESTAURANT RepOl’tS

P&L)
projected cash and rolling EBITDA

Reports accrued past

Verdict: The board decides with the windshield: close, refinance or invest.
SIDE-BY-SIDE COMPARISON

Backward monthly P&L WHAT MOST GROUPS DO

X Closes the month and finds the problem 40 days late

X Consolidates the group and hides the bleeding unit

X Confuses accrual profit with available cash

X Reacts with costly factoring once margin is gone
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Rolling liquidity model MASTERESTAURANT

v" Projects 13 weeks and sees the dip before falling in
v" Measures cash per unit: isolates the drain
v" Separates accrual from cash actually collected and paid

v Stress-tests input inflation scenarios (5/12/20%)

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

TRADITIONAL APPROACH PREDICTIVE LIQUIDITY MODEL
(MONTHLY P&L) (13 WEEKS)
Signal latency X 30-45 days (accounting close) v 7 days (rolling week)
Granularity X  Group consolidated v Per unit + consolidated
Core variable X Net income (accrual) v" Available cash and actual prime
cost
Horizon X Backward (closed month) v Forward (13 weeks ahead)
Response to input spike +12% X Detected next month v' Scenario simulated before it
happens
Cost of a liquidity miss X Overdraft and emergency factoring v Preventive purchasing and menu
adjustment

THE NUMBERS THAT MATTER

The cost context that makes the model urgent (2026)

35 %

U.S. food producer price index
above Feb 2020 (May 2026)

31 %

U.S. menu price rise Feb 2020—Apr 2025
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42 %

Menu price rise at large U.S. chains 2020-2025

20.

Chains or franchisees in U.S. bankruptcy (2025)

35 %

Food-away-from-home CPI year over year (May 2026)

B USD

Card processing fees paid by
U.S. merchants (2025, record)

VISUALIZATION

The numbers, visualized

U.S. food producer price index above Feb 2020 (May 2026)

U.S. menu price rise Feb 2020-Apr 2025

Menu price rise at large U.S. chains 2020-2025

Chains or franchisees in U.S. bankruptcy (2025)

Food-away-from-home CPI year over year (May 2026)

Card processing fees paid by U.S. merchants (2025, record)

B USD
Sources: USDA ERS / BLS 2026 - National Restaurant Association / BLS - One Haus 2025 - Restaurant Business

2025 - U.S. Bureau of Labor Statistics 2026

Chart by masterestaurant.com
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REAL CASE

“We had seven locations that looked profitable on the consolidated P&L, yet the bank called every month-
end. When we built the 13-week per-unit model, two locations had been cash-negative for a quarter

— the consolidation buried them. Isolating them and fixing purchasing returned 90,000 USD of cash in
two months.”

— CFO of a seven-restaurant full-service group, LatAm (case documented in Masterestaurant
consulting)

HOW TO APPLY IT IN YOUR RESTAURANT

90-day roadmap to build the system

@ Days 1-30: instrument cash per unit
Separate real cash flow (collected and paid) from accrual in each location. Define theoretical
prime cost per unit from the standard recipe and capture actual weekly prime cost. Without this
split, the model inherits the P&L's error.

@ Days 31-60: build the 13-week rolling model
Project inflows (collected sales net of card fees) and outflows (labor, inputs, rent, debt) per week
and per unit. Add alert thresholds: minimum cash per location and prime cost variance above 3
points triggers immediate review.

@ Days 61-75: simulate stress scenarios
Run the model under input inflation of 5%, 12% and 20% and an 8% drop in average check.
Identify which unit breaks break-even first and how much cash buffer each scenario demands.

@ Days 76-90: governance and board KPls
Install the weekly projected-cash review ritual. Report three KPlIs to the board: 13-week
consolidated cash, per-unit prime cost variance and rolling EBITDA. Close, refinance or invest
decisions are made with the windshield, not the mirror.

FAQ

FAQs from CFOs and expansion directors

Why 13 weeks and not a year?

Thirteen weeks (one quarter) is the horizon where cash projection stays reliable yet still leaves time to act.
Beyond that, input and revenue variance make the figure speculative. It is the treasury standard that best
balances precision and anticipation in multi-unit operations.
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Can a profitable group go bankrupt on liquidity?

Yes, and it is the most common cause. Profit is accrual; bankruptcy is cash. A group with positive EBITDA but a
poorly managed cash conversion cycle — card fees, inventory and debt — can run out of cash while the P&L
shows a gain. In 2025 over 20 U.S. chains filed for bankruptcy (Restaurant Business, 2025).

What is prime cost variance and why does it feed the alert?

It is the gap between theoretical cost (what the recipe should cost) and actual cost (what you truly paid), over
sales. A variance above 3 points usually signals waste, theft or unpassed input inflation; in the cash model it
anticipates the liquidity drain before it shows at close.

How does the model isolate the unit bleeding cash?

By projecting cash inflows and outflows per location, not just consolidated. Consolidation averages and hides;
the per-unit view exposes which location is cash-negative. That lets you decide with data whether to close,
refinance or intervene the specific operation instead of subsidizing it blindly from the group.

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

Contraccion del segmento de servicio completo i 5 .
~18% mas pequeio que en 2019 Technomic 2024

(EE. UU.)
) . 689 en el primer semestre de )

Restaurantes perdidos en Chicago 2024 Datassential 2024
Empleos que sumara el sector restaurantero de 200.000 empleos en 2024 National Restaurant
EE. UU. (150.000/ano hasta 2032) Association 2024
Mercado global de ghost kitchens (cocinas .

72.060 millones USD en 2024 Credence Research 2024
ocultas)
Costo de apertura de restaurante por pie Mediana de 450 USD/pie? (rango

Square 2024

cuadrado (EE. UU.) 100-800 USD)
Inversion para abrir un restaurante independiente

275.000-425.000 USD (2024) Square 2024

de servicio completo (EE. UU.)

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