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Indexacion de precios por inflacion:
antes vs después con

Masterestaurant

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

QUICK VERDICT

Verdict: resetting the menu once or twice a year «when it hurts» destroys margin; the right
move is to index each price to a per-dish weighted input-cost index and trigger the reset
when food cost variance crosses a threshold (e.g. +1.5 pts). Per the National Restaurant
Association (2024), 90% of full-service operators raised prices and 60% cut menu items in
2024: almost everyone reacted, but late and blind. With disciplined indexing an operator
protects 2-4 points of contribution margin per year without scaring demand. It's the gap
between the sector's 3-9% net margin (Statista) and the 12-30% EBITDA ceiling the best
report (WhippleWood CPAs, 2026).

* White Paper Technical document - C-Suite & multilateral banking - 12 minread - 2026-07-09
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This white paper tackles a concrete cash problem: when your input costs rise and your menu price doesn't, the
gap comes straight out of your contribution margin. Most owners find out late, after food cost variance has been
eroding EBITDA for months.

Price indexing is not 'raise everything 10%'. It's tying each price to that specific dish's real input basket,
measuring theoretical vs actual cost with discipline, and resetting by rule rather than by panic. The result:
smaller, more frequent, guest-invisible adjustments.

Written from the floor by Diego F. Parra, Masterestaurant consultant. Not whiteboard theory: it's the same prime
cost, break-even and menu-engineering dashboard used to shield margin in single-unit operations and multi-unit
chains alike.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

REACTIVE RESET DISCIPLINED INDEXING
(TRADITIONAL) (MASTERESTAURANT)
Reset frequency X 1-2 times/year, late v" By rule (variance threshold +1.5 pts)
Basis of adjustment X Gut feel / what the neighbor v' Per-dish weighted cost index
does
Food cost variance visibility X Seen at quarterly close v Seen weekly (theoretical vs actual)
Impact on contribution margin X -2 to -4 pts eroded/year v +2to +4 pts protected/year
Guest reaction X Visible price jumps (+10- v Small invisible adjustments (+1-3%)
15%)
Items pulled from menu X Blind 60% cut (NRA 2024) v" Only low-contribution dogs retired
Achievable EBITDA ceiling X Net margin 3-9% (Statista) v EBITDA 12-30% (WhippleWood 2026)

Chapter 1 — Why does repricing the menu "when it hurts" destroy margin?

Repricing the menu once or twice a year destroys margin because during the waiting months every in-
put increase comes straight out of your contribution.

I've seen it in dozens of operations: the owner holds on until the pain is obvious, then pushes through one big
jump that does offend the guest. Sector net margin is already thin, between 3% and 9% per Statista, and in full-
service it drops to 3%—-5%; with that cushion, three or four months of uncorrected food cost eat the quarter's
EBITDA. That's why, in 2024, 90% of full-service operators raised prices and 60% cut items from the menu, per
the National Restaurant Association. Raising once and in a block is reacting late: the damage already happened
in the cash drawer before the number ever showed up in your monthly report. Indexing means tying each menu
price to the real ingredient basket of THAT dish and triggering the adjustment when food cost variance crosses a
threshold, say +1.5 points.
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Chapter 2 — What does indexing price to a per-dish weighted cost index mean?

It isn't "raise everything 10%": it's measuring theoretical cost against real cost per recipe and moving
only what moved.

When the wholesale roaster captures around 67% of the margin per pound on a spike, per Bellwether Coffee,
your latte needs an adjustment your burger doesn't. A weighted index recognizes that each dish has its own in-
flation. At Masterestaurant we build it as a living spec sheet: the system recalculates theoretical cost with every
supplier invoice and flags in red the dishes that cross the threshold. The result is small, frequent, invisible ad-
justments instead of one annual hammer blow the guest resents. Adjusting often protects exactly the slice of
contribution that an annual adjustment gives away during the waiting months. With a sector pre-tax operating
margin averaging 10.66% in 2024 per NYU Stern (Damodaran), half a point of uncorrected food cost over a
quarter can erase 5%—10% of your operating profit before you notice.

Chapter 3 — How much margin does adjusting often protect versus once a year?

The indexed model turns an 8%—-10% annual jump into four or six 2% moves the guest doesn't perceive
but the cash drawer does accumulate.

The difference isn't raising more, it's raising on time: the reactive approach protects the menu's nominal price;
the indexed one protects prime cost and break-even, which is what actually pays payroll and rent. And payroll al-
ready ran above 25% of expenses in 2024, up from 23% in 2021 per Toast, so the margin you rescue is not cos-
metic. The indexed model separates inflation from theft, waste and over-portioning because it measures theoret-
ical cost against real cost per dish, and that gap has a name. The error | see again and again: the owner watch-
es food cost rise, blames it all on "suppliers," raises price, and the real problem —kitchen waste or uncontrolled
portions— keeps draining cash. The reactive approach can't tell them apart; the indexed one can.

Chapter 4 — How does the indexed model separate inflation from theft and waste?

If your ingredient index says theoretical cost rose 3 points but real food cost rose 7, those 4 points
aren't inflation: they're operations.

With net margins of 3%—-9% per Statista, confusing the two is fatal, because you raise price to patch a hole a
simple portion control would have closed without touching the guest. Diego F. Parra insists on this dashboard:
first isolate the cause, then decide the price. Menu engineering decides WHICH dishes absorb the increase and
which pass it on, because not all deserve the same treatment against inflation. The reactive approach treats
every dish alike and raises across the board; the indexed one classifies each dish by popularity and margin to
raise stars and retire dogs. A high-turnover, good-margin dish tolerates an adjustment the guest pays without
blinking; a low-margin, low-sales dog gets cut before it's raised. This discipline explains why in 2024, 60% of full-
service operators cut items from the menu, per the National Restaurant Association: trimming the card is as
much indexing as moving prices.

Chapter 5 — What role does menu engineering play in price indexing?

In operations Masterestaurant advises, the rule is that every point of food cost variance is solved first
with menu —what sells and what gets cut— and only then with nominal price.
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What you should shield is prime cost and break-even, not the menu's nominal price, because prime cost is what
decides whether you survive. The reactive approach obsesses over the number on the card; the indexed one
protects the sum of food plus payroll, which in profitable full-service operators was 34.2% payroll versus 36.5%
for the average in 2024, per the National Restaurant Association. Those 2.3 points are the difference between
winning and scraping by. When prime cost slips its leash, the whole business turns fragile: at least 8 restaurant
brands filed Chapter 11 in the U.S. in 2025, per Restaurant Business, and behind nearly all of them is a prime
cost that ate the cushion.

Chapter 6 — Is it nominal price or prime cost you should shield?

Indexing price is, at bottom, a prime-cost discipline: you move the price so the food-plus-payroll sum
doesn't cross the threshold that sinks break-even.

The indexing dashboard is built from three pieces: a per-dish spec sheet, a weighted ingredient cost index, and
a threshold-based trigger rule. First, each recipe carries its exact theoretical cost and target food cost, with a
32%-per-dish ceiling as the not-recommended maximum. Second, that cost is recalculated with every supplier
price move, not once a year. Third, when a dish's food cost variance crosses +1.5 points, the system triggers the
adjustment automatically. With this cadence, business value protects itself: the average restaurant sale multiple
is 2.80x—3.65x EBITDA per Sofer Advisors, so every EBITDA point you rescue is worth almost three times at
exit. This is the same prime cost, break-even and menu engineering framework Masterestaurant uses in a single
location and in multi-unit chains alike.

Chapter 7 — Where does an owner who reprices by panic start?

An owner who reprices by panic starts by measuring, not raising: for 30 days compare theoretical cost
against real cost on the 10 best-selling dishes and find where the leak is.

Almost always the gap isn't all inflation; part is portion and waste, which get fixed without touching price. Then
set a threshold —+1.5 points of food cost variance— and a monthly review cadence instead of annual. With typi-
cal EBITDA margins of 12%—-30% of sales per WhippleWood CPAs, the difference between indexing and react-
ing can be worth several EBITDA points a year. The concrete action: build the spec sheet for those 10 dishes
this week, define the threshold, and stop waiting for the pain to warn you. Food cost variance is already warning
you; you just have to look at it on time. The reactive one watches the price; the indexed one watches per-dish
contribution margin after every input move.

Chapter 8 — The 5 differences that define margin

The reactive one adjusts once a year with a big jump; the indexed one adjusts many times a year with moves
the guest never notices. The reactive one doesn't separate theoretical from actual cost, so it confuses inflation
with theft, waste and over-portioning; the indexed one isolates them. The reactive one treats every dish the
same; the indexed one uses menu engineering to push stars and retire dogs. The reactive one protects the
nominal price; the indexed one protects prime cost and the break-even point, which is what pays payroll
and rent.

POINT BY POINT
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Criterion-by-criterion analysis

BASIS OF THE RESET

A - REACTIVE RESET (TRADITIONAL) Gut B - MASTERESTAURANT Weighted index

feel or neighbor's benchmark of the dish's input basket

Verdict: Indexing wins: you reset on data, not fear.

MARGIN VISIBILITY

A - REACTIVE RESET (TRADITIONAL) B - MASTERESTAURANT Weekly food cost

Discovered at quarterly close variance (theoretical vs actual)

Verdict: Indexing wins: you correct in weeks, not quarters.

GUEST PERCEPTION

A - REACTIVE RESET (TRADITIONAL) B - MASTERESTAURANT Invisible +1-3%

Visible +10-15% jumps adjustments

Verdict: Indexing wins: protects demand and margin at once.

MENU TREATMENT

A - REACTIVE RESET (TRADITIONAL) Blind B - MASTERESTAURANT Menu

dish cuts engineering by contribution

Verdict: Indexing wins: retires dogs, not stars.
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FINANCIAL CEILING

A - REACTIVE RESET (TRADITIONAL) Net B - MASTERESTAURANT EBITDA 12-30%

margin 3-9% (Statista) (WhippleWood 2026)

Verdict: Indexing wins: opens the real profitability ceiling.

SIDE-BY-SIDE COMPARISON

Reactive reset WHAT 90% DO

X Raises prices only when the pain is unbearable

X Adjusts the whole menu equally, without weighting inputs
X Doesn't measure food cost variance per dish

X Cuts dishes blindly to 'save'

X Creates visible price jumps that scare guests off

Masterestaurant indexing MASTERESTAURANT

v"  Resets by rule when variance crosses the threshold
v Ties each price to that dish's input basket

v" Measures theoretical vs actual cost weekly

v" Retires only low-contribution dogs (menu engineering)

v" Small, frequent, guest-invisible adjustments

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

REACTIVE RESET DISCIPLINED INDEXING
(TRADITIONAL) (MASTERESTAURANT)
Reset frequency X 1-2 times/year, late v" By rule (variance threshold +1.5 pts)
Basis of adjustment X Gut feel / what the neighbor v' Per-dish weighted cost index
does
Food cost variance visibility X Seen at quarterly close v Seen weekly (theoretical vs actual)
Impact on contribution margin X -2 to -4 pts eroded/year v +2to +4 pts protected/year
Guest reaction X  Visible price jumps (+10- v Small invisible adjustments (+1-3%)
15%)
Items pulled from menu X Blind 60% cut (NRA 2024) v" Only low-contribution dogs retired
Achievable EBITDA ceiling X Net margin 3-9% (Statista) v EBITDA 12-30% (WhippleWood 2026)

THE NUMBERS THAT MATTER

Numbers that define the economic case

90 %

full-service operators that raised
prices in 2024 (60% pulled items)

3'9 %

typical sector net margin (full-service 3-5%)

12-30

EBITDA margin range of a well-run restaurant

25 %

payroll share of expenses in
2024 (up from 23% in 2021)

3".2 %

payroll/sales of profitable operators
vs 36.5% average (full-service 2024)
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10.66

average pre-tax operating margin
of the sector (2024 dataset)

VISUALIZATION

The numbers, visualized

Sources: National Restaurant Association 2024 - Toast / Restaurant Dive 2024 - National Restaurant Association
2025 (2024 data) - NYU Stern (Damodaran) 2024 - USDA ERS (Food Price Outlook) 2026

Chart by masterestaurant.com

REAL CASE

“A three-unit full-service had food cost at 34.8% and margin sliding every quarter. It wasn't theft: it was
untranslated protein inflation. We built a per-dish weighted index and a reset rule at +1.5 pts of variance. In
90 days we moved 22 prices between 1% and 3% each —nobody complained— and food cost went back
to 31.4%. That was 3.4 points of contribution margin recovered without losing a single guest. Inflation

doesn't kill you; failing to pass it through in time does.”

— Diego F. Parra, Masterestaurant — operational mini-case

HOW TO APPLY IT IN YOUR RESTAURANT
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https://masterestaurant.com/

90-day roadmap to index

@ Days 1-15 - Map the per-dish basket
Build the recipe card and theoretical cost of each dish with its real input basket. Identify the 3-5
inputs that drive 80% of food cost (protein, oil, coffee, dairy). Without this base, indexing is
guessing.

@ Days 16-45 - Measure weekly variance
Install weekly theoretical vs actual cost measurement. Food cost variance = (Actual Cost -
Theoretical Cost) / Sales. Isolate inflation from waste, theft and over-portioning: three distinct
leaks with three distinct fixes.

@ Days 46-70 - Define the reset rule
Set the threshold: when a dish group's variance crosses +1.5 pts, trigger a weighted reset.
Small (1-3%) frequent adjustments; never a big annual jump. Apply menu engineering: push
stars, redesign puzzles, retire dogs.

@ Days 71-90 - Shield and automate
Wire the index into your management P&L and board KPIs (prime cost, break-even, EBITDA).
Document the rule so it survives chef or manager turnover. Review the index each quarter
against your supplier's real inflation.

FAQ

Frequently asked questions

How often should | reset prices if | index?

There's no fixed calendar: you reset by rule. When a dish group's food cost variance crosses the threshold (+1.5
pts is a good starting point), you trigger a small 1-3% adjustment. In practice that's several small moves a year,
invisible to the guest, instead of one big annual jump that does get noticed.

Won't | lose guests if | raise prices more often?

The opposite. Guests react to jump size, not frequency. A one-time +12% hurts; several weighted +1-2% moves
well distributed by menu engineering go unnoticed. The NRA (2024) reported 90% raised prices in 2024; the
problem wasn't raising, it was raising late and all at once.
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What's the maximum food cost | should accept per dish?

The maximum is 32% per dish, and that's a ceiling, not a target. Above it the dish drains margin. Note: payroll,
rent and utilities do NOT load onto the dish; those go into the break-even calculation. Indexing the price aims to
keep food cost below that 32% when the input rises.

Does price indexing help with low inflation?

Yes, even more. With low inflation the moves are small and nearly imperceptible, so you protect margin with no
guest friction. The discipline of measuring theoretical vs actual cost every week also exposes waste, theft and
over-portioning, which often weigh more than inflation itself in food cost variance.

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

USDA Economic Research
Precios de alimentos en EE. UU. +2,3% en 2024

Service 2024
S USDA Economic Research
Precio minorista del huevo en EE. UU. +8,5% en 2024 (+21,9% en 2025) )
Service 2024-2025
Precio del huevo a nivel de granja en EE. USDA Economic Research
+43,1% en 2024 .
uu. Service 2024
indice de precios al productor de todos 35% por encima del nivel de feb
, USDA ERS / BLS 2026
los alimentos (EE. UU.) 2020 (may 2026)
+6,3% en 2024 (por alza de salario National Restaurant
Costo laboral en QSR (EE. UU.) . L
minimo) Association 2024
Operadores de servicio completo que 90% subié precios en 2024; 60% National Restaurant
subieron precios (EE. UU.) quité platos del menu Association 2024

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