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QUICK VERDICT

Verdict: purchasing is not an administrative cost; it is the highest-leverage EBITDA lever in
the restaurant. With U.S. menu prices already +31% over February 2020 (National
Restaurant Association/BLS, 2025) and food cost up +35% in five years (National
Restaurant Association, 2024), the owner who keeps buying on habit and trust cedes 2 to 4
points of contribution margin that a purchasing system recovers without raising a single
price. The decision is not to negotiate harder; it is to install a decision architecture that
turns every purchase order into governed data instead of a silent leak.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

This brief is for the owner or director who already suspects the restaurant 'loses money' somewhere between
the purchase order and the plated dish but cannot point to where. The answer is almost never the supplier's unit
price: it is the absence of a system that separates theoretical cost from actual cost and governs the operational

www.masterestaurant.com - Executive Brief - Purchasing & suppliers: from leakage center to margin architecture Page 1 of 10


https://costorestaurante.com/autor-diego-f-parra-en.html

variability of purchasing week over week.

The thesis from Diego F. Parra and Masterestaurant is blunt: in an environment where the producer price index
for all food is already 35% above the February 2020 level (USDA ERS/BLS, 2026), margin is not defended with
a discount extracted by shouting, but with systems engineering applied to the purchasing desk. Every point of
uncontrolled food cost variance is EBITDA that evaporates before it reaches the managerial P&L.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

REACTIVE PURCHASING (STATUS MARGIN ARCHITECTURE (MR
QUO) METHOD)

Monthly food cost variance X 5-8 pts over theoretical v £1.5 pts (governed variance)

(unmeasured leak)

Target prime cost X  68-72% (risk zone) v <60% (healthy operating zone)

Menu price vs. Feb 2020

Input inflation absorbed

Supplier concentration

Purchase decision

EBITDA recovery

X  +31% already passed to guest
(NRA/BLS 2025)

X +35% food cost in 5 yrs, no plan
(NRA 2024)

X 1 supplier = 60-80% of spend

X Habit and personal relationship

X 0 (structural leak)

v" Margin recovered without a new
hike

v" Neutralized via substitution and
calendar

v Shortlist of 2-3 per critical
category

v Governed data + Al shortlist

v +2to +4 pts of contribution

margin

1. Are purchasing a back-office expense or the restaurant's EBITDA lever?

Purchasing is the highest-leverage EBITDA lever in a restaurant, not a back-office expense you sign off
at month-end. With U.S.

menu prices already +31% over February 2020 (National Restaurant Association/BLS, 2025) and average food
cost +35% over five years (National Restaurant Association, 2024), every point of unmanaged food cost vari-
ance is margin that evaporates before it reaches the management P&L. Diego F. Parra puts it plainly: in a busi-
ness with prime cost at 60-65% of sales, moving a single point of purchasing weighs more than lifting the check
by two points. The owner who treats the buying desk as paperwork surrenders the one variable he controls
week to week. The NRA projects industry sales near US$1.55 trillion in 2026 despite cost pressure: the growth
is real, but it goes to whoever runs a system. The problem is almost never the supplier's unit price; it is the ab-
sence of a system that separates theoretical cost from actual cost.

2. Why is the problem almost never the supplier's unit price?

The owner who suspects he 'loses money' between the purchase order and the plated dish rarely loses
it on the invoice:
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he loses it in unmeasured variability —waste, over-portioning, theft, receiving with no count— that nobody cap-
tures until food cost has already climbed three or four points. With the U.S. services producer price index +3.2%
in 2025 and goods +2.5% (U.S. BLS, 2025), external pressure is real, but internal leakage is what melts the
margin. The mistake | see again and again, says Diego F. Parra, is haggling loudly over a 2% discount while 8%
bleeds out in the back of house. Masterestaurant's margin architecture attacks first what actually depends on
the house. Reactive buying optimizes the price of one invoice; margin architecture optimizes the prime cost of
the whole business. Buying cheap today does not defend EBITDA if tomorrow waste, an outdated recipe card
and uncontrolled receiving return the savings with interest.

3. What separates reactive buying from margin architecture?

With the U.S. all-food producer price index 35% above February 2020 (USDA ERS/BLS, 2026), the margin
no longer tolerates reactive accounting that measures spend once it has already happened.

The MR system reverses the order: it governs variability BEFORE it becomes a capital leak, with food cost vari-
ance measured per dish rather than by monthly average. Diego F. Parra insists the owner must know theoretical
cost per recipe to the cent; only then does actual cost become a deviation you correct, not a surprise you suffer
at month-end. That shift is the whole game. The personal supplier relationship is a genuine asset, but without a
shortlist or data it becomes the biggest blind spot in the management P&L. Trust speeds deliveries and solves
emergencies; yet when the only buying criterion is 'l always work with Juan,' the restaurant stops comparing and
pays for loyalty with silent overpricing.

4. Is the supplier relationship an asset or a blind spot?

Look at coffee: arabica rose +70% in 2024 (Bellwether Coffee) and the U.S. applied a combined 50% tariff
on Brazilian imports in 2025 (Bellwether Coffee);

whoever lacked a qualified second and third supplier absorbed the full blow. Diego F. Parra recommends a data-
governed shortlist: two or three suppliers per critical family, with price, service and quality measured, so the rela-
tionship stays an asset and does not become the anchor that sinks the margin when the market moves. Loyalty
without leverage is exposure. The market no longer forgives improvisation in purchasing: in the U.S., more than
20 chains and franchisees filed for bankruptcy in 2025 (Restaurant Business, 2025). The cost of dining out rose
+3.5% year over year (U.S. BLS, May 2026) and large chains raised menu prices +42% between 2020 and
2025 (One Haus), nearly double the 22% of general inflation: the consumer is already at the edge of tolerance.

5. How harshly does today's market punish improvisation in purchasing?

That means the easy escape route —passing every cost increase to the check— is exhausted. Diego F.
Parra is blunt: when you can no longer raise the price, margin is defended by buying and operating bet-
ter, not by charging more.

The improvisation that five years ago only squeezed the owner's bonus is today the line separating the restau-
rant that survives from the one that swells the sector's bankruptcy statistics. The buying desk becomes systems
engineering when every decision rests on data rather than habit: recipe cards costed to the cent, receiving with
a mandatory count, weekly food cost variance, and a qualified supplier shortlist. With food cost and labor cost
each +35% over five years (National Restaurant Association, 2024), there is no room left to manage from mem-
ory. The Masterestaurant system Diego F. Parra proposes anchors purchasing to the location's break-even: first
you know theoretical cost per recipe, then you measure the real deviation, and only then do you negotiate with
suppliers on data, not perceptions.
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6. How does the buying desk become systems engineering?

Every link —order, receiving, storage, production— is instrumented so variability becomes visible. A
new QSR opens today for under US$150,000 (Square, 2024);

protecting it costs less than a disciplined purchasing system, and its absence costs the whole business. The
owner should start this week by costing his ten highest-volume dishes to the cent and comparing that theoretical
cost against the actual food cost from the last close. That single gap reveals where margin leaks before touching
a single supplier contract. The pressure is not easing: the U.S. final-demand producer price index closed +3.0%
in 2025 after +3.5% in 2024 (U.S. BLS, 2025), and fed cattle is projected +5% more in 2025-2026 (USDA ERS,
2026). Diego F. Parra closes with one concrete action: set up receiving counts and per-dish food cost variance
this week; within 30 days the leak you only sense today will surface.

7. What should the owner do this week to regain control?
Purchasing stops being the line you sign blindly and becomes the EBITDA lever you actually control,

week to week, with the rigor a margin that no longer forgives errors demands.

Reactive purchasing optimizes the price of one invoice; margin architecture optimizes the prime cost of the
whole business. The status quo measures spend after it happened; the MR system governs variability BEFORE
it becomes a capital leak. The personal supplier relationship is an asset, but without a shortlist or data it
becomes the biggest blind spot in the managerial P&L. With more than 20 U.S. chains and franchisees in
bankruptcy in 2025 (Restaurant Business, 2025), margin no longer forgives improvisation in purchasing.

POINT BY POINT

Reactive purchasing vs. margin architecture: verdict by criterion

OBJECT OF OPTIMIZATION

A - REACTIVE PURCHASING (STATUS B - MASTERESTAURANT The prime cost of
Quo)
the whole business
The price of a single isolated invoice

Verdict: The MR system wins: optimizing the invoice leaves prime cost stuck in the risk zone (68-
72%).
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TIMING OF THE DECISION

A - REACTIVE PURCHASING (STATUS B - MASTERESTAURANT Anticipated
Quo)

governance of variance
Reaction after the cost already rose

Verdict: Governing early prevents the +35% input rise (NRA 2024) from becoming an irreversible
leak.

SUPPLIER STRUCTURE

A - REACTIVE PURCHASING (STATUS B - MASTERESTAURANT Shortlist of 2-3
Quo)

with Al prioritizing
One dominant supplier (60-80% of spend)

Verdict: The shortlist restores real negotiating power and resilience against spikes like coffee
+70% (Bellwether 2024).

PASS-THROUGH TO THE GUEST

A - REACTIVE PURCHASING (STATUS B - MASTERESTAURANT Margin recovered
Quo)

without a new hike
Every hike goes to the average check

Verdict: With prices already +31% over 2020 (NRA/BLS 2025), recovering via system protects
volume.

SIDE-BY-SIDE COMPARISON
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Reactive purchasing (the status quo that bleeds margin)

LEAKAGE CENTER

X Buying on trust and habit, not data: the long-time supplier is never audited.

X Actual cost is never compared against the theoretical cost of the standardized recipe.

X Inputinflation (+35% in 5 yrs, NRA 2024) is passed to the menu late or absorbed.

X Asingle supplier holds 60-80% of spend: zero real negotiating power.

X The 5-8 point food cost variance is blamed on 'the market', not on the lack of a system.

Margin architecture (purchasing as a governed system)

MASTERESTAURANT

v" Every order is data: theoretical vs. actual cost measured week over week.

v Shortlist of 2-3 suppliers per critical category, with Al prioritizing on price/service.

v Purchasing calendar anticipates seasonality and spikes (coffee +70% in 2024, Bellwether Coffee).

v Ingredient substitution governed by menu engineering, not by panic.

v Contribution margin is protected without passing every hike to the average check.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Monthly food cost variance

Target prime cost

Menu price vs. Feb 2020

Input inflation absorbed
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REACTIVE PURCHASING (STATUS
QuUO)

X 5-8 pts over theoretical
(unmeasured leak)

X  68-72% (risk zone)

X +31% already passed to guest
(NRA/BLS 2025)

X +35% food cost in 5 yrs, no plan
(NRA 2024)

MARGIN ARCHITECTURE (MR
METHOD)

v <£1.5 pts (governed variance)

v <60% (healthy operating zone)

v Margin recovered without a new
hike

v Neutralized via substitution and
calendar

Page 6 of 10



REACTIVE PURCHASING (STATUS MARGIN ARCHITECTURE (MR

QUO) METHOD)
Supplier concentration X 1 supplier = 60-80% of spend v' Shortlist of 2-3 per critical
category
Purchase decision X Habit and personal relationship v Governed data + Al shortlist
EBITDA recovery X 0 (structural leak) v +2to +4 pts of contribution
margin

THE NUMBERS THAT MATTER

The real cost of buying without a system (sector figures, 2026)

35 %

rise in the average U.S.
restaurant's food cost over 5 years

31 %

U.S. menu price rise between Feb 2020 and Apr 2025

70 %

rise in the arabica coffee price during 2024

3D

all-food price index above the
Feb 2020 level (May 2026)

20.

U.S. chains or franchisees in bankruptcy in 2025

3.5 %

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

VISUALIZATION

The numbers, visualized
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rise in the average U.S. restaurant's food cost over 5 years

U.S. menu price rise between Feb 2020 and Apr 2025

rise in the arabica coffee price during 2024

all-food price index above the Feb 2020 level (May 2026)

U.S. chains or franchisees in bankruptcy in 2025

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

Sources: National Restaurant Association 2024 - National Restaurant Association / BLS 2025 - Bellwether Coffee
2024 - USDA ERS / BLS 2026 - Restaurant Business 2025

Chart by masterestaurant.com

REAL CASE

“An owner proudly showed me protein invoices: 12 years with the same supplier. | asked for the theoretical
cost of his five signature dishes and he didn't have it. When we calculated it, his actual food cost ran 6
points over theoretical: it wasn't the supplier's price, it was waste, over-portioning and no purchasing
calendar. We installed a three-supplier shortlist per category and a weekly variance dashboard. In 90 days
he recovered 3.2 points of contribution margin without touching a single menu price. The leak wasn't in the
invoice; it was in the absence of a system.”

— Diego F. Parra, restaurant consultant - Masterestaurant

HOW TO APPLY IT IN YOUR RESTAURANT
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Strategic roadmap: 90 days of purchasing to margin

@ Phase 1 (days 1-30): Operational due diligence and baseline
Deliverable: spend map by category and theoretical cost of the 10 highest-rotation dishes.
Success metric: actual food cost variance measured for the first time (numeric baseline).
Supplier concentration is audited and the leak between theoretical and actual is quantified,
which in the sector runs 5 to 8 points when there is no system. Without this measurement, every
negotiation is blind.

@ Phase 2 (days 31-60): Shortlist and menu engineering
Deliverable: shortlist of 2-3 suppliers per critical category and an ingredient substitution matrix
driven by menu engineering. Success metric: a 1.5-2.5 pt food cost reduction without lowering
perceived value. The single-supplier concentration is broken and purchasing is scheduled
against seasonal spikes such as coffee (+70% in 2024, Bellwether Coffee).

@ Phase 3 (days 61-90): Variance dashboard and governance
Deliverable: a weekly variance dashboard (theoretical vs. actual) integrated into the managerial
P&L plus an exception protocol. Success metric: sustained food cost variance <1.5 pts and
prime cost <60%. Purchasing stops being an event and becomes a governed system that
protects EBITDA month over month, not once a year.

FAQ

Decision-maker questions (answer-first)

What does it cost NOT to act on purchasing?

Between 2 and 4 points of contribution margin per year. With food cost +35% in 5 years (NRA 2024) and menu
prices already +31% over 2020 (NRA/BLS 2025), the leak between theoretical and actual cost becomes
evaporated EBITDA; not acting means accepting that loss as structural.

Isn't negotiating better with my long-time supplier enough?

No. Negotiating an invoice price optimizes one event; installing a system optimizes the business's prime cost.
With a single supplier holding 60-80% of spend, negotiating power is illusory. The real lever is the shortlist, the
calendar and the variance dashboard.

What is the expected result in 90 days?

Food cost variance <1.5 points and a recovery of 2 to 4 points of contribution margin without raising menu
prices. It is a systemic result, not a one-off discount, and it holds month over month because purchasing is
governed by data, not habit.
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Why is it urgent NOW and not next year?

Because more than 20 U.S. chains and franchisees went bankrupt in 2025 (Restaurant Business 2025) and the

food price index is still 35% above 2020 (USDA ERS/BLS 2026). The window to recover margin without
punishing the guest closes with every quarter spent buying on habit.

DATA & SOURCES

Sector data 2026 (official sources)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,

market research) - not competitors.

Metric

Renta comercial promedio para

restaurante en Los Angeles (2025)

Cuotas CAM (mantenimiento de areas
comunes) sobre la renta base

Costo de servicios (energia, gas, agua,
residuos) como parte de los ingresos

Costo energético promedio de un
restaurante por pie cuadrado (EE. UU.)

Factura eléctrica mensual tipica de un
restaurante (EE. UU.)

Cadenas restauranteras o franquiciados
que se acogieron a bancarrota en EE. UU.
(2025)

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector -
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Benchmark 2026

=$53 por pie? al aiio (~$4.42 por

pie?/mes)

2%-3% adicional a la renta
base

2%—5% de los ingresos totales

$2.90 por pie? en electricidad y
$0.85 por pie? en gas natural al
aino

=$2,300 al mes

Mas de 20

Source

Pepperlot — Cost of Leasing a
Restaurant in LA 2025

7shifts — Cost to Rent a
Restaurant

Toast — Average Restaurant
Electricity Bill 2025

Toast — Average Restaurant
Electricity Bill 2025

Toast — Average Restaurant
Electricity Bill 2025

Restaurant Business — Year's
most notable restaurant
bankruptcies 2025

masterestaurant.com
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