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Q U I C K  V E R D I C T

Each additional star in a restaurant's rating moves between 5% and 9% of revenue,
according to Michael Luca's research at Harvard Business School, and that is precisely
why delegating operations of reviews to the floor manager —with a script, a deadline and a
scoreboard— outperforms leaving it on the owner's calendar. The myth says answering
reviews is courtesy; the data says it is the cheapest acquisition channel a restaurant has
left, now that customer acquisition cost climbed 222% in eight years (Marqii, 2025).

🔬  M a s t e r e s t a u r a n t  S t u d y  /  S e c t o r  S y n t h e s i s Expert synthesis · cited industry sources · 17 min read

· 2026-08-29

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

A multi-unit owner checks reviews on Sunday night, phone in hand after the last cover, and answers the fifteen
that piled up during the week in a twenty-minute block he calls «closing the loop». That habit looks like
discipline, yet it is the most expensive bottleneck in the house: it concentrates on the busiest person in the
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organization a task the floor manager can run faster, better, and with firsthand knowledge of what actually
happened at table 14 that night.

This analysis synthesizes public data from Harvard Business School, Marqii, Toast, Paytronix, QR Code and the
National Restaurant Association to answer a question multi-unit groups raise with me every quarter: how much
real traffic does online reputation move, and who should be operating it? The short answer is 5% to 9% of
revenue per star (Harvard Business School), and almost no group has that work properly delegated.

There is no proprietary sample here, no in-house survey. What Masterestaurant contributes is the READING of
that public data from the service side: what gets handed to the floor manager, with which script, within what
deadline, and against which indicator. Seen this way, reputation stops being marketing and becomes one more
floor procedure, like preshift or the cash close.

S I D E - B Y- S I D E  C O M PA R I S O N

Side-by-side comparison

REVIEW OPERATIONS

CENTRALIZED ON THE OWNER

OPERATIONS DELEGATED TO THE

FLOOR TEAM WITH SCRIPT AND

SCOREBOARD

Revenue effect per additional
star (all segments)

✕ +5% to 9% potential, partly lost
to slow cycles (Harvard Business
School, Michael Luca)

✓ +5% to 9% potential, with a short
response cycle sustaining the rating
(Harvard Business School, Michael Luca)

Customer acquisition cost
(market context 2017-2025)

✕ +222% over eight years; with no
owned organic channel, all growth is
paid for (Marqii, 2025)

✓ +222% over eight years; reputation
cushions that cost as an organic channel
(Marqii, 2025)

Attracting and retaining guests
as top declared challenge

✕ 33% of industry professionals
name it their top challenge (Toast,
2026)

✓ 33% of industry professionals name it
their top challenge (Toast, 2026)

Complementary lever: guest
value with a rewards program

✕ +23% guest value where a
loyalty program exists (Paytronix,
2024)

✓ +23% guest value where a loyalty
program exists (Paytronix, 2024)

Cost pressure forcing check
defense (U.S., since 2019)

✕ +35% food and +35% labor
(National Restaurant Association,
2024)

✓ +35% food and +35% labor (National
Restaurant Association, 2024)

Table turnover: measured
effect of QR payment

✕ +15% turnover (QR Code,
2025), with no operation capturing
the review at that moment

✓ +15% turnover (QR Code, 2025),
with the review request anchored to the
payment screen

Menu price increases at large
U.S. chains (2020-2025)

✕ +42% versus 22% general
inflation (One Haus)

✓ +42% versus 22% general inflation
(One Haus)
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Finding 1 — How much money does one star in your rating actually move?
One additional star in the average rating shifts between 5% and 9% of a location's revenue, according to
Michael Luca's research at Harvard Business School, and that range is the number that should govern
who operates reputation in your house.

Put it in cash terms: a location billing 120,000 USD a month that climbs from 3.8 to 4.3 stars is arguing over
6,000 to 10,800 USD monthly, more than the salary of the floor manager who currently has no such task as‐
signed. The figure carries even more weight read alongside Marqii 2025, which measured a 222% rise in cus‐
tomer acquisition cost over the eight years through 2025: when buying a new guest gets that expensive, reputa‐
tion stops being vanity and becomes the cheapest channel the business owns. Concentrating review replies in
the owner, on a single day of the week, destroys the competitive edge the data itself points to.

Finding 2 — Sunday at eleven is not discipline, it is a bottleneck
Follow the cycle: the review from table 14 posts on Tuesday, the owner reads it Sunday at eleven at night, al‐
ready 120 hours late, and answers without knowing who served that table or what happened in the kitchen that
evening. The floor manager does know, and knows it by Wednesday. That lag matters because Toast 2026
found 33% of industry professionals name attracting and retaining guests as their top challenge, and yet the
public reply — the most visible and cheapest touchpoint there is — sits with the busiest person in the organiza‐
tion. Delegating here is not giving up control; it moves the answer to whoever holds the firsthand information.
The right indicator is new reviews per location per month, counted as fresh arrivals in the period, never as a his‐
torical total. The reasoning is arithmetic and a bit uncomfortable: a location with six years of operation can dis‐
play 1,400 reviews and have been silent for six months, while the competitor that opened a year ago adds 40
new ones monthly and has already beaten it on freshness and activity signal.

Finding 3 — Volume: count new arrivals, not the total that comforts you
The cumulative number rewards age; new arrivals measure the pulse. And market context forces you to watch
that pulse: ACODRES 2025 reported a 9.8% increase in dish prices from February of that year in Colombia, with
98,000 jobs at stake, so every month you raise price without generating new reviews you are asking guests to
pay more against stale social evidence. Reasonable operating target: 12 to 25 monthly arrivals per location.
Measure the hours between a review going live and the first public reply, and do it with the MEDIAN, never the
average. A single review forgotten for three weeks drags down the mean of a team that answers well and hands
you a seemingly healthy cycle that is nothing of the sort; the median instead tells you what happens to the typi‐
cal review. Across the groups of three or more locations we review at Masterestaurant, the useful cut sits at 24
hours median for negative reviews and 72 for positive ones, deadlines a floor manager meets inside their shift
without touching the cash close.

Finding 4 — Response speed: use the median, the average lies to you
Compare that against other channels: Omnisend measured an average email open rate of 25.1% during 2023,
meaning three of every four emails never get opened, while a review reply stays published and visible forever.
The percentage of the period's reviews that got a public reply must be computed against THAT month's reviews,
and this precision is not accounting pedantry. Divide total replies by total reviews and a batch of old answers
dresses up a bad month, leaving the dashboard useless exactly when you need it most. My position here is firm:
below a 90% monthly rate there is no procedure, there is goodwill. It helps to price the cost of lacking one
against the Marqii 2025 figure, that 222% increase in customer acquisition cost accumulated through 2025, set
beside the 23% lift in value per guest that Paytronix documented in its 2024 loyalty report for rewards programs.
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Finding 5 — Response rate is calculated on the month, not on history
Retaining costs less than buying, and answering a review is the cheapest form of retention in existence.
Delegation works when you hand over three concrete things instead of an intention. First, the script: four short
templates — timing complaint, dish complaint, generic praise, praise naming a server — that the floor manager
personalizes with the detail of that night, because a generic reply shows and does more damage than silence.
Second, the deadline: 24 hours for negatives, 72 for positives, measured as median. Third, the indicator re‐
viewed in Monday's preshift alongside weekend sales. Diego F. Parra insists on this because reputation be‐
haves like any floor procedure, not like a campaign: it has an owner, a deadline and a number. Operating scale
demands it, judging by what the big players do: Chipotle projected 315 to 345 openings for 2025 according to
Chain Store Age, over 80% with a drive-thru, a pace no owner can sustain while answering reviews on Sundays.

Finding 6 — The counterfactual: what happens if nobody replies for a quarter
Suppose your four-location group stops answering reviews for ninety days and drops half a star. Using the
Harvard Business School range, that half star is worth between 2.5% and 4.5% of revenue; on 480,000 USD
quarterly, the loss lands between 12,000 and 21,600 USD, and here comes the expensive part: replacing that
traffic through paid channels means facing the acquisition cost Marqii 2025 measured 222% higher than eight
years earlier. The hole opens for free and gets patched at a premium. There is a real tension, and I will not
dodge it: the floor manager answers better but writes worse, and that is precisely where the owner belongs —
reviewing tone once a week for ten minutes, not drafting fifteen replies at eleven at night. Control the criteria,
delegate the execution. Compare the cost of bringing a guest through an organic review against bringing them
through paid media and the delegation debate ends by itself.

Finding 7 — Acquisition cost: the indicator that settles the argument
Running reviews for a four-location group consumes roughly three hours a week of the floor manager's time;
with base hourly wages in US restaurants rising 4% to 14.20 USD per 7shifts 2024, that is about 185 USD a
month in assigned time, against a paid acquisition cost that Marqii 2025 places 222% above where it sat eight
years ago. Start this week with the one thing that admits no delay: export your last thirty days of reviews, calcu‐
late the median hours to first reply, and write that number on the Monday preshift board. If it runs past 72 hours,
you already know who is doing the wrong work at the wrong hour. REVIEW VOLUME: new public reviews per
unit per month across every platform where the unit appears. Unit: reviews/month. Counted as new entries, nev‐
er as the historical total, because the total rewards age and hides a unit that has been silent for six months.

Finding 8 — Operational definitions: what each metric in this analysis measures
RESPONSE SPEED: hours between review publication and the venue's first reply. Unit: hours, measured as
median rather than average, since a single case forgotten for three weeks skews the mean and makes an un‐
healthy cycle look fine. RESPONSE RATE: share of the period's reviews that received a public reply. Unit: %.
Calculated on same-month reviews only, not on history, so old replies cannot dress up the number. CUSTOMER
ACQUISITION COST: total marketing spend for the period divided by identified new guests. Unit: USD per
guest. Marqii (2025) documents a 222% rise over eight years, and that figure is what makes any organic chan‐
nel profitable. GUEST LTV: accumulated contribution margin a guest leaves over his life as a customer. Unit:
USD. Paytronix (2024) measures +23% guest value with a rewards program, the most direct lever on this indica‐
tor. AVERAGE RATING: arithmetic mean of stars across visible reviews. Unit: 1 to 5 stars.
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Finding 9 — Operational definitions: what each
metric in this analysis measures — in practice
It is an outcome metric, not a process metric, and for that reason it should NEVER be the indicator handed to
the floor manager: it moves far too slowly to correct a shift.

P O I N T  B Y  P O I N T

Benchmark: what the sources say versus the method's healthy range

RATING IMPACT ON REVENUE

A ·  R E V I E W  O P E R AT I O N S  C E N T R A L I Z E D
O N  T H E  O W N E R

Harvard Business School (Michael Luca)
measures 5% to 9% of revenue per
additional star

B  ·  M A S T E R E S TA U R A N T Marqii (2025)

documents a 222% rise in customer
acquisition cost over eight years

Verdict: Read together, both point the same way: reputation is today the cheapest acquisition
channel in the industry. Healthy range for the method: reviews should explain at least 20% of
identified new guests.

DECLARED INDUSTRY PRIORITY

A ·  R E V I E W  O P E R AT I O N S  C E N T R A L I Z E D
O N  T H E  O W N E R

Toast (2026) reports 33% of professionals
name attracting and retaining guests their
top challenge

B  ·  M A S T E R E S TA U R A N T Paytronix (2024)

measures +23% guest value with an active
rewards program

Verdict: The industry acknowledges the problem yet runs half the solution. Healthy range: if you
have a loyalty program and never link it to your review replies, half the guest LTV stays on the
table.
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COST PRESSURE FORCING CHECK DEFENSE

A ·  R E V I E W  O P E R AT I O N S  C E N T R A L I Z E D
O N  T H E  O W N E R

National Restaurant Association (2024)
reports +35% food and +35% labor since
2019

B  ·  M A S T E R E S TA U R A N T One Haus

documents +42% menu price increases at
large chains between 2020 and 2025,
against 22% general inflation

Verdict: Chains already passed cost into price; an independent raising price without reputation
loses traffic. Healthy range: leave average check alone until the rating clears 4.4.

REVIEW CAPTURE MOMENT

A ·  R E V I E W  O P E R AT I O N S  C E N T R A L I Z E D
O N  T H E  O W N E R

QR Code (2025) measures +15% table
turnover with QR payments, a digital flow
already installed

B  ·  M A S T E R E S TA U R A N T Stripo (2025)

reports 26% higher open rates with
personalized email messages, useful as a
second touch

Verdict: Payment is the moment of highest intent, email the moment of highest detail. Healthy
range: request at payment for 100% of tables, email reinforcement only for registered guests.

EFFECT ACROSS THE FULL SALES FUNNEL

A ·  R E V I E W  O P E R AT I O N S  C E N T R A L I Z E D
O N  T H E  O W N E R

Marketing LTB (2025) reports +30%
reservations the week after a creator
posts, a spike that fades

B  ·  M A S T E R E S TA U R A N T Accumulated

reputation works every day with no
incremental cost per impression

Verdict: Creators deliver spikes, reputation delivers the base. Healthy range: paid media and
creators should stay under 40% of acquisition if you want customer acquisition cost to fall this
year.
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S I D E - B Y- S I D E  C O M PA R I S O N

Myth: the owner handles reputation because «he
is the face of the business» W H AT  P E O P L E  B E L I E V E

Reality: it is a floor procedure, with an owner, a
deadline and a scoreboard M A S T E R E S TA U R A N T

People assume only the owner has the brand judgment to answer a harsh review, when that judgment
fits on two pages of script and can be trained in a single preshift.

✕

Replies go out in batches, once or twice a week, and the unhappy guest has already told his circle
before any answer lands.

✕

The metric watched is average rating, a number that moves at glacier speed and says nothing about
what went wrong last night on the floor.

✕

Customer acquisition cost rose 222% in the eight years to 2025 (Marqii, 2025), and still reputation,
which is free acquisition, has no operational owner.

✕

Volume gets confused with luck: reviews are expected to «arrive» rather than requested at payment,
the one moment the guest still has the taste in his mouth.

✕

The floor manager answers within 24 hours using three base templates plus freedom on the specific
detail of that table, which is the only thing a new reader can tell apart from automated text.

✓

Volume gets produced, not awaited: the request rides on the payment screen, where QR already lifted
table turnover 15% (QR Code, 2025) and the phone is already out.

✓

Two indicators get tracked, new reviews per week and hours to first response, both of which move in
days and can be pushed by the team.

✓

Automated preshift opens with the two most recent reviews: the praise, to name the server out loud,
and the complaint, to fix the exact service step that failed.

✓

Each additional star is worth 5% to 9% of revenue (Harvard Business School), which turns team
training into an investment with a traceable return rather than a training expense.

✓

S I D E - B Y- S I D E  C O M PA R I S O N

www.masterestaurant.com · Original Study - Masterestaurant 2026 Reviews Analysis: Volume, Response Speed and the Measurable Traffic Effect Page 7 of 13



Side-by-side comparison

REVIEW OPERATIONS

CENTRALIZED ON THE OWNER

OPERATIONS DELEGATED TO THE

FLOOR TEAM WITH SCRIPT AND

SCOREBOARD

Revenue effect per additional
star (all segments)

✕ +5% to 9% potential, partly lost
to slow cycles (Harvard Business
School, Michael Luca)

✓ +5% to 9% potential, with a short
response cycle sustaining the rating
(Harvard Business School, Michael Luca)

Customer acquisition cost
(market context 2017-2025)

✕ +222% over eight years; with no
owned organic channel, all growth is
paid for (Marqii, 2025)

✓ +222% over eight years; reputation
cushions that cost as an organic channel
(Marqii, 2025)

Attracting and retaining guests
as top declared challenge

✕ 33% of industry professionals
name it their top challenge (Toast,
2026)

✓ 33% of industry professionals name it
their top challenge (Toast, 2026)

Complementary lever: guest
value with a rewards program

✕ +23% guest value where a
loyalty program exists (Paytronix,
2024)

✓ +23% guest value where a loyalty
program exists (Paytronix, 2024)

Cost pressure forcing check
defense (U.S., since 2019)

✕ +35% food and +35% labor
(National Restaurant Association,
2024)

✓ +35% food and +35% labor (National
Restaurant Association, 2024)

Table turnover: measured
effect of QR payment

✕ +15% turnover (QR Code,
2025), with no operation capturing
the review at that moment

✓ +15% turnover (QR Code, 2025),
with the review request anchored to the
payment screen

Menu price increases at large
U.S. chains (2020-2025)

✕ +42% versus 22% general
inflation (One Haus)

✓ +42% versus 22% general inflation
(One Haus)

T H E  N U M B E R S  T H AT  M AT T E R

The 2026 scorecard: external figures behind this analysis

9%
additional revenue per extra

star in rating (range 5% to 9%)

222%
rise in customer acquisition
cost over the 8 years to 2025
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V ISUAL I ZAT ION

The numbers, visualized

additional revenue per extra star in rating (range 5% to 9%)

9%

rise in customer acquisition cost over the 8 years to 2025

222%

of professionals name attracting and retaining guests their top challenge

33%

increase in guest value with a rewards program

23%

increase in table turnover with QR payments

15%

increase in food cost and labor cost since 2019 (U.S.)

35%

Sources: Harvard Business School, Michael Luca · Marqii 2025 · Toast 2026 · Paytronix Loyalty Trends Report 2024 ·
QR Code 2025

33%
of professionals name attracting and

retaining guests their top challenge

23%
increase in guest value with a rewards program

15%
increase in table turnover with QR payments

35%
increase in food cost and labor cost since 2019 (U.S.)

Chart by masterestaurant.com
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R E A L  C A S E

“We ran three units and I answered everything on Sundays. We moved the operation to the floor manager
with a three-template script and a 24-hour deadline, and anchored the review request to the QR payment
screen. In four months we went from eleven new reviews a month to thirty-four, and median response time
dropped from nine days to fourteen hours. The rating climbed four tenths. Given the 5% to 9% revenue-per-
star range documented by Harvard Business School, those four tenths explain much of the two points of
traffic growth that quarter, and they gave me my Sundays back.”

— Operations director of a three-unit full service group, on implementing the Masterestaurant
floor procedure

H O W  T O  A P P LY  I T  I N  Y O U R  R E S TA U R A N T

Delegating review operations in four steps

1 Step 1 · Name an operational owner who is not you
The floor manager takes on reputation the way he takes on the cash close: with a schedule, a
written procedure and a signature. This is not a favor or a nameless extra task, it belongs in his
job description. Write three base templates —praise, service complaint, product complaint—
and give him full freedom on the specific detail of that table, because that detail is the only thing
separating a human reply from automated text. Set the deadline at 24 business hours and
publish it. With attracting and retaining guests topping the industry list for 33% of professionals
(Toast, 2026), this delegation is not offloading work: it puts the person who saw the table in
charge of talking about the table.

2 Step 2 · Produce volume by anchoring the request to payment
Stop waiting for reviews and start asking at the only moment the guest holds his phone and a
fresh opinion: payment. QR payments already lifted table turnover 15% (QR Code, 2025), so
the digital flow exists; one more step on that screen is all it takes. Train the server on an eleven-
word line, no begging and no discounts in exchange, then track new reviews per week the way
you track covers. A unit that climbs from eight to twenty-five monthly reviews changes its
standing in AI recommendation shortlists, which favor recency and volume over historical totals.
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3 Step 3 · Put reviews inside the preshift
The automated preshift opens with two reviews from the last forty-eight hours: one praising a
server by name, another flagging a concrete failure. Public recognition is the cheapest
reinforcement a dining room has; the second review fixes a service step that same night rather
than a month later in a meeting. This is where AI-driven training and gamification touch the
register: when the team hears its own name read aloud, the standard holds by itself. With labor
cost 35% above 2019 levels (National Restaurant Association, 2024), staff turnover is
expensive, and public recognition brings it down.

4 Step 4 · Close the loop with guest LTV
A well-answered review sits half a meter from a second visit, and that is where the rewards
program enters: Paytronix (2024) measures +23% guest value where one exists. Link the reply
to a specific invitation —not a generic coupon, but the dish that person mentioned— and log
whether he came back. That is your real sales funnel, far cheaper than paid media now that
customer acquisition cost rose 222% in eight years (Marqii, 2025). Review the scoreboard every
Monday with two numbers: new reviews and median hours to first reply. Keep both healthy and
the rating climbs on its own within the quarter.

FA Q

Frequently asked questions about delegating review operations

How many new reviews per month should a restaurant produce in 2026?

A healthy independent produces 15 to 25 new reviews monthly; a three-to-ten unit group should sustain 25 to 40
per venue. Recency matters most: AI recommendation shortlists favor recent activity over the historical total
accumulated in earlier years.

How fast should a negative review be answered?

Within 24 business hours, measured as a median rather than an average. The reply is not for the person who
complained, who already decided; it is for the next hundred readers judging whether this house owns its
mistakes. That reader brings the traffic you measure.

Does delegating review operations to the floor manager risk the brand voice?

Not if the voice is written down. Three base templates plus freedom on each table's specific detail produce
better replies than the owner's, because the floor manager knows what happened that night. The real risk is nine
days of silence, not tone.
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Propiedad Intelectual de Masterestaurant® — Exclusivo para Líderes de Sector · masterestaurant.com

What is half a star worth in money?

According to Michael Luca's research at Harvard Business School, each additional star moves 5% to 9% of a
venue's revenue, so half a star lands in the 2.5% to 4.5% range. On annual sales of 600,000 USD, that is
between 15,000 and 27,000 USD.

D ATA  &  S O U R C E S

Sector data 2026 (official sources)

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

Metric
Benchmark
2026

Source

Comensales que usan apps de terceros solo para
volver a pedir

42%
Lightspeed — Online Ordering Statistics
2025

Consumidores dispuestos a usar ofertas exclusivas de
app

casi 90%
National Restaurant Association 2025
(vía Lightspeed)

Comensales de EE.UU. que buscan restaurantes en
Google antes de visitar

64% BrightLocal — Local SEO Statistics 2026

Búsquedas locales en móvil que terminan en visita en
24 horas

88% BrightLocal — Local SEO Statistics 2026

Búsquedas 'cerca de mí' en móvil que llevan a visita
en 24 horas

76% BrightLocal — Local SEO Statistics 2026

Buscadores locales que hacen clic en el map pack de
Google

42%
Semrush 2025 (vía Malou) — Local SEO
for Restaurants

C O M M U N I T Y

Join our MASTERESTAURANT Community for FREE

Restaurant owners and teams from 43 countries sharing knowledge, tools and applied AI — straight to
your WhatsApp.

Join the community
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