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QUICK VERDICT

The headline finding: systematizing the BOH lifts productivity from 11.4 to 17.9 dishes per
labor-hour (median, +57%) within 90 days of implementing checklists, standardized mise
en place and a ticket-time dashboard. It isn't hiring more people; it's ending the
improvisation every shift.

¢ Original Study / Industry Index First-party research - methodology & sample disclosed - 11 min read

- 2026-07-08

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

The question nobody in the sector answers with a number of their own is simple: how many dishes does a
kitchen produce per hour of paid labor, and how much does that rise when you stop improvising? This
Masterestaurant BOH Productivity Index 2026 answers it with 214 real audits.

We measure dishes per labor-hour (DPLH) because it's the one metric that ties kitchen and cash in a single
figure: how much clears the pass per dollar of BOH payroll. Most operators don't track it; they run blind on their
single largest labor cost.

The study compares each restaurant against itself —before and after systematizing— to isolate the process
effect from the menu, the venue or the crew. Diego F. Parra led the measurement; Masterestaurant publishes
the full instrument with its open methodology.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

BEFORE SYSTEMATIZING AFTER SYSTEMATIZING
DPLH — Fast casual, 1 site X 12.7 dishes/labor-hour v 19.4 dishes/labor-hour
DPLH — Full service, 3-10 X 9.8 dishes/labor-hour v 15.1 dishes/labor-hour
sites
DPLH — QSR, multi-unit X 16.2 dishes/labor-hour v 23.6 dishes/labor-hour
Inventory waste (% purchases) X 8.9% v 41%
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BEFORE SYSTEMATIZING AFTER SYSTEMATIZING
Ticket-time p90 (min to pass) X 18.4 min v 11.7 min

BOH labor cost (% sales) X 31.6% v 243%

Finding 1 — The headline finding: 11.4 to 17.9 dishes per labor-hour

Systematizing the back of house raises productivity from 11.4 to 17.9 dishes per labor-hour (median, +57%) in
the 90 days after rolling out a checklist, standardized mise en place and a timing dashboard. That is the hard
number from the Masterestaurant BOH Productivity Index 2026, measured across 214 real audits. This is not
about hiring more people: the same team, with the same menu, stops improvising and pushes six more dishes
out for every hour of payroll paid. In a kitchen turning 300 orders a day with 5 full-time cooks, that jump frees the
equivalent of a full shift without adding a single dollar of payroll. Diego F. Parra ran the measurement and re-
peats it in every audit: it is the process, not loose talent, that moves the register. Dishes per labor-hour (DPLH)
is the only metric that ties kitchen and register into one number: how much leaves the pass for every dollar of
BOH payroll.

Finding 2 — Why we measure dishes per labor-hour, not covers

Most operators do not know it and run blind over their largest labor cost, which in a full-service restaurant
weighs between 28% and 35% of sales. Covers or tickets measure demand, not efficiency; DPLH measures
what you produce against what you pay. Across the 214 kitchens, the prior range ran from 8.1 to 14.2 DPLH by
category, with a median of 11.4. After systematizing, the median rose to 17.9. At a kitchen labor cost of 9 USD
per hour, moving from 11.4 to 17.9 DPLH drops labor cost per dish from 0.79 to 0.50 USD: 0.29 USD less for
every dish that crosses the pass. The study contrasts each restaurant with itself —before and after systematiz-
ing— to isolate the effect of the process from the effect of the menu, the venue or the team. It is the only clean
way to answer the question nobody in the sector answers with a number of their own: how much does productiv-
ity rise when you stop improvising?

Finding 3 — The same restaurant against itself: how we isolate the process

Comparing two different restaurants pollutes the data with too many variables; measuring the same venue
across two 30-day windows, with the same menu and the same staffing, leaves the process as the sole cause of
the change. Masterestaurant publishes the full instrument with its open methodology: how each station is timed,
how a finished dish is counted and how atypical days are removed. Of the 214 kitchens, 189 held or improved
their DPLH in the second quarter; only 25 fell back, almost always by abandoning the daily timing log.
Productivity does not live in the head chef's talent: it lives in the process performing the same regardless of who
steps onto the line. A standardized mise en place with fixed gram weights and plating photos makes the backup
cook push the same dishes per hour as the regular. In the measured kitchens, DPLH variance between the best
and worst cook fell from 41% to 12% after standardizing the prep.

Finding 4 — It is not the chef's talent: the process must not depend on who is on the line

That is the real value of systematizing: it removes dependence on the star. The mistake | see over and over is
an owner who thinks he has a people problem when he has a method problem: he swaps three cooks in a year
and the kitchen stays slow because nobody wrote down how the mise is done. With fixed gram weights, output
stops being a scheduling lottery and becomes a business constant. Measuring ticket-time by station turns a feel-
ing —'we're slow today'— into actionable data: you know which station is the bottleneck before the guest com-
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plains. Without a dashboard, the head chef argues from memory; with one, he points to the grill that jumped
from 6 to 11 minutes of pass time at 9 PM and acts. In the study, kitchens that installed per-station timing cut av-
erage ticket-time from 14.3 to 9.7 minutes, a 32% drop, during peak hours.

Finding 5 — The log changes the game: ticket-time turns a feeling into data

That cut flows straight into DPLH: fewer minutes per dish equals more dishes for the same hour paid. The find-
ing that most surprises managers is how concentrated the jam is: in 70% of cases, a single station explained
more than half the total delay. Without a log, that station was invisible. Cutting waste from 8.9% to 4.1% does
not just recover food cost: it frees the labor-hours that used to vanish redoing dishes and replacing burned or ex-
pired prep. Every returned or dumped dish was paid for twice in labor —the one made wrong and the one that
replaces it— and that phantom work shows up in no report. Across the 214 kitchens, median waste fell by half
after standardizing portions and FIFO rotation, recovering between 4 and 7 labor-hours per kitchen per week.
On sales of 40,000 USD a month, moving from 8.9% to 4.1% waste returns close to 1,900 USD monthly to the
register, on top of the time.

Finding 6 — Waste is hidden productivity

Diego F. Parra hammers the same point in every consultation: waste is not a purchasing problem, it is a symp-
tom of process, and it is fixed on the line, not in the storeroom. The jump from 11.4 to 17.9 DPLH is explained by
three concrete changes, not a full reengineering: opening and closing checklist, standardized mise en place with
gram weights, and a per-station timing dashboard. In the study kitchens, rolling out all three took a median of 21
days of coaching and another 60 to consolidate until the number stabilized. The checklist alone, without the oth-
er two, lifted DPLH just 9%; standardized mise added another 24%; the dashboard closed with the remaining
24%. The lesson for the manager is one of sequence: first you standardize the prep, then you measure, never
the reverse, because measuring a process that changes every day yields nothing useful. The Masterestaurant
method orders that sequence, which is why 88% of kitchens held the gain the following quarter.

Finding 7 — The three pillars that produced the +57% jump

The concrete action: write down today the gram weights of your five best-selling dishes and time them for a
week. It isn't the chef's talent: it's that the process no longer depends on who's on the line. A standardized mise
en place with fixed grammage makes the shift perform the same with the lead or the backup. Logging changes
the game. Measuring ticket-time by station turns a feeling ('we're slow today') into an actionable data point: you
know which station is the bottleneck before the guest complains. Waste is hidden productivity. Cutting waste
from 8.9% to 4.1% doesn't just recover food cost; it frees labor-hours that used to go into remaking plates and
replacing burned or expired prep.

POINT BY POINT
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Before vs. after systematizing: the verdict by criterion

DEPENDENCE ON INDIVIDUAL TALENT

A - BEFORE SYSTEMATIZING The shift B - MASTERESTAURANT Standardized
performs based on who's on the line that process levels performance between lead
day and backup

Verdict: Systematizing wins: DPLH stops depending on staffing luck.

BOTTLENECK VISIBILITY

A - BEFORE SYSTEMATIZING Ticket-time B - MASTERESTAURANT Real-time

'by eye', no per-station log station-by-station time dashboard

Verdict: Actionable data shaves 6.7 min off the p90; a feeling fixes nothing.

WASTE CONTROL

A - BEFORE SYSTEMATIZING \Waste 8.9% B - MASTERESTAURANT Waste 4.1% with

of purchases, invisible until inventory cycle counts and costed recipes

Verdict: Cutting waste frees food cost and labor-hours at once: double gain.

BOH LABOR COST

A - BEFORE SYSTEMATIZING 31.6% of B - MASTERESTAURANT 24.3% of sales,

sales, spikes on every rush stable per shift

Verdict: 7.3 points recovered without firing anyone: it's productivity, not cuts.
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SIDE-BY-SIDE COMPARISON

Kitchen without a system (improvises every shift) BEFORE

X Mise en place set by whoever shows up that day

X No auditable open or close checklist

X Pass times judged 'by eye', never logged

X Inventory waste between 7% and 11% of purchases

X BOH labor cost that spikes on every rush

Systematized kitchen (stable, measured process) MASTERESTAURANT

v Standardized mise en place with fixed per-recipe grammage
v" Digital open/close checklist with photo and timestamp

v"  Real-time ticket-time dashboard by station

v" Waste under 5% with cycle counts and costed recipes

v" DPLH up 45-62% without adding a single head

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

BEFORE SYSTEMATIZING AFTER SYSTEMATIZING
DPLH — Fast casual, 1 site X 12.7 dishes/labor-hour v 19.4 dishes/labor-hour
DPLH — Full service, 3-10 X 9.8 dishes/labor-hour v 15.1 dishes/labor-hour
sites
DPLH — QSR, multi-unit X 16.2 dishes/labor-hour v 23.6 dishes/labor-hour
Inventory waste (% purchases) X 8.9% v 41%
Ticket-time p90 (min to pass) X 18.4 min v 11.7 min
BOH labor cost (% sales) X 31.6% v 24.3%
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THE NUMBERS THAT MATTER

The Index scorecard in 6 proprietary figures

57 %

Median DPLH lift after systematizing (11.4—17.9)

214

BOH audits in the 2026 Index base

4.1 %

Inventory waste post-systematization (from 8.9%)

6.7 min

Ticket-time p90 drop (18.4—11.7 min)

130t

BOH labor cost drop in % of sales (31.6—24.3)

DAYS

Median window to lock in the DPLH gain

VISUALIZATION

The numbers, visualized
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REAL CASE

“I've seen it in dozens of kitchens: they weren't short on people, they were short on process. A 3-site full
service went from 9.8 to 15.4 dishes per labor-hour in 11 weeks. It hired no one; it standardized the mise en
place, put ticket-time on a screen and audited the close with a checklist. BOH labor cost fell seven points.
That money was already inside the operation, trapped in improvisation.”

— Diego F. Parra, restaurant consultant and director of the Masterestaurant BOH Productivity
Index

HOW TO APPLY IT IN YOUR RESTAURANT
How to place yourself in the Index and raise your percentile

@ Measure your real two-week DPLH
Count dishes sent out and divide by paid BOH labor-hours over the same period. That number
is your baseline. Without it, any improvement is anecdote; with it, you know which Index
percentile you land in by segment.
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@ Standardize mise en place with fixed grammage
Document each prep with exact quantity, target time and owner. The goal is a shift that performs
the same regardless of who builds the line. This is where 60% of the study's productivity gain is
born.

@ Put ticket-time on a screen per station
Logging pass time by station reveals the real bottleneck. What gets measured gets fixed: in the

MR base, kitchens that instrument ticket-time shave 5-7 minutes off the p90 in the first month.

@ Audit open and close with a digital checklist
A checklist with photo and timestamp turns waste into a controllable metric. Cutting waste from
8-9% to 4% frees labor-hours and food cost at once, and locks in the new DPLH level past the
90-day mark.

FAQ

Frequently asked questions about the BOH Productivity Index

What exactly is dishes per labor-hour (DPLH)?

It's total dishes sent out divided by paid kitchen labor-hours over the same period. It measures how much
the BOH produces per dollar of payroll. In the 2026 Index, the median rises from 11.4 before to 17.9
after systematizing.

Does systematizing mean hiring more staff?

No. Across the study's 214 audits, the +57% DPLH gain came without adding heads: mise en place was
standardized, ticket-time was measured and the close was audited. BOH labor cost fell 7.3 points, it didn't rise.

How long until the productivity gain shows up?

The median window to lock in the gain is 90 days. Early weeks show ticket-time falling; waste and DPLH
stabilize at the high level around week 11-12, per the Masterestaurant base.

Does the benchmark apply to QSR and full service alike?

Ranges differ by segment. QSR multi-unit starts higher (16.2 DPLH) and reaches 23.6; full service of 3-10 sites
goes from 9.8 to 15.1. The Index breaks each figure out by segment and size so you compare against your peer.

DATA & SOURCES
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Sector data 2026 (official sources)

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

market research) - not competitors.

Metric

Prime cost objetivo

Empleo del sector (EE.UU.)

Costo laboral del sector

Operacion fuera del local
(off-premise)

Pedido online sobre ventas

Drive-thru en QSR

Benchmark 2026
55-65% de las ventas

=15,8 millones de empleos proyectados en
2026 (+100 mil)

25-35% (mediana full-service 36.5%)

~75% del trafico de restaurantes

~40% de las ventas

=70% de las ventas de comida rapida en EE.UU.

pasa por drive-thru

Source
National Restaurant Association

National Restaurant Association
— SOI 2026

U.S. Bureau of Labor Statistics

Circana

Statista

QSR Magazine

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