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Abstract

Once a bento operator launches its own website or messaging-based ordering channel, avoiding a marketplace
commission does not resolve the economics of the last mile. The operator must still decide who fulfils each order,
how route costs arise, how much the customer pays, how much food contribution margin may subsidize delivery, and
when an instant order should be rejected, scheduled, or consolidated with group orders. This working paper
combines a content analysis of publicly observable ordering rules with a fully synthetic cost-and-demand scenario
model. It is neither a census of Taiwan's bento market nor an analysis of actual transactions, internal shop costs,

customer interviews, or vehicle traces.

The public-information sample contains 60 purposively selected records captured on 24 July 2026: two live first-party
ordering pages, 28 historical entries from a 2023 New Taipei City reusable-container delivery directory, and 30 records
from a Ministry of Environment directory whose site reported an update date of 14 April 2026. The public package
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removes operator names and contact details but retains public record identifiers that may link back to the source
directory; it is therefore not irreversibly anonymized. It does not redistribute contact persons, telephone numbers,
mobile numbers, street addresses, complete webpages, third-party images, or reviews.

Within this purposive sample, 59 records contain an order-quantity or monetary condition, 58 contain a quantity unit
or group-order wording, 58 contain advance-ordering information, 44 contain a distance or service-area rule, and
three contain a free-delivery condition. None provides an unambiguous numeric delivery charge in the coded page,
and none is sufficient to identify the delivery actor. The 30 current-directory records were selected preferentially for
observable quantity/amount and service-area fields; these counts are therefore field coverage shaped by sample
construction, not adoption rates or prevalence comparisons. Quantity or group wording does not prove same-address
consolidation, nor does any count show that a shop owns a fleet, employs couriers, or falls within a particular legal
classification.

The scenario model explicitly assumes fully loaded labour of NTD 248 per hour, NTD 4.2 per kilometre, a fixed dispatch
cost of NTD 12, eight minutes of kitchen waiting, 3.4 driving minutes per kilometre, 4.5 handoff minutes per stop, NTD
3 expected failure cost per stop, an average bento price of NTD 110, a 32% food contribution margin, and a delivery
subsidy capped at 30% of food contribution. An NTD 3,000 monthly system fixed-cost assumption is disclosed but not
allocated to any output. In 36 route scenarios, an otherwise identical eight-kilometre, three-stop route costs NTD
85.30 per box at one box per stop and NTD 8.53 at ten boxes per stop, a mechanical 90% reduction from spreading
route cost over more boxes. This is not measured business performance.

A first-pass free-delivery screen yields thresholds from NTD 363.04 to 704.55 across 20 combinations of a NTD 300
baseline basket, waived fees of NTD 29 to 89, and incremental contribution margins of 22% to 46%. Across 54
synthetic policy scenarios, all six policies produce negative expected contribution per offer under every low-density
specification, while all become positive under the medium- and high-density specifications. This does not establish
causal superiority or predict real demand. It demonstrates that, under the stated assumptions, density and
consolidation may dominate fee adjustment.

The paper therefore offers no uniform industry price. It proposes a shop-level test sequence: measure route time,
kilometres, stops, boxes, cancellations, and refunds; separate instant single orders from scheduled group orders; test
transparent near/outer zones, minimum quantities, same-address consolidation, scheduled windows, and capped
membership benefits; and apply weekly stopping rules based on expected contribution per offer, on-time
performance, cancellations, complaints, and courier safety. All monetary values are decision-model assumptions
derived from a limited public sample and hypothetical settings, not market averages, formal quotations, government
recommendations, or prices that competitors should jointly adopt.
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