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Errores de pérdidas y desperdicios de
alimentos (PDA): el agujero de margen

que la MIPYME gastronémica no ve

Método probado en +8.400 restaurantes - 43 paises sateinstitute.org

QUICK VERDICT

Verdict: food loss and waste (FLW) mistakes are not fixed by buying less or scolding the
kitchen; they are fixed by measuring the variance between theoretical and actual cost
recipe by recipe, then closing the loop with supplier, forecast and donation. An operator
who never separates process waste from purchasing loss and plate waste holds one
aggregate number with no lever behind it.

Moving from monthly to weekly counts on the twenty items that concentrate spend
recovers one to three food cost points without touching prices or recipes. On an operation
billing 500 thousand to 1 million USD a year, that spread decides whether a lender says
yes. In the development agenda it counts twice over: global food waste costs roughly USD
1 trillion annually (UNFCCC, 2024), and U.S. foodservice landfilled 78.4% of its waste in
2024 (ReFED, 2025).
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

Food waste stopped being an environmental topic and became a balance-sheet problem. Food loss and waste
cost the world economy close to USD 1 trillion each year according to the UNFCCC (2024), while UNEP's Food
Waste Index Report (2024) counted 1.05 billion tonnes wasted in 2022 alongside 783 million people going
hungry. For a gastronomic MSME in the region, that global accounting translates into something far more brutal:
every kilo entering through the service door and leaving through the bin was already paid for, already stored,
already handled by paid labour.

Vocabulary precision matters here, because the costliest food loss and waste (FLW) mistakes are born from
vagueness. Loss is what degrades before reaching the plate — broken cold chain, overbuying, poor rotation
planning. Waste is what the guest leaves behind or what the kitchen discards after producing. Different
phenomena, different causes, different levers, and folding them into one indicator blocks action on either. The
gap between the recipe's theoretical cost and the operation's actual cost — what the trade calls food cost
variance — is the only figure that separates both worlds with evidence.

Global foodservice wasted 290 million tonnes in 2022 (UNEP, Food Waste Index 2024), and in the United States
ReFED (2025) valued foodservice surplus at USD 157 billion, equivalent to 14% of sector sales. Fourteen per
cent of sales. No operator under the 500 thousand USD annual band survives giving away fourteen points, yet
most run without knowing their share of it, because nobody ever weighed the bin or compared a standardised
recipe against real inventory draw.

A second layer sits beneath, one multilateral lenders track and operators tend to skip. When waste climbs, the
owner compensates by squeezing the other big prime cost block, which the U.S. Bureau of Labor Statistics
places between 25% and 35% of revenue: shifts get cut, the team gets stretched, informality creeps in. The ILO
documented regional youth unemployment of 13.8% in its 2024 Labour Overview, nearly triple the adult rate,
plus female informal employment growing 22.8% against 15.7% for men. Mismanaged waste ends up paid for
with precarious jobs, and that is precisely where SDG 12 and SDG 8 stop being separate agendas.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

COMMON FLW MISTAKE CORRECT METHOD
(MASTERESTAURANT FRAMEWORK)

Unit of measurement X Aggregate monthly food v Variance per recipe and family, weekly:
cost, a single number: 34% and theoretical 29.4% vs actual 33.1% = 3.7 pts of
nothing else located leak

Inventory frequency X Full monthly count, 800 v Weekly count of the 20 SKUs holding
SKUs, 6 hours of labour, a ~70% of spend, 45 minutes, decision within 7
figure arriving 30 days late days
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COMMON FLW MISTAKE CORRECT METHOD
(MASTERESTAURANT FRAMEWORK)

Waste handling X Discarded unlogged; 78.4% v/ Waste log in 3 categories (prep, expiry,
of foodservice waste goes to returned plate) with weight and cause
landfill (ReFED, 2025)

Supplier relationship X Buying on list price, 2 v Short food supply chains (SFSC) with 4 to
deliveries per week, 40% 6 weekly deliveries and orders tied to forecast
overstock in perishables

Surplus destination X  Surplus discarded; no v"  Logged donation circuit (benchmark: 14.4
traceability, no tax deduction, no  million pounds donated by Sysco, 2024)

community outlet

Financial reading X  Only food cost is watched; v" Consolidated prime cost (inputs + 25-35%
prime cost is neither computed payroll, BLS) against break-even and
nor compared to break-even contribution margin per dish

Value to lenders X No variance history: the v 12 months of auditable variance and
MSME reads as opaque and its waste = scoring file built on operational data,
credit risk defaults to sector not just financials
average

Chapter 1 — Why buying less never fixes shrinkage

Buying less pushes the problem toward the empty plate and the lost sale instead of solving it, because the gap
sits between what the recipe says a dish costs and what inventory says was actually consumed. That gap has a
name in this trade and it gets calculated week by week: theoretical cost against real cost, recipe by recipe, with
physical counts at open and close. While the UNFCCC (2024) prices global food loss and waste at roughly USD
1 trillion a year, the owner of a mid-sized venue lives that figure in miniature, split between a pork leg that oxi-
dized at the back of the walk-in and fourteen side portions that went out generous. The bin never lies, but it nev-
er speaks either: you have to weigh it. Without that daily weight, any purchasing decision is expensive intuition
dressed up as prudence. Two distinct phenomena live under the FLW acronym, and whoever folds them into a
single indicator loses the lever for both.

Chapter 2 — Loss and waste are not synonyms, and confusing them costs money

Loss happens before product reaches the pass: broken cold chain, overbuying out of fear of a stockout, FIFO
rotation nobody honored on the night shift. Waste happens after the pass: the portion a guest returned un-
touched, the buffet production cooked for an occupancy that never showed up. UNEP counted 1.05 billion
tonnes wasted in 2022 while 783 million people went hungry (Food Waste Index Report 2024), and food service
contributed 290 million tonnes of that total. Split the two concepts on your count sheet and you will see the first
one corrects through supplier and storeroom, the second through menu and forecast. ReFED (2025) put a price
on US foodservice surplus: USD 157 billion in 2024, equal to 14% of sector sales, with 12.4 million tonnes gen-
erated and 9.73 million —78.4%— buried in landfill. Translate that percentage into your own till before reading
on. An operator billing USD 800,000 a year who gives away fourteen points hands over USD 112,000, more
than the annual rent of a fifty-seat venue in a mid-sized city across the region.
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Chapter 3 — Fourteen points of sales heading to the bin

| keep pressing this point in every Masterestaurant audit because the owner almost always argues with the num-
ber, pulls out a calculator, and by the third week of weighing stops arguing. What goes unweighed gets estimat-
ed, and the estimate always favors whoever is doing the estimating. There is a labor consequence multilateral
banks watch closely and the operator rarely connects to the bin. Shrinkage climbs, margin falls, and the owner
squeezes the one block he can touch overnight: payroll, which the U.S. Bureau of Labor Statistics places be-
tween 25% and 35% of revenue. Shifts get cut, the team gets stretched, hiring turns informal. The ILO Labour
Overview 2024 recorded regional youth unemployment at 13.8%, nearly triple the adult rate, and female informal
employment growing 22.8% against 15.7% for men. When SDG 12 is neglected, SDG 8 settles the bill. That is
the paradox this document resolves: the operator believes he is cutting staff to save margin, when margin was
eaten by a badly rotated walk-in.

Chapter 4 — How the equation shifts by revenue band

Revenue band decides which lever works, which is why a single control recipe fails across the spectrum. Below
USD 500,000 a year the bench scale and a daily count sheet rule: no software, closing discipline, and that alone
recovers two to four points of the 14% ReFED (2025) attributes to the sector. Between USD 500,000 and 1 mil-
lion, weekly counts by ingredient family enter the picture. Past the million mark, perpetual inventory with stan-
dardized recipes loaded becomes worthwhile. Above 5 million, running several units, the lever is demand fore-
casting fed by POS history and weather. And beyond 10 million the game turns into centralized purchasing and
supplier contracts. The scale, mind you, stays mandatory at every band. A celebrity-chef or large-format themed
restaurant bills above 5 million and wastes differently, not less. Its living menu —thirty or forty references rotating
by season— forces mise en place for dishes selling eight units a day, and showcase plating demands perfect
product: the scallop at an exact diameter, the cut with the right grain.

Chapter 5 — The large-format restaurant and its showcase shrinkage

That aesthetic standard generates structural trim loss no manual accounts for, typically well above the 14% of
sales ReFED (2025) averaged for foodservice. Two things work against it: a staff menu built from noble offcuts
and formalized donation. Sysco delivered 14.4 million pounds of food to Feeding America in fiscal 2024, and US
Foods contributed nearly USD 14.5 million across cash, product and volunteering. Measuring without closing the
loop produces handsome reports and zero reduction. The sequence that works starts with segregated weighing
—prep, returned plate, expired— for fourteen straight days, moves on to comparison against standardized
recipes, and ends in three concrete conversations: with the supplier, to renegotiate delivery frequency and cal-
iber; with the head chef, to reformulate the two recipes showing the widest deviation; and with a food bank, to
move edible surplus out. The EPA (2023) estimated food makes up 24% of municipal solid waste sent to landfill,
and ReFED (2025) measured that 78.4% of foodservice waste ends there.

Chapter 6 — From the weekly figure to the supplier agreement

If you divert half your edible surplus to donation, you cut disposal cost and gain a reportable figure that today
carries weight in corporate tenders and in franchises with environmental criteria. Suppose your venue bills USD
1.2 million, carries 12% surplus, and decides to weigh nothing for twelve months. That first year burns USD
144,000, a figure consistent with the 14% ReFED (2025) documented for the sector. In year two, input inflation
makes every lost kilo pricier, so identical shrinkage costs more; the owner reads it as cost pressure, raises menu
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prices, loses visit frequency, and compensates by cutting two support shifts in the kitchen —precisely the staff
who rotated the walk-in—. By year three the problem is no longer shrinkage: it is an exhausted team and an
overpriced menu. Diego F. Parra has watched that circuit close in more than one market, and at Masterestaurant
we always cut it at the same point.

Chapter 7 — What happens if nobody measures for one more year?

Buy a bench scale this week and weigh the closing bin for fourteen days. The first divergence is tempo-
ral granularity. Traditional practice delivers a monthly figure;

the variance framework delivers a weekly one. It sounds minor and it is not: under input inflation, a month of lag
means the operator discovers the problem after paying for it four times. The UNFCCC (2024) puts the global
cost of waste at USD 1 trillion a year, and that figure is built from millions of decisions taken late. The second is
causal attribution. Rolling everything into one percentage prevents knowing whether the leak sits in purchasing,
storage, production or front of house. Unable to attribute, the operator does the only thing available: squeeze
payroll, a block the U.S. Bureau of Labor Statistics weighs at 25% to 35% of revenue. Cutting hours to cover
kitchen waste swaps a measurable problem for one paid in staff turnover and service quality.

Chapter 8 — Where the two approaches genuinely diverge

Third comes the fate of surplus. Dumping and donating cost different amounts and carry different value. ReFED
(2025) documented 9.73 million tonnes of U.S. foodservice waste landfilled in 2024, and the EPA (2023) esti-
mates food makes up 24% of buried municipal solid waste. A logged donation circuit — Sysco reported 14.4 mil-
lion pounds donated in fiscal 2024 — converts sunk cost into traceability, community standing and, depending
on jurisdiction, tax benefit. The fourth matters to an investment officer. A gastronomic MSME without operational
data is a black box, and black boxes get financed expensively or not at all. Twelve months of documented vari-
ance, categorised waste and consolidated prime cost produce something an annual financial statement never
yields: evidence of operational maturity. That is where local economic development (LED) stops being rhetoric
and becomes a line in a credit committee.

POINT BY POINT

Comparative analysis: traditional approach vs variance framework

DATA LATENCY
A - commoN FLw misTAKE 30 days or B - MASTERESTAURANT 7 days on critical
more: food cost arrives once the month SKUs, decision inside the same
has closed purchasing cycle

Verdict: Focused weekly counting wins. Under input inflation, a month of lag means paying for
the same error four times before seeing it.
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ATTRIBUTION CAPABILITY

A - COMMON FLW MISTAKE A single B - MASTERESTAURANT Waste in three
percentage with no cause: purchasing, categories with weight and shift, crossed
storage, production and service in one bag against per-recipe variance

Verdict: Categorised attribution wins. Without cause there is no correction, and the operator ends
up cutting payroll to mask a kitchen problem.

IMPLEMENTATION COST

A - COMMON FLW MISTAKE Seemingly B - MASTERESTAURANT 45 weekly
low: one spreadsheet a month plus six minutes plus a scale; CapEx near zero,
hours of full counting OpEx paid in discipline

Verdict: A tie on cost, a win for the second on return. Monthly full-count hours exceed the
accumulated hours of focused weekly counting.

VALUE TO LENDERS

A - COMMON FLW MISTAKE Annual B - MASTERESTAURANT Twelve months of
financials with no operational traceability: a auditable variance, waste and prime cost:
black box for the credit committee direct scoring input

Verdict: The operational file wins. It is the only route by which a gastronomic MSME escapes
sector-default risk pricing.
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IMPACT ON DEVELOPMENT INDICATORS

A - comMmoN FLw MISTAKE Null or B - MASTERESTAURANT Positive on SDG
negative: payroll adjustment pushes 8 and 12: less landfilled residue, formal
informality in a market with 13.8% youth jobs preserved, surplus donated with
unemployment (ILO, 2024) records

Verdict: The closed loop wins. Input efficiency protects payroll, and that is the link SDG 8 and
SDG 12 share.

RESILIENCE TO INPUT INFLATION

A - COMMON FLW MISTAKE Fragile: every B - MASTERESTAURANT Elastic:
inflation point passes straight through to controlled variance acts as a buffer before
margin because nothing absorbs it menu prices have to rise

Verdict: Variance control wins. Under 12% to 20% input stress, it separates a price adjustment
from a closure.

SIDE-BY-SIDE COMPARISON
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The traditional approach: counting money after it left STRUCTURAL RiskK

X One aggregate indicator — the month's food cost — blending loss, waste, theft and purchase-price
error, with no way to isolate a single cause.

X Full monthly inventory, expensive in hours and obsolete on arrival: the decision lands once the quarter
has already closed.

X Invisible waste: nobody weighs what gets thrown out, so 78.4% of foodservice waste reaches landfill
unlogged (ReFED, 2025).

X Purchasing on unit price rather than total cost of ownership, which inflates perishable overstock and
multiplies expiry loss.

X Correction through payroll: shifts get timmed in a block worth 25% to 35% of revenue (U.S. Bureau of
Labor Statistics), degrading service along the way.

X Zero traceability for lenders: without an operational data series, the gastronomic MSME is assessed on
sector default and pays a risk premium it has not earned.

The correct method: measured variance, closed loop MASTERESTAURANT

v" Theoretical cost per standardised recipe against actual inventory draw: food cost variance is the
diagnosis, not headline food cost.

v" Weekly count focused on the heaviest items by spend, closing in under an hour, decision made inside
the same week.

v" Three-category waste log with weight, cause and shift owner, turning a hunch into a data series.

v Short food supply chains (SFSC) with frequent deliveries and orders calibrated on demand forecast
rather than the chef's memory.

v" Surplus routed to logged donation, aligned with SDG target 12.3 and with the IDB Group's
#SinDesperdicio agenda.

v" A monitoring and evaluation (M&E) file that commercial and multilateral lenders can audit: twelve
months of variance turns opacity into scoring.

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

Unit of measurement

Inventory frequency

Waste handling

Supplier relationship

Surplus destination

Financial reading

Value to lenders

THE NUMBERS THAT MATTER

COMMON FLW MISTAKE

X Aggregate monthly food
cost, a single number: 34% and
nothing else

X Full monthly count, 800
SKUs, 6 hours of labour, a
figure arriving 30 days late

X Discarded unlogged; 78.4%
of foodservice waste goes to
landfill (ReFED, 2025)

X Buying on list price, 2
deliveries per week, 40%
overstock in perishables

X  Surplus discarded; no
traceability, no tax deduction, no
community outlet

X  Only food cost is watched;
prime cost is neither computed
nor compared to break-even

X No variance history: the
MSME reads as opaque and its
credit risk defaults to sector
average

Indicators behind the diagnosis

1

TRILLION USD

annual global cost of food loss and waste

197

BN USD

U.S. foodservice food surplus
in 2024, 14% of sector sales
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CORRECT METHOD
(MASTERESTAURANT FRAMEWORK)

v Variance per recipe and family, weekly:
theoretical 29.4% vs actual 33.1% = 3.7 pts of
located leak

v" Weekly count of the 20 SKUs holding
~70% of spend, 45 minutes, decision within 7
days

v Waste log in 3 categories (prep, expiry,
returned plate) with weight and cause

v Short food supply chains (SFSC) with 4 to
6 weekly deliveries and orders tied to forecast

v Logged donation circuit (benchmark: 14.4
million pounds donated by Sysco, 2024)

v Consolidated prime cost (inputs + 25-35%
payroll, BLS) against break-even and
contribution margin per dish

v" 12 months of auditable variance and
waste = scoring file built on operational data,
not just financials
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784,

of U.S. foodservice waste sent
to landfill (9.73 million tonnes)

M TONNES

waste from the global food service sector in 2022

30w

ceiling of labour cost over revenue
in food services (25-35% range)

138 %

youth unemployment in Latin America and the
Caribbean in 2024, nearly triple the adult rate

VISUALIZATION

The numbers, visualized

annual global cost of food loss and waste

-

TRILLION USD

U.S. foodservice food surplus in 2024, 14% of sector sales

G

BN USD

of U.S. foodservice waste sent to landfill (9.73 million tonnes)

G 78.4%

waste from the global food service sector in 2022

G
M TONNES
ceiling of labour cost over revenue in food services (25-35% range)

G 357

youth unemployment in Latin America and the Caribbean in 2024, nearly triple the adult rate

& 133%

Sources: UNFCCC 2024 - ReFED 2025 - UNEP Food Waste Index 2024 - U.S. Bureau of Labor Statistics 2024 - ILO
Labour Overview 2024
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Chart by masterestaurant.com

REAL CASE

“We arrived at a reported food cost of 34.8% and no idea where it was leaking. We weighed waste for
fourteen straight days, in three categories, and the map surfaced: 41% of the waste was badly scaled prep
on two mother sauces, not theft, not the supplier. We changed batch size, moved from two weekly
deliveries to four with a local producer, and by month four the actual closed at 31.2% with the same menu
and the same prices. Three and a half points on 780 thousand USD in billings is 27 thousand dollars a year

that used to go in the bin.”

— Casual dining operation, 96 seats, 500 thousand to 1 million USD annual revenue band,

Bogota
HOW TO APPLY IT IN YOUR RESTAURANT

A 90-day roadmap to close the leak

@ Days 1-15 - Waste baseline with a scale
Put a scale at the discard point and a three-column log: weight, cause (prep, expiry or returned
plate) and shift. Fourteen days of records are enough to reveal a pattern. In parallel, standardise
the ten recipes carrying most of the sales and compute their theoretical cost using your latest
invoice prices. Without a baseline there is no monitoring and evaluation (M&E), and without
M&E every later improvement stays anecdotal. This step needs no CapEXx: a scale, a
spreadsheet and closing discipline.

@ Days 16-45 - Weekly variance over 70% of spend
Identify the twenty SKUs holding roughly 70% of input spend and move them to weekly
counting. Compute variance with the house formula: Variance = (Actual Cost — Theoretical Cost)
+ Period Sales. A result above two percentage points signals structural leakage, not noise.
Cross the variance against the waste log from the previous phase to attribute cause. This is
where most operations discover their problem was never supplier pricing but production batch

size.
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@ Days 46-70 - Purchasing redesign and short chains
With cause attributed, renegotiate frequency before price. Going from two to four or five weekly
deliveries shrinks perishable inventory in storage and with it expiry loss, even if unit price ticks
up slightly. Favour territorial short food supply chain (SFSC) suppliers, which also strengthen the
operation's local economic development (LED) profile. Tune orders to demand forecast by day
of week rather than monthly average. And keep the physical menu alongside the QR menu: the
printed card governs service pace and suggestive selling, while the QR adds price updates and
analytics.

@ Days 71-90 - Surplus circuit and lender file
Formalise the destination of edible surplus with a local food rescue partner and log kilos
donated per month, in line with SDG target 12.3 and the IDB Group's #SinDesperdicio agenda.
Then consolidate the file: twelve weeks of variance, categorised waste, prime cost and an
updated break-even. That package turns an opaque gastronomic MSME into a legible credit
subject, and lets a programme officer assess territorial pre-feasibility with data instead of

assumptions.
FAQ

Technical committee FAQ

Which food loss and waste (FLW) mistake costs a gastronomic MSME the most?

Tracking aggregate food cost without breaking it into per-recipe variance. That number blends purchasing,
storage, production and service, so it points to no lever at all. The operator ends up squeezing payroll, a block
the U.S. Bureau of Labor Statistics places at 25% to 35% of revenue, worsening service without touching the
actual leak.

How is food cost variance calculated and what result is acceptable?

Variance = (Actual Cost — Theoretical Cost) + Period Sales. Theoretical cost comes from standardised recipes
valued at recent invoices; actual cost from opening inventory plus purchases minus closing inventory. Below two
percentage points the result is tolerable operational noise; above three there is structural leakage requiring
attribution by waste category.

Why is food waste a credit risk matter and not only an environmental one?

Because surplus has already been paid for. ReFED (2025) valued U.S. foodservice surplus at USD 157 billion,
14% of sector sales. An MSME that never measures that draw has no operational data series, and without
evidence of operational maturity lenders assess it on sector default and assign a rate its real performance does
not warrant.
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Do short food supply chains (SFSC) actually reduce loss and waste?

Yes, for inventory reasons more than mileage. More frequent deliveries from territorial suppliers cut perishable
stock in storage and with it expiry loss, even when unit price rises somewhat. They also strengthen local

economic development (LED) and feed the circular economy agenda multilateral lenders evaluate across

MSME portfolios.

DATA & SOURCES

Sector data 2026 (official sources)

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

market research) - not competitors.

Metric

Empleados afroamericanos en
restaurantes de EE. UU.

Diversidad en la gerencia de
restaurantes de EE. UU.

Aporte del desperdicio de comida al
metano de vertederos (EPA)

Metano por tonelada de comida
enterrada (EPA)

Ventas del sector de restauracion

en Canada

Empleo del sector de restauracion
en Canada

Benchmark 2026

12% de los empleados son negros o
afroamericanos (y 7% asiaticos)

46% de los gerentes son minorias (mayor que
cualquier otro sector)

58% del metano de vertederos proviene de
comida desperdiciada (siendo solo 24% de lo

enterrado)

=34 toneladas métricas de metano fugitivo por
cada 1.000 toneladas de comida enterrada

C$ 96.500 millones en 2024 (+4,0% vs. 2023)

Cerca de 1,2 millones de personas (uno de los
mayores empleadores privados)

Source

National Restaurant
Association 2024

National Restaurant
Association 2024

EPA 2023

EPA 2023

Statistics Canada
(Statista) 2024

Restaurants Canada
2024

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

Author: Diego F. Parra - Publisher: MASTERESTAURANT®

Q Content created with Al assistance, reviewed by the MASTERESTAURANT editorial team.

www.masterestaurant.com - White Paper - Food loss and waste (FLW) mistakes: the margin leak gastronomic MSMES never see Page 13 of 13


https://restaurant.org/research-and-media/u-s-restaurant-employee-demographics/
https://restaurant.org/research-and-media/u-s-restaurant-employee-demographics/
https://restaurant.org/research-and-media/u-s-restaurant-employee-demographics/
https://restaurant.org/research-and-media/u-s-restaurant-employee-demographics/
https://www.epa.gov/land-research/quantifying-methane-emissions-landfilled-food-waste
https://www.epa.gov/land-research/quantifying-methane-emissions-landfilled-food-waste
https://www.statista.com/statistics/870680/canada-sales-of-foodservices-and-drinking-places/
https://www.statista.com/statistics/870680/canada-sales-of-foodservices-and-drinking-places/
https://www.restaurantscanada.org/restaurant-sales-projected-to-grow-by-a-mere-0-8-in-2025-amid-tariff-threats-changes-to-immigration-and-low-consumer-confidence/
https://www.restaurantscanada.org/restaurant-sales-projected-to-grow-by-a-mere-0-8-in-2025-amid-tariff-threats-changes-to-immigration-and-low-consumer-confidence/

