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Impact measurement in gastronomy programs:
from anecdotes to a verifiable dashboard for
urban food security in municipal markets

By Diego F. Parra · Updated 2026-08-12 · Social Impact

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

An urban food security program for municipal markets becomes financeable only when its
impact reads on a dashboard fed by daily operating data, never in a narrative closing
report. The practical gap is traceability: conventional monitoring counts training
attendance and self-reported satisfaction, while a verifiable dashboard tracks food cost
variance per stall, waste weighed in kilos, average ticket, labor formalization and 12-month
business survival against a baseline and a comparison group. FAO documented that 181.9
million people in Latin America and the Caribbean cannot afford a healthy diet (FAO, SOFI
2024), and no intervention at that scale gets corrected through perception surveys. Our
recommendation to a program officer is blunt and admits no middle ground: do not
release the second tranche of any gastronomy program that cannot deliver a daily series
of purchases, sales and waste per beneficiary unit.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

A neighborhood municipal market in Bogotá, Lima or Guayaquil runs between 60 and 400 stalls, most of them
gastronomy MSMEs below 500 thousand USD in annual revenue, and every one of them makes purchasing,
pricing and discard decisions daily without a single record that survives the shift. When a cooperation program
arrives carrying multilateral bank money, the default instrument is still a workshop with a sign-in sheet and an
exit survey. That instrument does not measure impact: it measures attendance.

The cost of that confusion is quantifiable. The World Bank estimates SMEs account for roughly 90% of
businesses and more than 50% of employment worldwide (World Bank, SME Finance 2024), and in Mexico
microenterprises made up 95.4% of all economic units in 2023 (INEGI, Economic Census 2024). Funding
productivity across that universe on anecdotal evidence means allocating capital blind, and the investment
officer signing the disbursement knows it.

SATE Institute works this problem with Masterestaurant S.A.S. as technology ally under the Twin Ecosystem
Model: the institute sets the development agenda and runs monitoring and evaluation, the platform supplies
point-of-sale operating data capture. The thesis here is that daily operating data —the same numbers an owner
uses to know whether the day closed in the black— is also the best available local economic development
indicator, and it can be read in near real time.

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

Side-by-side comparison

CONVENTIONAL M&E

APPROACH

VERIFIABLE DASHBOARD (SATE +

MASTERESTAURANT FRAMEWORK)

Measurement frequency ✕ 2 measurements (baseline
and closing), 18 to 24 month cycle

✓ 365 annual observations per unit, daily
cash close

Unit of analysis ✕ Trained beneficiary, 1 record
per person

✓ Economic unit, 1 series per stall with
over 40 fields

Productivity indicator ✕ Self-reported perception on a
1 to 5 scale

✓ Food cost variance in percentage
points of sales, alert threshold at 3 pts

Food loss and waste tracking ✕ Qualitative estimate, no kilos
recorded

✓ Waste weighed by input family,
reduction target against UNEP's 19%
benchmark

Input for credit risk ✕ None, commercial banks
demand 130% collateral coverage

✓ 6-month cash flow series usable as
alternative scoring

M&E cost per beneficiary unit ✕ Between 180 and 320 USD
per contracted external evaluation

✓ Between 22 and 40 USD annually in
license and support per stall
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CONVENTIONAL M&E

APPROACH

VERIFIABLE DASHBOARD (SATE +

MASTERESTAURANT FRAMEWORK)

Auditability for multilateral
review

✕ Narrative report, partial
traceability

✓ Immutable timestamped log, 100%
reproducible

Latency to correct the program ✕ 12 months or more, correction
arrives at closing

✓ 7 to 14 days, the alert triggers
adjustment within the cycle

Chapter 1 — An attendance sheet is not an impact indicator

Counting trained people measures logistics, not economic development, and that confusion sustains much of
the spending on urban food programs. A municipal market in Bogotá or Guayaquil with 240 stalls can host nine
workshops, collect 900 signatures and close the year with exactly the same number of live business units it had
in January, because nobody measured the business: they measured the room. The size of the universe at stake
comes from the World Bank, which puts SMEs at roughly 90% of firms and more than 50% of employment
worldwide (World Bank, SME Finance), while in Mexico INEGI counted 95,4% microenterprises out of all eco‐
nomic units in 2023, holding barely 41,4% of employed staff (INEGI, Economic Census 2024). With that struc‐
ture, allocating capital against an exit survey means allocating it blind. The right indicator is binary and verifiable:
how many stalls are still invoicing twelve months later. A dashboard with daily capture catches the deviation in
week two; a baseline and a final evaluation twenty months apart catch it once the budget is already spent.

Chapter 2 — Latency: why twenty months between measurements wreck the program

That is the real difference between monitoring and an autopsy. Follow the counterfactual all the way: if the mar‐
ket's purchasing terms push food cost from 31% to 38% in March, daily measurement lets the field team renego‐
tiate the supplier in April and the quarter closes in the black; without it, the number shows up in the November
closing report, when between fourteen and twenty stalls have already pulled the shutter down and their jobs
moved into informality, which the ILO places at 57,8% of employed people worldwide (ILO, WESO May 2024 up‐
date). Waste runs alongside: UNEP calculates that 19% of available food ends in the bin (UNEP, Food Waste
Index Report 2024). Every blind month carries a cash price. The very record an owner uses to know whether the
day closed in the black — sales, average ticket, purchases, waste — is the cleanest SDG 8 indicator a program
can obtain, and it arrives with no surveyor attached.

Chapter 3 — Daily operating data is the best local development indicator available

SATE Institute works this thesis with Masterestaurant S.A.S. as technology partner under the Twin Ecosystem
Model: the institute sets the development agenda and runs monitoring and evaluation, the platform captures
data at the point of sale. My judgment, after twenty years and more than 8.400 restaurants served, is that resis‐
tance never came from the merchants but from the reporting formats. The weight of the sector justifies the effort:
in Colombia the gastronomic sector contributes 8% of national employment (ANDI, Gastronomic Sector
Chamber 2024), and in Mexico restaurants and bars held 23,2% of tourism employment in 2024 (INEGI 2024).
That employment gets counted stall by stall or it is not counted. Breaking results down by annual revenue band
changes the design of the program, and most tenders still segment by number of locations, which explains noth‐
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ing. Below 500 thousand USD — the bulk of the municipal market, in line with the 95,4% of microenterprises re‐
ported by INEGI (Economic Census 2024) — the lever is the purchase log: without it there is no food cost, and a
three-point deviation eats the entire margin.

Chapter 4 — Revenue bands: one program, five different effects

Between 500 thousand and one million the second kitchen or second shift appears and the bottleneck shifts to
labor scheduled against hourly sales. From one to five million the operator already has data and lacks reading:
the problem is menu engineering and inventory turnover. Above five million the owner buys decisions, not train‐
ing. A single instrument for all five bands fails in four of them. A celebrity-chef restaurant or a large-format
themed venue invoicing more than five or ten million USD does not have the market stall's problem: it has the in‐
verse one, fixed costs that forgive no slow month. Corner rent, the chef's fee, an in-house marketing team and a
payroll of 90 to 160 people set a break-even point that demands filling service after service, and tolerable food
cost rarely exceeds 32% per dish because the structure already consumed the rest.

Chapter 5 — The high end: above five million, cost changes its nature

These operators matter to a municipal program for one concrete reason: they buy volume and can anchor de‐
mand for family farming, which according to FAO accounts for 81% of agricultural holdings in Latin America and
the Caribbean (FAO, State of Food and Agriculture 2024). Bringing them in as buyers rather than beneficiaries is
the profitable move. The food security indicator that matters in a municipal market is how many households in
the neighborhood can afford a healthy diet, and the region sits in the red: FAO reports 181,9 million people in
Latin America and the Caribbean who cannot afford one (FAO, SOFI 2024), with a regional undernourishment
prevalence of 5,1%, equal to 34 million people (FAO, SOFI 2025). Worldwide, between 638 and 720 million went
hungry in 2024 (FAO/WHO/UNICEF/WFP/IFAD, SOFI 2025), and Africa passes 20% of its population, with 307
million people. The municipal market is the infrastructure that sets the final price of that basket in the neighbor‐
hood, not a folkloric attraction.

Chapter 6 — Urban food security measured in access, not in tonnes

When the dashboard shows stall margin and basket price on the same screen, the program stops choosing be‐
tween merchant and buyer. Here sits the trade paradox no tender ever resolves: the health authority asks for
records the merchant reads as red tape, and the program asks for impact data the merchant reads as sur‐
veillance, so we fill in two forms and use neither. The bridge is technical and cheap. One single goods-received
log with supplier, batch, temperature and price feeds the sanitary file and the M&E dashboard in the same key‐
stroke, and that record is what allows a batch recall in hours instead of weeks. For years I defended the paper
sanitary file out of respect for market custom; I was wrong, because paper cannot trace backwards once an out‐
break shows up. UNEP puts global waste at 19% of available food (UNEP, Food Waste Index Report 2024), and
a good share of it is lost to an undocumented cold chain.

Chapter 7 — What to demand in the next tender

Write into the tender that the second tranche is released against the twelve-month survival rate of business
units, measured with transactional data, and the program changes behavior before it even starts. It is one clause
and it reorders everything else: the operator stops chasing attendees and starts chasing stalls that keep invoic‐
ing. Add three mandatory fields per stall — daily sales, purchases logged by supplier, and staff employed — bro‐
ken down by the five revenue bands described above, and you get comparability across markets in three coun‐
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tries without hiring an extra consultancy. Context backs it up: the National Restaurant Association notes that
67% of Generation Z had their first work experience in restaurants (National Restaurant Association, 2025). That
first job is protected with dashboards, not with workshop minutes. The first is the unit of analysis. Conventional
M&E counts trained people because that is what logistics allows counting; the dashboard counts surviving eco‐
nomic units, which is what SDG 8 actually measures.

Chapter 8 — The five differences that change the disbursement decision

A program can train 900 people and move formal employment by zero, and that result surfaces only if you mea‐
sure the business rather than the attendance. Second comes latency. With two measurements twenty months
apart you discover failure after the budget is spent; with daily capture, a food cost deviation shows up in week
two and the field team rewrites the market's joint purchasing terms before the quarter closes red. The ILO puts
global informal employment at 57.8% of all workers (ILO, WESO May 2024 update), and in that context every
month of misdirected program carries measurable social cost. Third is portability of the data into the financial
system. A market stall with six months of recorded cash flow stops being an invisible credit subject: its series
partially substitutes the real collateral commercial banks demand. At that point the program stops being expendi‐
ture and becomes financial inclusion infrastructure, which is precisely the argument an IDB Group officer can
carry into committee.

Chapter 9 — The five differences that change the disbursement decision — in practice

Fourth is attribution. Without a comparison group, any improvement can be explained by seasonality or by the
territory's economic cycle; with non-intervened stalls from the same market, difference-in-differences becomes
computable and the reported impact survives external audit. It costs less than expected, because the compari‐
son group is simply the program's own second wave. Fifth, and the one that triggers the most resistance, is that
the dashboard exposes the program operator. A public panel showing food cost, waste and survival by cohort
makes result-polishing impossible. I prefer that discomfort: a program that cannot withstand its own dashboard
should not receive a second tranche, and saying so out loud saves years of decorative cooperation.

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

Decision matrix: conventional approach versus verifiable dashboard

DATA TRACEABILITY UNDER AUDIT

A ·  C O N V E N T I O N A L M & E  A P P R O A C H

Narrative report with non-reproducible
annexes; the auditor cannot recompute
the result from source

B  ·  M A S T E R E S TA U R A N T Timestamped log

per transaction; every figure in the report
recomputes from raw data

Verdict: The dashboard wins outright: a result that cannot be recomputed is not evidence, it is
literature.
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TOTAL MEASUREMENT COST PER UNIT OVER 24 MONTHS

A ·  C O N V E N T I O N A L M & E  A P P R O A C H

Between 360 and 640 USD for two
contracted external evaluations

B  ·  M A S T E R E S TA U R A N T Between 59 and

102 USD combining initial census and two
years of license

Verdict: The dashboard costs roughly a sixth and delivers 730 observations against 2.

ABILITY TO CORRECT A PROGRAM MID-FLIGHT

A ·  C O N V E N T I O N A L M & E  A P P R O A C H None

within the cycle; correction lands in the
closing report

B  ·  M A S T E R E S TA U R A N T Food cost

deviation alert in 7 to 14 days with
immediate purchasing adjustment

Verdict: The dashboard wins, and this is the gap that saves the most budget in 3 to 5 year
programs.

OPERATING BURDEN ON THE BENEFICIARY

A ·  C O N V E N T I O N A L M & E  A P P R O A C H Low:

two surveys and a handful of in-person
sessions

B  ·  M A S T E R E S TA U R A N T High at first: daily

cash close and waste weighing through
the opening weeks

Verdict: Conventional M&E wins here in the short run, and that deserves saying; the curve flips
around week eight.
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USEFULNESS FOR THE BENEFICIARY'S FINANCIAL INCLUSION

A ·  C O N V E N T I O N A L M & E  A P P R O A C H

None; the data stays in the donor's archive

B  ·  M A S T E R E S TA U R A N T Portable cash

flow series the operator uses before
commercial banks

Verdict: The dashboard wins: the same data measuring the program finances the beneficiary
after the program ends.

RISK OF POLITICAL CAPTURE OF THE INDICATOR

A ·  C O N V E N T I O N A L M & E  A P P R O A C H High;

the operator curates testimonials and
defines the final sample

B  ·  M A S T E R E S TA U R A N T Low; the series is

census-wide and any dropped observation
stays logged

Verdict: The dashboard wins, though it requires institute and operator to be separate entities.

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

What conventional M&E delivers A N E C D O TA L

Sign-in sheets and cumulative training hours✕

Satisfaction surveys carrying social desirability bias✕

Testimonials curated by the program operator itself✕

Income estimates self-declared by the beneficiary✕

Photographs of equipment handover with no verified subsequent use✕

A closing report nobody can reproduce from raw data✕

www.masterestaurant.com · White Paper - Impact measurement in gastronomy programs: from anecdotes to a verifiable dashboard for urban food security in municipal mar... Page 7 of 13



What a verifiable dashboard requires M A S T E R E S TA U R A N T

Daily series of purchases, sales and waste per economic unit✓

Theoretical food cost from standardized recipes measured against actual✓

Average ticket, table turnover and contribution margin per dish✓

Formalization: social security registration verified against public records✓

Business survival at 6, 12 and 24 months against a comparison group✓

Kilos of food loss and waste avoided, with a CO2e conversion factor✓

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

Side-by-side comparison

CONVENTIONAL M&E

APPROACH

VERIFIABLE DASHBOARD (SATE +

MASTERESTAURANT FRAMEWORK)

Measurement frequency ✕ 2 measurements (baseline
and closing), 18 to 24 month cycle

✓ 365 annual observations per unit, daily
cash close

Unit of analysis ✕ Trained beneficiary, 1 record
per person

✓ Economic unit, 1 series per stall with
over 40 fields

Productivity indicator ✕ Self-reported perception on a
1 to 5 scale

✓ Food cost variance in percentage
points of sales, alert threshold at 3 pts

Food loss and waste tracking ✕ Qualitative estimate, no kilos
recorded

✓ Waste weighed by input family,
reduction target against UNEP's 19%
benchmark

Input for credit risk ✕ None, commercial banks
demand 130% collateral coverage

✓ 6-month cash flow series usable as
alternative scoring

M&E cost per beneficiary unit ✕ Between 180 and 320 USD
per contracted external evaluation

✓ Between 22 and 40 USD annually in
license and support per stall

Auditability for multilateral
review

✕ Narrative report, partial
traceability

✓ Immutable timestamped log, 100%
reproducible

Latency to correct the program ✕ 12 months or more, correction
arrives at closing

✓ 7 to 14 days, the alert triggers
adjustment within the cycle
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T H E  N U M B E R S  T H AT  M AT T E R

Reference indicators of the problem

V ISUAL I ZAT ION

The numbers, visualized

181.9M
people in Latin America and the Caribbean
who cannot afford a healthy diet

19%
of available food ends up wasted worldwide

81%
of farms in the region are family agriculture

57.8%
of workers worldwide hold informal employment

95.4%
of Mexico's economic units are microenterprises

8%
of Colombia's employment comes
from the gastronomy sector
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Sources: FAO — SOFI 2024 · UNEP — Food Waste Index Report 2024 · FAO — State of Food and Agriculture 2024
· ILO — WESO, May 2024 update · INEGI — Economic Census 2024

Chart by masterestaurant.com

R E A L  C A S E

“We walked into a municipal market with 74 prepared-food stalls, all below 500 thousand USD a year, and
the previous operator report claimed the program had improved management by 82%. We weighed waste
for eleven weeks and the real figure was different: 14.6% of purchased inputs were discarded before
selling, against the 19% global benchmark UNEP publishes in its Food Waste Index Report 2024, and
average food cost sat at 41 points of sales. We standardized 38 recipes, built theoretical versus actual
costing and rewrote the market's joint purchasing terms. Seven months later waste dropped to 7.9%, food
cost closed at 30.4 points —below the 32% ceiling we set as the maximum not-recommended threshold—
and contribution margin freed an average 1,240 USD per stall per month. None of those numbers existed
inside that 82% report.”

— Diego F. Parra, gastronomy operations consultant at Masterestaurant S.A.S., technology ally
of SATE Institute

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
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90-day implementation roadmap

1 Days 1 to 15 · Census baseline and territorial pre-feasibility
Stall-by-stall market census with declared annual revenue band verified against purchases:
below 500 thousand USD, 500 thousand to 1 million, above 1 million. Four weeks of actual food
cost, waste weighed by input family, average ticket and formalization status get recorded. The
second wave is designated as comparison group. Without this census there is no counterfactual
and everything downstream is narrative. Budget 15 to 22 USD per unit surveyed and never
outsource the weighing: whoever weighs the waste decides whether the program owns data or
stories.

2 Days 16 to 45 · Recipe standardization and theoretical costing
Each stall documents 8 to 15 recipes with gram weights and current purchase prices, which is
what makes theoretical cost —the benchmark variance is measured against— computable at
all. In operations above 1 million USD annually the scope rises to 40 or 60 spec sheets and
menu engineering by popularity-margin quadrant enters. I got this wrong for years: I treated
standardization as a kitchen exercise when it is the program's measuring instrument. No
standardized recipe, no theoretical cost, and variance becomes a number without a
denominator.

3 Days 46 to 70 · Dashboard rollout and daily capture
Point-of-sale installation with mandatory cash close, invoice-level purchase entry and end-of-
shift discard logging. One operating rule holds firm: a stall missing three consecutive cash
closes enters coaching status, never sanction. Short supply chains connect with family
agriculture producers in the territory, which FAO reports concentrate 81% of the region's farms
(FAO, 2024), and local purchase share gets logged as an SDG 12 indicator.

4 Days 71 to 90 · Cycle close, micro-credentials and committee
First difference-in-differences reading against the comparison group, issuance of verifiable
Open Badges micro-credentials for operators reaching food cost and waste thresholds, and
assembly of the credit risk package with six projected months of cash flow. The investment
committee receives three sensitivity scenarios, not an average. If variance has not fallen at least
2 percentage points by day 90, the diagnosis does not sit with the beneficiary: it sits in the
program design, and it pays to say so before the second tranche.

FA Q
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Frequently asked questions from program officers

What does it cost to build a verifiable dashboard for urban food security in municipal markets?

Between 22 and 40 USD per stall annually in license and support, plus an initial census of 15 to 22 USD
per unit. Against the 180 to 320 USD an external evaluation costs per beneficiary, the dashboard is cheaper
and measures 365 times a year instead of twice. The real difference is not price: one lets you correct within
the cycle.

Does the operating data series work as genuine credit risk input?

Yes, and that is its most valuable use. Six months of recorded cash flow per stall enable alternative scoring
where commercial banks previously saw only nonexistent collateral. With SMEs representing 90% of the world's
firms (World Bank, 2024), the bottleneck was never willingness to lend but the absence of verifiable information
about the borrower.

What happens if market operators fail to record data every day?

The program collapses, plainly. That is why the cash close is designed as an immediate benefit for the owner —
knowing what they earned that day— rather than a reporting obligation. In pilots, adherence holds when the
operator sees their own margin on screen in under thirty seconds; when the dashboard serves only the donor,
capture dies by week five.

How is impact attributed without an expensive randomized trial?

Through difference-in-differences using the program's own second wave as comparison group. Stalls entering in
month 12 are statistically comparable to those entering in month 1 and their prior series is already recorded.
That is defensible attribution before a multilateral audit at near-zero marginal cost, because the control group
was already in the schedule.

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

MIPYME sin financiamiento
adecuado en mercados emergentes

70% de las MIPYME en mercados emergentes carece
de financiamiento adecuado para crecer

IFC / Banco
Mundial 2024

Pérdida de alimentos en África
subsahariana

23,0% de pérdida de alimentos poscosecha en África
subsahariana, la más alta del mundo (2023)

FAO 2024
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Propiedad Intelectual de Masterestaurant® — Exclusivo para Líderes de Sector · masterestaurant.com

Metric Benchmark 2026 Source

Pérdida de alimentos en
Norteamérica y Europa

10,0% de pérdida de alimentos poscosecha, la más
baja por región (2023)

FAO 2024

Pérdida de frutas y verduras
poscosecha

Las frutas y verduras pasaron de 23,2% (2015) a
25,4% (2023) de pérdida, la categoría más afectada

FAO 2024

Desperdicio de foodservice enviado a
vertedero EE. UU. 2024

78,4% del desperdicio del foodservice —9,73 millones
de toneladas— fue a vertedero (2024)

ReFED 2024

Caída del excedente de alimentos en
EE. UU. 2024

El excedente de alimentos cayó 2,2% en 2024, a cerca
de 70 millones de toneladas

ReFED 2024
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