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How to Measure the Social Impact of a Culinary Program:
Myth and Reality of the Indicators a Bank Will Sign
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MASTERESTAURANT® Executive Brief

Como medir el impacto social de un
programa gastronomico: mito y realidad

de los indicadores que firma un banco

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

QUICK VERDICT

How to measure the social impact of a culinary program comes down to THREE families of
indicators rather than one: verified job retention at 6 and 12 months, survival of the
employing establishment with its unit economics tracked, and quantified environmental
externality in tons of food loss and waste avoided. The myth says impact is counted in
graduates; the reality is that a graduate placed in a business that closes nine months later
delivers a social delta of zero, and that finding is what separates a bankable program from
one that burns its tranche and never wins the second disbursement.

®* Executive Brief Strategic brief - CEOs, boards & investors - 16 minread - 2026-09-04

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

What unsettles an investment committee is never the graduation rate, which tends to look comfortable, but the
number almost nobody collects: how many of those graduates still hold a formal contract twelve months later,
and in what kind of establishment. That is where a restaurant's micro-operation stops being an owner's problem
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and becomes a portfolio problem.

The sector is too large to treat anecdotally. Per ANDI and the Camara del Sector Gastronémico (2024),
hospitality accounts for 8% of Colombia's employment, and according to the National Restaurant Association

(2025) 67% of Gen Z and 60% of millennials had their first work experience in a restaurant. A program training

cooks and servers is operating, like it or not, on an entire generation's gateway into formal labor.

Multilateral funders stopped buying attendance sheets. A program officer at the IDB Group or the World Bank

reads the same dashboard a credit analyst would: retention, employer mortality, output per hour worked,

residual informality. Reasonably so, because the ILO (World Employment and Social Outlook, May 2024 update)

puts informal employment at 57,8% of the world's workers, more than one in two, which turns any unverified
claim of 'labor insertion' into an assertion with nothing behind it.

Diego F. Parra states it plainly when he works the Masterestaurant framework with program operators: food cost

out of control is not an owner's mistake, it is restaurant credit risk, and that risk destroys precisely the jobs the
program just created. Measuring social impact without measuring the employer's financial health measures half

the system.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Formal job retention at 12
months

Employer survival (restaurant
credit risk)

Food loss and waste per
establishment — SDG 12.3

Shrink in fruit and vegetable
supply
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SECTOR BASELINE (CITED
SOURCE)

X 57,8% global informal
employment leaves formal retention

unverified in most programs (ILO,
2024)

X SMEs are 90% of firms and 70%
of global employment, with a
structural financing gap (World Bank,
2024)

X 127 million tons are lost or
wasted yearly in Latin America and
the Caribbean, roughly 223 kg per
person (IDB, #SinDesperdicio
Platform)

X Post-harvest loss in fruits and
vegetables rose from 23,2% in 2015
to 25,4% in 2023, the worst-hit
category (FAO, 2024)

EXPECTED RESULT UNDER THE
SATE + MASTERESTAURANT
MEASUREMENT ARCHITECTURE

v Quarterly contributory-registry
verification on 100% of the cohort,
targeting 70% formal retention at 12
months

v Monthly scoring from live operating
data (prime cost, break-even, average
ticket) across 100% of program
employers

v Production-line measurement with a
25% reduction target in 12 months,
reported as tons avoided per site

v Short supply chains with 3 local
suppliers per site and category shrink
measured weekly
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Skills gap and verifiable
graduate credential

Operating carbon footprint —
SDG 9 and 12

Program contribution to
territorial employment — SDG
8

Cost per sustained formal job
at 12 months

SECTOR BASELINE (CITED
SOURCE)

X 67% of Gen Z entered the labor
market through a restaurant, almost
always without a portable credential
(National Restaurant Association,
2025)

X  Green technologies in restaurants
(solar, biogas, biodiesel) cut GHG
emissions by 20% to 75% (Springer
Nature, 2025)

X Hospitality provides 8% of
Colombia's employment (ANDI /
Camara del Sector Gastronémico,
2024)

X Without an employer-survival
denominator, reported cost per

EXPECTED RESULT UNDER THE
SATE + MASTERESTAURANT
MEASUREMENT ARCHITECTURE

v Open Badges micro-credentials per
competency, third-party verifiable, issued
to 100% of graduates

v Energy prefeasibility diagnosis per
site with a reduction path ranked by
return on EBITDA

v GIS territorial prefeasibility: net
formal jobs by locality, not by aggregate
program

v' Cost per SUSTAINED job as the
tranche-closing indicator, auditable by

beneficiary understates the true cost the funder

of the outcome (World Bank, 2024)

1. What actually measures the social impact of a culinary program?

Three families of indicators, never a single one:

job permanence verified against social security contributions at 6 and 12 months, survival of the establishment
employing the graduate with its unit economics in plain view, and environmental externality counted in tons of
loss and waste avoided. Graduation rate belongs to none of the three, since it measures what the program did
rather than what happened to the person. The size of the terrain justifies that demand: according to ANDI and
the Colombian Gastronomic Sector Chamber (2024) food service supplies 8% of Colombia's employment, and
per the National Restaurant Association (2025) 67% of Generation Z had their first work experience in a restau-
rant. Training cooks is not training; it is intervening in the doorway to the formal labor market. Placing 400 of 500
graduates is not 80% insertion if the establishment that hired them shuts down within the year, and hardly any
M&E system applies that discount because it stops looking the day after the contract is signed.

2. The denominator almost nobody corrects

The correction is simple arithmetic and nobody runs it: from the numerator of placements you subtract those left
adrift by employer mortality, then measure again at 12 months. The ILO (World Employment and Social Outlook,
May 2024 update) reports that 57,8% of the world's workers hold informal jobs, more than one in two, so asking
«are you working?» returns an answer that blurs a contract with hustling. Without a contributions cross-check
you are measuring perception, and perception does not sustain a multilateral bank disbursement. In the small
band, annual revenue below 500 thousand dollars, an operator attempting a fifteen-metric dashboard ends up
with none, so exactly two are required: contributory permanence at 6 months with a minimum threshold of 60%
of the cohort, and employer food cost under 32% verified across two cuts. This band is never dropped from
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measurement even when it makes the committee uncomfortable, because the World Bank (2024) estimates
roughly 400 million SMEs concentrating 70% of the planet's employment, and that is where graduates
genuinely land.

3. Under 500 thousand USD a year: two indicators and not one more

The cost of collecting those two figures fits in one spreadsheet and one quarterly call. A program that cannot
handle two indicators was never going to handle fifteen. The third indicator joins here, and it is the one that
changes decisions: employer survival rate at 12 months, threshold 70%, measured across the program's full em-
ployer portfolio rather than the three that answer email. Diego F. Parra puts it without ornament when he works
the Masterestaurant framework with program operators: food cost out of control is not an owner's mistake, it is
CREDIT RISK, and that risk destroys precisely the jobs the program just created. Measuring social impact
without measuring the financial health of whoever pays payroll is measuring half a machine. The productivity
benchmark exists and is public: INEGI (Economic Census 2024) documents that Mexico's restaurant industry
produces 55,9 out of every 100 pesos in the sector.

4. Above 1 million: the environmental indicator stops being decoration

Past one million dollars a year, the program already moves enough purchasing volume for waste to show up in
the income statement, and the environmental indicator turns into money. The threshold that works is cutting loss
per kilo purchased by 15% over twelve months, weighing trash twice a week. Regional context backs it: the IDB,
through its #SinDesperdicio platform, puts food loss and waste in Latin America and the Caribbean at some 127
million tons a year, close to 223 kilos per person, while UNEP (Food Waste Index Report 2024) calculates that
19% of available food ends up wasted. Every point of waste recovered pays formal wages. No donor turns down
an indicator that also improves margin. In the band above 5 million a different profile shows up, the celebrity-
chef restaurant or the large-format themed venue, where the operator's personal brand is worth as much as the
till and the program therefore runs a risk it did not carry below: measurement serving as photography instead
of management.

5. Above 5 million: the high-end profile and its reputational trap

The defense is one third-party audited figure, contributory permanence at 12 months with a 55% threshold, pub-
lished even when it looks ugly. And it helps to recall where the fragility of those jobs comes from: the Economic
Policy Institute (2024) documents that 18% of waitstaff live in poverty in states with the 2,13 dollar federal tipped
wage, more than double the 7% of non-tipped workers. A celebrated job is not always a decent job. A group
billing more than 10 million stops measuring programs and starts measuring portfolio, which is a different trade:
contributory permanence at 12 months by brand and by city, venue survival, and footprint measured against its
own baseline with a 20% emissions reduction target, a floor supported by the Springer Nature review (2025)
on green technologies in restaurants, where documented reductions run from 20% to 75% depending on solar,
biogas or biodiesel. Monthly consolidation is non-negotiable because the group average hides the brand that
is sinking.

6. Group or chain above 10 million: a portfolio dashboard

Suppose one of your five banners loses 30% of its graduates in the second half while the other four improve: the
consolidated figure rises, you celebrate, and the following year that banner closes with its whole cohort inside.
Request today the tax ID of every employer establishment from your latest cohort and cross-check, against the
contributions payroll, who is still paying in at 6 months. That cross-check, cheaper than a committee lunch, al-
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most always returns a number ten to twenty points below the reported figure, and that gap is your real starting
point. The urgency is not rhetorical: the FAO (SOFI 2025) measures 5,1% undernourishment in Latin America
and the Caribbean, around 34 million people, and the same FAO reports 13,2% of food lost after harvest before
reaching retail. A culinary program that measures well moves both needles at once, formal jobs and food that
does not get thrown away.

7. What to do Monday with the cohort already out there

One that measures graduates moves neither. The first fracture is the denominator. A program reports 400 place-
ments out of 500 graduates and celebrates 80%, yet if 30% of employing establishments close within the year,
the real twelve-month figure is materially lower and nobody logged it because the M&E system stopped watch-
ing the day after the contract was signed. The second is instrumentation. The 57,8% global informality reported
by the ILO (2024) means asking a graduate whether they are working yields an answer that cannot separate for-
mal employment from informal hustle; absent a contributory cross-check, the indicator measures perception, not
labor status. The third is environmental and converts into money fastest. With 127 million tons of food loss and
waste per year across the region according to the IDB and its #SinDesperdicio Platform, every point of shrink a
site recovers is contribution margin returning to cash and, at the same time, auditable SDG 12.3 evidence.

8. Where measurement breaks and what fixes it

The fourth is territorial aggregation. A national average conceals that two neighboring municipalities carry radi-
cally different demand density, supply cost and territory risk, so the program ends up opening slots where no vi-
able employer can absorb them. The fifth is credential portability. If the graduate cannot prove competency to a
third party, the skills gap stays wide open for the market even though the program closed it for the individual.
The fix is not a prettier dashboard. It is instrumenting the restaurant: the operating telemetry Masterestaurant
contributes as technology ally turns purchases, shrink, payroll and sales into the series that feed both the
restaurant credit risk score and the impact report, from a single data capture.

POINT BY POINT

Myth against reality, criterion by criterion

UNIT OF OUTCOME MEASUREMENT

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Formal jobs
Graduates and initial placements counted sustained at 12 months with contributory
at course close verification

Verdict: B wins outright: placement is an event, retention is the outcome, and the funder pays for
the second.
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HOW THE EMPLOYER IS TREATED

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT The restaurant is
The restaurant is a passive recipient of a scoring subject with prime cost, food
trained labor cost and break-even measured

Verdict: B wins: restaurant credit risk is the causal mechanism that destroys the jobs created, and
without measuring it the program flies blind.

ENVIRONMENTAL DIMENSION

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Food loss and

Sustainability narrative with no tonnage waste measured per site and reported as
tons avoided

Verdict: B wins and pays for itself: recovered shrink returns as contribution margin while feeding
the SDG 12.3 report.

TERRITORIAL UNIT OF ANALYSIS

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT GIS territorial

National or departmental averages prefeasibility at municipal or locality level

Verdict: B wins: intra-municipal heterogeneity is where territory risk lives, and the average erases
it right before execution surfaces it.
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COMPETENCY CERTIFICATION

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Open Badges
Operator-issued diploma with no third- micro-credentials per competency,
party verification portable and verifiable

Verdict: B wins on scalability: a credential only the operator can read does not shrink the market's
skills gap.

COST OF THE MEASUREMENT SYSTEM

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Restaurant
M&E as a parallel system built on surveys operating telemetry feeding scoring and
and manual capture impact from a single capture

Verdict: B wins on the program's own unit economics: duplicated systems are the main reason
rigorous M&E gets abandoned mid-tranche.

SUPPLY CHAIN

A - SECTOR BASELINE (CITED SOURCE) B - MASTERESTAURANT Short supply
Purchasing at the best available price with chains with local suppliers and category
no origin traceability shrink measured

Verdict: B wins with an honest caveat: input cost rises by a few percentage points, yet shrink falls
in fruits and vegetables, whose post-harvest loss reached 25,4% in 2023 per the FAO (2024).

SIDE-BY-SIDE COMPARISON
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The myth: counting beneficiaries WHAT A MULTILATERAL NO LONGER FUNDS

X Reports graduates and training hours as outcomes when they are inputs

X Claims 'labor insertion' with no contributory verification and no 6- and 12-month cuts

X Ignores employer financial health, so the jobs created have no measured survival

X Treats the environmental dimension as narrative rather than tons of food loss and waste avoided
X Issues PDF certificates no third party can verify and no employer can read as competency

X Aggregates territory at country level, hiding the heterogeneity where real risk lives

The reality: retention, survival and externality MASTERESTAURANT

v" Formal retention verified against the contributory registry at two cuts, 6 and 12 months
v" Employer unit economics tracked monthly: prime cost, food cost, break-even, table turnover

v~ Tons of food loss and waste avoided per site, benchmarked to the IDB #SinDesperdicio target 12.3
framework

v" Open Badges micro-credentials per competency, portable and verifiable without operator mediation
v GIS territorial prefeasibility and territory-risk data before opening slots, not after

v" Cost per sustained job at 12 months as the closing metric, audited by the funder

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

SECTOR BASELINE (CITED EXPECTED RESULT UNDER THE
SOURCE) SATE + MASTERESTAURANT
MEASUREMENT ARCHITECTURE

Formal job retention at 12 X 57,8% global informal v Quarterly contributory-registry

months employment leaves formal retention verification on 100% of the cohort,
unverified in most programs (ILO, targeting 70% formal retention at 12
2024) months
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Employer survival (restaurant
credit risk)

Food loss and waste per
establishment — SDG 12.3

Shrink in fruit and vegetable
supply

Skills gap and verifiable
graduate credential

Operating carbon footprint —
SDG 9 and 12

Program contribution to
territorial employment — SDG
8

Cost per sustained formal job
at 12 months

THE NUMBERS THAT MATTER

SECTOR BASELINE (CITED
SOURCE)

X SMEs are 90% of firms and 70%
of global employment, with a
structural financing gap (World Bank,
2024)

X 127 million tons are lost or
wasted yearly in Latin America and
the Caribbean, roughly 223 kg per
person (IDB, #SinDesperdicio
Platform)

X Post-harvest loss in fruits and
vegetables rose from 23,2% in 2015
to 25,4% in 2023, the worst-hit
category (FAO, 2024)

X 67% of Gen Z entered the labor
market through a restaurant, almost
always without a portable credential
(National Restaurant Association,
2025)

X Green technologies in restaurants
(solar, biogas, biodiesel) cut GHG
emissions by 20% to 75% (Springer
Nature, 2025)

X Hospitality provides 8% of
Colombia's employment (ANDI /
Camara del Sector Gastrondmico,
2024)

X Without an employer-survival
denominator, reported cost per
beneficiary understates the true cost
of the outcome (World Bank, 2024)

EXPECTED RESULT UNDER THE
SATE + MASTERESTAURANT
MEASUREMENT ARCHITECTURE

v Monthly scoring from live operating
data (prime cost, break-even, average
ticket) across 100% of program

employers

v" Production-line measurement with a
25% reduction target in 12 months,
reported as tons avoided per site

v Short supply chains with 3 local
suppliers per site and category shrink
measured weekly

v' Open Badges micro-credentials per
competency, third-party verifiable, issued
to 100% of graduates

v Energy prefeasibility diagnosis per
site with a reduction path ranked by
return on EBITDA

v GIS territorial prefeasibility: net
formal jobs by locality, not by aggregate
program

v' Cost per SUSTAINED job as the
tranche-closing indicator, auditable by
the funder

Figures underpinning the measurement architecture

8 %

of Colombia's employment
comes from the hospitality sector
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97 8

of the world's workers hold informal employment

127 mt

of food loss and waste per year in Latin America
and the Caribbean (~223 kg per person)

67 %

of Gen Z had their first job in a restaurant

25.4 v,

post-harvest loss in fruits and vegetables
in 2023, the worst-hit category

70 %

of global employment is generated
by SMEs, which are 90% of all firms

VISUALIZATION

The numbers, visualized
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Sources: ANDI / Camara del Sector Gastrondmico 2024 - ILO — World Employment and Social Outlook 2024 - IDB
— #SinDesperdicio Platform - National Restaurant Association 2025 - FAO 2024

Chart by masterestaurant.com

REAL CASE

“Ouir first tranche was approved against a target of 480 people trained and placed, and we hit it: 462 with
signed contracts. Then the committee asked for the twelve-month cut before the second disbursement, and
the story collapsed, because only 291 were still contributing and the reason was not graduate performance
but the closure of eleven employing establishments. Once we instrumented the operation with Diego F.
Parra's framework and measured prime cost and break-even site by site, we found those eleven had

been running food cost above 38% since month four. We placed the second cohort under an employer
financial-health filter and twelve-month retention climbed to 71%, cost per sustained job fell from 1.940 to
1.180 USD.”

— Program operations director, culinary employability operator with an annual budget between
500 thousand and 1 million USD, Colombia

HOW TO APPLY IT IN YOUR RESTAURANT
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Strategic roadmap in three phases

@ Phase 1 - Baseline and territorial prefeasibility (0 to 90 days)
Deliverable: a GIS territorial prefeasibility map with establishment density, territory risk and real
absorption capacity by locality, cross-referenced against the ILO informality baseline (57,8%
globally, 2024) for the target territory. This is where you decide where NOT to open slots, the
single decision that saves the most budget. Success metric: 100% of target municipalities with a
labor-absorption profile and at least 3 pre-qualified employers per 10 projected slots, plus a
food-loss baseline captured across 80% of those employers.

@ Phase 2 - Operating instrumentation and portable credentials (90 to 240 days)
Deliverable: live operating telemetry in every employing establishment —purchases, shrink,
payroll, sales— feeding the restaurant credit risk score and the impact report at once, alongside
issuance of Open Badges micro-credentials per competency. One data capture serves both
audiences, and that is the point: duplicated systems are what make M&E unaffordable in these
programs. Success metric: 90% of employers with a complete monthly series of prime cost and
break-even, and 100% of graduates holding a third-party verifiable badge.

@ Phase 3 - Retention verification and auditable close (240 to 480 days)
Deliverable: contributory verification cuts at 6 and 12 months across 100% of the cohort, a
report of tons of food loss and waste avoided per site under the target 12.3 framework the IDB
drives through #SinDesperdicio, and the cost per SUSTAINED job as the tranche-closing
indicator. Success metric: 70% formal retention at 12 months, a 25% reduction in food loss and
waste against baseline, and an M&E file that clears the funder's operational due diligence with
no major findings.

FAQ

Questions an investment committee asks

What is the minimum indicator a multilateral requires to validate social impact in a culinary program?

Formal job retention verified against the contributory registry at 12 months, not initial placement. With 57,8%
global informality per the ILO (2024), a self-declared placement cannot separate formal employment from
informal work, and without that cross-check the indicator fails operational due diligence.

What does it cost NOT to measure the employer's financial health?

It costs the whole tranche. If a third of establishments close within the year, cost per sustained job spikes and
the second disbursement is at risk. SMEs account for 70% of global employment per the World Bank (2024),
and their financial fragility governs how long the social outcome survives.
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How does waste reduction become an auditable SDG 12 indicator?

Through a production-line baseline and tons avoided per site, reported under the target 12.3 framework. The
region loses 127 million tons a year according to the IDB and its #SinDesperdicio Platform, so every point of
shrink recovered is contribution margin and environmental evidence at once.

Why use Open Badges micro-credentials instead of traditional certificates?

Because they close the skills gap on the market side, not just the individual's. With 67% of Gen Z entering
the labor market through a restaurant per the National Restaurant Association (2025), a third-party verifiable
credential lets the acquired competency travel across employers and territories without depending on

the operator.

DATA & SOURCES

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

Casi 7 millones de libras de comida (=6 millones US Foods

Alimentos donados por US Foods .
de comidas) en 2024 2024

y . ) US$ 1 milléon y 14,4 millones de libras de comida
Donacién de Sysco a Feeding America o Sysco 2024
en el aio fiscal 2024

. . 8,7% del PIB en 2024, con crecimiento superior al
Aporte del turismo al PIB de México ) INEGI 2024
de la economia

Empleo turistico en México 2,9 millones de empleos en 2024 (+3,5% vs. 2023) INEGI 2024
Peso de restaurantes y bares en el empleo 23,2% del empleo turistico (mayor contribucién) INEGI 2024
turistico de México en 2024

Aporte de restaurantes y bares al PIB .
o . 413.762 millones de pesos en 2024 INEGI 2024
turistico de México

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.
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