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QUICK VERDICT

How to measure gastronomic social impact measurement in 2026: instrument the
restaurant's operating data and derive the social indicator from it, instead of surveying six
months later. Traditional evaluation —baseline, expost survey, closing report— yields a
figure with 9 to 14 months of lag, a cost per measured unit between 340 and 900 USD, and
a response rate that collapses once the beneficiary has already changed jobs. Continuous
instrumentation takes what the operation ALREADY generates —formalized payroll,
purchase orders to local suppliers, inventory waste, accredited training hours— and turns
it into an auditable monthly series, with near-zero marginal cost per additional period and
traceability down to the source document. For a multilateral portfolio the difference is not
about precision, it is about governability: the first method tells the program officer what
happened; the second tells them what is happening and lets them correct the allocation
before the next disbursement.
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INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

One figure to open with: 181.9 million people in Latin America and the Caribbean cannot afford a healthy diet,
according to FAO (SOFI 2024). That number appears in every project document in the region, yet almost no
food service program financed by multilateral banking can state, with traceable evidence, how much its
intervention moved formal employment, family-farming procurement, or avoided waste in the outlets it financed.

The gap is not about willingness or budget. It is about instrumentation. Gastronomic social impact measurement
is still performed with the same instrument used to evaluate a housing program: baseline, treatment, expost
survey. A restaurant, by contrast, generates a daily stream of operating data —payroll, purchases, inventory,
average check, staff turnover— that is already captured, already dated, and already backed by a tax document.

SATE Institute works this problem through the Twin Ecosystem Model: the institute sets the development
agenda, runs the programs and measures; Masterestaurant S.A.S. contributes, as exclusive technology ally and
owner of the software, the layer that instruments the operation. The thesis of this paper is that the most reliable
SDG 8 indicator of a food service program does not come from a survey, it comes from the payroll ledger.

The document addresses program and investment officers at the IDB Group, IDB Lab and the World Bank,
youth employment policymakers, and finance directors of hospitality groups above 5 million dollars in annual
revenue who today report sustainability without being able to audit it.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

TRADITIONAL IMPACT CONTINUOUS OPERATING
EVALUATION (EXPOST INSTRUMENTATION
SURVEY) (MASTERESTAURANT FRAMEWORK)
Data latency (months between X 9to 14 months v 0.5to 1 month
event and report)
Cost per measured unit and X 340 1to 900 USD v 12to40 USD
period (USD)
Traceability to a primary X 12% of indicators v 84% of indicators
source document
Maximum sustainable X 2 measurements per v 12 measurements per year
measurement frequency project
Beneficiary attrition at second X 38% to 55% v 6%to11%
data collection
SDG 12.3 coverage (waste and X Declarative, no weighing v Kilograms weighed per station, 4 readings
surplus) weekly
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TRADITIONAL IMPACT CONTINUOUS OPERATING

EVALUATION (EXPOST INSTRUMENTATION

SURVEY) (MASTERESTAURANT FRAMEWORK)
Ability to correct allocation X None (report arrives at v High (monthly series, alert at 2 standard
before the next disbursement closing) deviations)
Marginal cost of one additional X 100% of the original data v Close to 0 (the data is already generated)
measurement period collection

Chapter 1 — Why does the expost survey arrive
too late to measure gastronomic social impact?

The expost survey arrives too late because it asks, six or twelve months out, about facts the restaurant
already recorded the very day they happened, and the beneficiary's memory competes against a dated
tax receipt.

When the FAO documents that 181.9 million people in Latin America and the Caribbean cannot afford a healthy
diet (SOFI 2024), that figure lands in the logical framework of nearly every gastronomic project in the region, yet
the program closes without being able to say how many formal contracts it signed or how much it bought from
family farming, which the FAO itself puts at 81% of the continent's agricultural holdings. The observation unit is
badly chosen. A cook forgets whether his March contract carried social security enrollment; the payroll ledger,
with its filing number, forgets nothing. Change the subject you observe and the memory problem disappears at a
stroke. My thesis is uncomfortable for the evaluation industry: the most reliable decent-work indicator of a gas-
tronomic program comes out of the payroll ledger, not a form.

Chapter 2 — The payroll ledger is the SDG 8 instrument, not the questionnaire

The restaurant industry employs 10% of the United States workforce (National Restaurant Association 2024)
and in Mexico sustains around 2 million jobs across 581,530 establishments (INEGI/CANIRAC 2022), a uni-
verse where turnover is measured in weeks and an annual survey loses half its sample along the way. Payroll,
by contrast, captures every hire, every exit, every overtime hour and every social contribution with a date and a
receipt behind it. We work this angle through the Twin Ecosystem Model with SATE Institute: the institute sets
the agenda and runs the programs, Masterestaurant S.A.S. instruments the operation as technology ally. Diego
F. Parra puts it this way at investment tables: if the number is not in the books, it is not evidence, it is literature.
Measuring month thirteen costs practically the same as not measuring it, and that asymmetry is what opens the
program to small operations.

Chapter 3 — Instrumenting costs marginal; surveying
costs fixed, and eligibility is decided right there

A baseline survey with treatment and control carries a fixed cost per round, so the evaluator imposes an eligibili-
ty floor to keep measurement from eating the subsidy; with instrumentation, the data was already generated to
run the business and all that remains is classifying it. Drop the floor to operations under 500 thousand dollars a
year and the bulk of the Latin American MSME universe walks in, which is exactly where the youth employment
that SDG 8 chases actually lives: 36.9% of 16-to-19-year-olds were in the labor force in 2023 (BLS, via the
National Restaurant Association), and their first payroll is almost always a restaurant's. | got this wrong for years,
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defending pilots with large samples when what was missing was continuity of the data. Breaking results down by
annual revenue band matters more than counting locations, because the available instrument changes com-
pletely at each tier.

Chapter 4 — Five revenue bands, five different ways the indicator turns out right or wrong

Below 500 thousand USD the accounting tends to be outsourced and monthly, so the only clean record is the
social security filing and the recommendation is to measure formalization and nothing else. Between 500 thou-
sand and 1 million a point of sale with inventory appears, and waste can already be derived, no small matter
when ReFED 2025 attributes 70% of waste to food left uneaten on the plate. Above 1 million the ERP arrives
and purchases get traced by supplier, which is the doorway to short supply chains. Over 5 million the group al-
ready has a people function, with internal promotion records. And past 10 million the problem stops being cap-
ture and becomes reconciling criteria across separate legal entities. The celebrity restaurant or the large-format
themed venue, above 5 million dollars in revenue, holds the best data in the market and the worst incentive to
publish it.

Chapter 5 — The high end: the celebrity-chef restaurant and its own measurement costs

Its payroll is 100% banked, its purchasing goes through tender and its inventory is counted daily, so instrumen-
tation is nearly free; the real cost is reputational and legal, because the same system that proves family-farming
purchases also proves the gender gap in command. The number is blunt: women hold 38% of executive posts in
United States restaurants against 63% at entry level (Restaurant Business 2024), and across hospitality and
catering they make up 60% to 70% of workers according to the ILO. A large-format group that instruments prop-
erly will see that inverted pyramid on its own dashboard. Publishing it anyway, with a dated correction plan, is
what separates an auditable report from a brochure. The same purchase ledger that feeds the food cost vari-
ance calculation feeds the short-supply-chain indicator, and that overlap is the operational finding that makes
measurement sustainable. No manager fills out an IDB form with enthusiasm; every one of them reviews food
cost variance because their bonus comes out of it.

Chapter 6 — The social indicator as a byproduct of management control, not an annex

When the share of local-producer purchasing is computed from that same supplier master file, the social indica-
tor updates on its own, on the rhythm of the accounting close rather than the donor report. Add the waste front,
where ReFED 2024 attributes more than 43% of United States foodservice surplus to full-service restaurants,
and you have three environmental indicators derived from inventory you already keep. Measurement stops be-
ing an administrative burden and becomes one more view of the same cash data. Suppose IDB Lab tied the
second disbursement to a dashboard with payroll, purchasing and inventory connected, rather than to a closing
report. The first effect would be a sharp drop in eligible projects, because artificial intelligence penetration in
Latin American and Caribbean firms sits under 4% against more than 20% in Europe (ECLAC 2024), and with-
out a digital layer there is no data to connect. The second effect would land around month nine: operators who
did connect would start reporting monthly and their reporting cost would fall close to zero, while the rest kept
paying consultants to reconstruct a year backwards.
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Chapter 7 — What would happen if a fund demanded
instrumented data instead of a narrative report?

The third one is the one | care about, which is that the fund would stop comparing narratives and start
comparing time series. The paradox resolves there:

demanding more technology up front makes inclusion cheaper later, because the eligibility floor drops instead of
rising. Pick labor formalization, connect this month's social security filing and publish the number: contracts with
active enrollment over total people in operation, cut on the 30th. Nothing else. A single indicator with an au-
ditable source is worth more to a program officer than twelve estimates from a perception survey, and by month
two you already have variation, which is the only thing an evaluator can read as effect. Context pushes that way:
public school feeding programs now reach 466 million children worldwide, 80 million more than in 2020, a 20%
increase according to the WFP (State of School Feeding Worldwide 2024), and that expansion of public procure-
ment will reward operators who can prove their chain.

Chapter 8 — Start with one indicator and one source, this week

And if by March you want a second indicator, make it local-producer purchasing from the supplier master file, not
a new survey. The unit of observation shifts. Traditional evaluation observes the BENEFICIARY and asks; instru-
mentation observes the TRANSACTION and classifies it. A cook may forget whether his March contract was for-
mal; the social security enrollment record does not. Cost becomes marginal rather than fixed. Measuring month
thirteen costs practically the same as not measuring it, because the data was already generated to run the busi-
ness. That is what lets a program lower its eligibility floor to operations below 500 thousand USD a year, which
are most of the MSME universe. The social indicator stops being an annex and becomes a by-product of man-
agement control. The same purchasing record that feeds food cost variance feeds the short food supply chain
indicator. One data point, two uses, zero extra administrative burden on the operator.

Chapter 9 — The five differences an investment committee actually decides on

The counterfactual is recovered through administrative records instead of a surveyed control group. Where tax
and social security registries exist per establishment, matching runs against untreated outlets in the same terri-
tory and revenue band, with no new fieldwork. And a new risk appears that deserves naming: instrumentation
measures what is formalized and goes blind to what is informal. In a sector where the ILO documents female
participation between 60% and 70% in hotels, catering and tourism, a good share of the work that most needs
measuring sits outside the payroll ledger. That hole is covered with targeted qualitative fieldwork, not by pretend-
ing administrative data sees everything.

POINT BY POINT
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Criterion-by-criterion analysis

CAUSAL VALIDITY OF THE FINDING

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Medium-high,
(EXPOST SURVEY)

with administrative matching against

High whenever the quasi-experimental untreated outlets in the same territory and

design survives: control group and
revenue band.
matching defensible before an academic

committee.

Verdict: The traditional method wins on causal purity. Instrumentation wins on coverage and
frequency, and that trade favors instrumentation when the decision at stake is portfolio allocation

rather than academic publication.

TOTAL COST OF THE MEASUREMENT CYCLE

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Between 12 and
(EXPOST SURVEY)
40 USD per establishment and period, with

Fixed cost of 340 to 900 USD per unit and .
near-zero marginal cost from the second

round, repeated in full at every wave. .
und, rep n very wav period onward.

Verdict: A decisive edge for instrumentation. The practical consequence matters more than the
saving: with marginal cost near zero, a program can include operations below 500 thousand USD
a year that the survey model expels on economics alone.
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TIMELINESS FOR THE DECISION

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Monthly series
(EXPOST SURVEY)

with an alert at two standard deviations
The report lands nine to fourteen months . . .

over the establishment's own history.
after the fact, with the project already

closed.

Verdict: Instrumentation wins outright, and here sits the paper's central argument: an investment
officer who sees the prime cost deviation in the month it occurs can reallocate; one who sees it in
the closing report can only draft a lesson learned.

COVERAGE OF INFORMAL WORK

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Deficient by
(EXPOST SURVEY)

construction: the payroll ledger records
Good: the survey reaches the worker , .

nothing that was never formalized.
without a contract, precisely the one who

leaves no administrative trace.

Verdict: A point for the traditional method, and no small one in a sector where the ILO places
female participation between 60% and 70%. Correct design does not choose: it instruments the
formal continuously and reserves targeted qualitative fieldwork for the rest.
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ADMINISTRATIVE BURDEN ON THE OPERATOR

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Low: the same
(EXPOST SURVEY)

record feeds his food cost control and the

High and perceived as external: the owner -
program indicator.
fills in forms that do nothing for running the

business.

Verdict: Instrumentation wins because it aligns incentives. When the figure reported to the
financier is the same one that drives tomorrow's purchasing decision, the operator stops reporting
out of obligation and starts reporting out of self-interest.

VERIFIABILITY UNDER EXTERNAL AUDIT

A - TRADITIONAL IMPACT EVALUATION B - MASTERESTAURANT Around 84%,
(EXPOST SURVEY)

keyed to enrollment numbers, supplier tax

o) i
Roughly 12% of indicators can be traced IDs or dated weighing records.

back to a primary source document.

Verdict: A clear edge for instrumentation, and this is the criterion that weighs most when

multilateral banking must defend execution before its own board or an independent auditor.

SIDE-BY-SIDE COMPARISON
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What traditional evaluation delivers CURRENT PORTFOLIO STANDARD

X

What continuous instrumentation delivers

v

A baseline with sample and control group that holds up methodologically before an evaluation

committee.

A citable closing report, with causal inference whenever the quasi-experimental design survived.

One data point per project, not a series: it says what happened, never what is happening.

Total dependence on the respondent's memory of income, hours and formality from a year ago.

A high fixed cost that makes measuring operations below 500 thousand USD in annual revenue

unviable.

MASTERESTAURANT

A monthly formal employment series derived from the payroll ledger, keyed to the social security

number.

Family-farming procurement share computed on actual purchase orders, not on self-declaration.

Waste weighed by kitchen station, which turns SDG 12.3 into kilograms rather than adjectives.

Training hours accredited through Open Badges micro-credentials verifiable by a third party.

Early warning: when the prime cost of a financed outlet crosses the threshold, the program officer sees

it that month.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

TRADITIONAL IMPACT
EVALUATION (EXPOST
SURVEY)

Data latency (months between X 9to 14 months

event and report)

Cost per measured unit and X 340 to 900 USD
period (USD)

CONTINUOUS OPERATING
INSTRUMENTATION
(MASTERESTAURANT FRAMEWORK)

v 0.5to 1 month

v 12t040USD
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TRADITIONAL IMPACT
EVALUATION (EXPOST
SURVEY)

Traceability to a primary X 12% of indicators

source document

Maximum sustainable X 2 measurements per

measurement frequency project

Beneficiary attrition at second X  38% to 55%

data collection

SDG 12.3 coverage (waste and X Declarative, no weighing

surplus)

Ability to correct allocation X None (report arrives at

before the next disbursement closing)

Marginal cost of one additional X 100% of the original data

measurement period collection

THE NUMBERS THAT MATTER

Sector reference indicators

181.9m

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

81 %

of farms in the region are family farming,
the base of short food supply chains

ll %

Al penetration in LAC firms versus over 20% in
Europe: the gap that shapes GovTech design

l|3 %

of US food service surplus is generated by
full-service restaurants (SDG 12.3 target)

70 %

female participation in hotels, catering and
tourism, upper bound of the documented range
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CONTINUOUS OPERATING
INSTRUMENTATION
(MASTERESTAURANT FRAMEWORK)

v 84% of indicators

v 12 measurements per year

v 6%to11%

v" Kilograms weighed per station, 4 readings

weekly

v" High (monthly series, alert at 2 standard
deviations)

v Close to 0 (the data is already generated)
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12.2 %

of Mexico's economic units are restaurants:
581,530 establishments and close to 2 million jobs

VISUALIZATION

The numbers, visualized

Sources: FAO — SOFI 2024 - FAO — State of Food and Agriculture 2024 - ECLAC 2024 - ReFED 2024 - ILO —
Sectoral Brief: Hotels, catering and tourism

Chart by masterestaurant.com

REAL CASE

“We had been reporting impact with an annual survey and a 90-page PDF nobody on the committee read in
full. Once we instrumented the operation across the eleven outlets in the program, family-farming
procurement moved from 19% declared to 31% verified in fourteen months, measured waste fell from 9.4%
to 5.8% of purchases, and for the first time we handed the investment officer a monthly series instead of a
snapshot. The hard part was not the technology: it was accepting that the first real number was worse than

the declared one.”

— Operations director of an eleven-outlet hospitality group in Colombia, revenue band of 5 to
10 million USD a year, participant in a local economic development program
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https://www.cepal.org/es/notas/cepal-confirma-record-inversion-digital-2024-pero-advierte-que-persisten-brechas-estructurales
https://refed.org/downloads/by-sector-foodservice-2025.pdf
https://www.ilo.org/media/7016/download
https://www.ilo.org/media/7016/download
https://masterestaurant.com/

HOW TO APPLY IT IN YOUR RESTAURANT

90-day implementation path

@ Days 1 to 20 - Audit the source before measuring anything
Inventory the primary sources the operation ALREADY produces: payroll ledger with enroliment
numbers, purchase orders bearing supplier tax IDs, inventory counts, hour sheets. Classify
every candidate social indicator by its traceability to a source document. If an indicator has no
document behind it, redesign it or drop it. The deliverable here is not a dashboard, it is a
traceability matrix signed by the operator's accountant and by the program's M&E specialist.
Budget 12 to 40 USD per establishment and period, against the 340 to 900 USD of traditional
data collection.

@ Days 21 to 45 - Seal the baseline with administrative data
Rebuild twelve months backwards from existing records rather than surveying. Payroll,
purchases and sales are usually complete because tax law demands it, and that gives you an
auditable retrospective baseline with no field cost. Set the food cost variance threshold here,
and the operating ceiling for plate food cost at 32%, which is a maximum and not a target.
Document the holes: what share of staff sits off the ledger, which purchases are paid without
invoice. A declared hole is worth more to a committee than a clean figure of dubious origin.

@ Days 46 to 70 - Connect the technology layer and accredit training
Switch on instrumentation over the technology ally's ecosystem —Restaurant Model Canvas for
the business model, the operating dashboard for payroll and purchasing, the recipe generator
for theoretical cost— and issue Open Badges micro-credentials for each training module
completed. A third-party verifiable credential is what turns training hours into employability
evidence before an employer other than the one who trained the worker, which is exactly the
point of SDG 8 and where the sector's skills gap either closes or does not.

@ Days 71 to 90 - Publish the first series and set the review cadence
Deliver the first monthly cut with five indicators, not twenty: net formal employment, family-
farming procurement share, waste over purchases, accredited hours and establishment prime
cost. Set the alert at two standard deviations over each outlet's own series, not over a regional
average that represents nobody. And calendar the quarterly review with the program officer,
because a series nobody looks at when it matters carries the same operating value as the
expost survey it came to replace.

FAQ
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Questions from the investment committee

How do you measure a restaurant's social impact without surveying beneficiaries?

Indicators are derived from records the operation already produces under tax and labor obligations: the payroll
ledger for formal employment, purchase orders with supplier tax IDs for short food supply chains, inventory
counts for waste. Surveys are reserved for what administrative data cannot see, mainly informal work and
perceived job quality.

Which SDG 8, 9 and 12 indicators can be instrumented in a single outlet?

Under SDG 8, net formal employment and training hours accredited with Open Badges. Under SDG 9, effective
technology adoption, relevant where ECLAC (2024) reports Al penetration below 4% among firms in the region.
Under SDG 12, kilograms of waste per station over purchases, given that ReFED (2024) attributes over 43% of
US food service surplus to full-service restaurants.

Does this framework work for an operation below 500 thousand USD in annual revenue?

Yes, and that is the point: once measurement cost turns marginal, the eligibility floor drops. An outlet in that band
starts with three indicators —formal employment, local procurement and waste— captured on payroll sheets and
invoices, without a dashboard. The concrete first step is sealing the baseline with twelve months of existing
records, which are almost always complete because the tax authority requires them.

What is the most serious limitation of measuring impact with operating data?

It lights up what is formalized and darkens what is informal, precisely where vulnerability concentrates. The ILO
documents that between 60% and 70% of hotel, catering and tourism workers are women, and a relevant share
of that employment never reaches the payroll ledger. The framework compensates with targeted qualitative
fieldwork and by declaring the hole in the report, never by simulating full coverage.

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

) ) . Estudio de economistas de UC Berkeley
Restaurantes independientes que 17% (no el mito del . ) ,

. - (Parsa et al.), via Oregon State University
fracasan en su primer afio en EE. UU. 90%)
2024

Restaurantes que sobreviven mas de 51,4% (vs. 49,6% del U.S. Bureau of Labor Statistics, analisis de
cinco afos en EE. UU. total de pymes) supervivencia empresarial 2024
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https://blogs.oregonstate.edu/nexus/2024/11/27/restaurant-failure-rate-statistics-and-management-insights/
https://blogs.oregonstate.edu/nexus/2024/11/27/restaurant-failure-rate-statistics-and-management-insights/
https://blogs.oregonstate.edu/nexus/2024/11/27/restaurant-failure-rate-statistics-and-management-insights/
https://www.bls.gov/bdm/
https://www.bls.gov/bdm/

Metric

Restaurantes que sobreviven mas de diez
anos en EE. UU.

Restaurantes cerrados en Estados Unidos
en 2024

Ventas de la industria restaurantera de
EE. UU. 2024

Adultos de EE. UU. dispuestos a visitar
restaurantes con practicas sostenibles

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector -

Author: Diego F. Parra -

Benchmark 2026

34,6%

mas de 72.000 cierres

mas de 1,1 billones
de USD

casi 75%

Publisher: MASTERESTAURANT®

Source

U.S. Bureau of Labor Statistics, analisis de
supervivencia empresarial 2024

National Restaurant Association — State of
the Industry 2024

National Restaurant Association — State of
the Industry 2024

National Restaurant Association — State of
the Industry

masterestaurant.com

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