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How to improve measurement of social impact
in gastronomy: checklist of verifiable indicators
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Q U I C K  V E R D I C T

The difference between informal and formal restaurants lies in measurement. Without
verifiable indicators — formal employment, short supply chains, operational productivity,
food loss reduction — there is no evidence of impact, no access to credit for multilateral
banks, and networks of employment remain hidden. This checklist translates kitchen and
cash-box micro-operations into local development metrics (SDGs 8, 9, 12), enabling
officials from BID, CAF, World Bank, and development agencies to MEASURE first, design
interventions with rigor, and close documented gaps.

✅  C h e c k l i s t Actionable checklist with a measurable “done” criterion per item · 17 min read · 2026-09-27

Informality in Latin American and Caribbean gastronomy affects 67 % of sectoral employment (ILO, 2024).
Without measurement of operational impact — local production, employability, food loss — development
programs cannot quantify formalization of employment nor productivity of short supply chains.
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Multilateral banks (BID, BID Lab, World Bank, CAF) finance formal employment programs in gastronomy under
SDG 8 (decent work) and SDG 12 (target 12.3: halve food waste). Without rigorous M&E based on real
operational data, investment officers cannot iterate, scale, or replicate tested models.

The paradox: restaurants with proven margins (30–40 % EBITDA), formal employees, and short-chain suppliers
exist. But without standardized indicators connecting micro-operations (food cost, kitchen payroll, server
schedules) to macro outcomes (formal employment generated, household income, food security improvement),
this data remains invisible to policymakers.

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

CURRENT MEASUREMENT

(WITHOUT RIGOR)

IMPROVED MEASUREMENT (WITH

VERIFIABLE INDICATORS)

Employability ✕ Counts of 'jobs created'
without verification of formality,
wages, or tenure; aggregate
figures without breakdown by
age/gender/rural origin.

✓ Monthly payroll by position (kitchen,
service, management) with formal contract
registered, pension/health contributions
documented, tenure ≥12 months, and analysis
of labor transition (how many were informal
before, where did they work).

Short supply chain production ✕ Generic list of 'local
suppliers'; no measurement of
volume, purchase frequency,
price paid, or margin generated
at origin.

✓ Matrix of suppliers with monthly volume
(kg), frequency (daily/weekly/monthly), unit
price paid (COP/USD), estimated supplier net
margin, and verification that % short supply
chain ≥35 % of total purchases.

Food loss and waste (FLW) ✕ Visual estimate or one-off
count without baseline; single
annual figure without
breakdown by type (prep,
service, storage shrinkage).

✓ Daily record by type of FLW (kitchen
waste %, customer rejection %, storage
expiration %), initial baseline + 12-month
target (≥20 % reduction), and calculation of
COP/USD saved per month (impact on prime
cost and contribution margin).

Operational productivity ✕ Owner's intuition about
'occupancy %' or 'average
check'; no sectoral benchmarks
or before/after comparison.

✓ Verifiable KPIs per shift (covers/hour,
labor cost per cover, prime cost %, EBITDA %)
and network benchmarks (similar-scale
restaurants in same economy, with and without
program).

Youth employability (skills
gap)

✕ Generic training without
follow-up; no knowledge of who
remains in the sector 6–12
months after program exit.

✓ Identified cohort (age, origin, prior
education), completed Open Badge micro-
credential (publicly verifiable), formal
employment confirmed at 3, 6, and 12 months
post-training, and verified base wage + (if
applicable) performance bonus.

Social impact measurement gastronomy, side by side
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The difference between a restaurant that REPORTS impact and one that MEASURES it lies in a single thing:
verifiable data. When a program says 'we created 8 jobs' without distinguishing formal contract with contribu‐
tions from cash with no tenure, multilateral banks reject the figure. I have seen USD 150–250 K investments di‐
luted in polished reports without payroll to audit. Three years later, 80% of those supposed jobs no longer exist
— because they were not jobs, they were informal turnover. Without payroll platform registration, with contract
date, monthly amount and verified contributions, the number is fiction dressed as intention. Informality in
gastronomy touches 67% of employment across Latin America and the Caribbean (per ILO, 2024), precisely
because none of those programs measure what they claim to measure. Rigor is not bureaucracy: it is the
difference between investment that iterates and money that dissolves.

A restaurant that formalizes an employee but without 12-month follow-up is gambling — multilateral
banks finance DURABLE employability, not turnover.

I have audited chains reporting 'formal employees' but who leave at 3 months for another sector or slip back to
informality because wage is uncompetitive or hours are not fixed. The written contract on payroll platform, with
monthly contributions to pension or health registered, IS the EVIDENCE. Without it, it is intention. With it, it is
data World Bank accepts. Cohort follow-up each quarter (is the person still active?, what do they earn?) closes
the loop: you know where your supposed employees are 12 months after hire. If 2 of 8 left, you report it exactly
so — multilateral banks respect transparency more than inflated numbers. The difference is brutal: a program
that documents real tenure opens access to subsequent funding cycles.

Restaurants claiming 'we saved food' without baseline are like spinning stories around a campfire — sounds
good, but is not evidence. ILO, BID, and CAF require three things together: how much food you LOST BEFORE
(baseline in kg/month by type: kitchen waste, customer rejection, storage expiration), what target you document
(≥20% reduction over 12 months), and how much money that saved in prime cost and contribution margin.
Without baseline there is no credible target; without documented target no audit is possible. I have seen food-
loss programs reporting success but never measuring waste before intervention started. Result: after two fund‐
ing cycles, the funder discovers the number was invented and closes the tap. With daily log entry (simple:
spreadsheet or SMS system), you generate data for six months of rigorous reports.

Connecting restaurants with small producers sounds nice; measuring whether those producers earned EXTRA
income is what multilateral banks finance. When I audit 'successful programs' I find supplier lists without mea‐
surement: monthly volume in kg, price paid to producer, estimated margin at origin, % of total purchases. Result:
a restaurant buys from a local producer 50 kg potato monthly at wholesale market price, no premium, and both
report 'local economy activated'. World Bank rejects that. What they accept is a matrix: supplier X, 80 kg/month
at COP Y (price paid), estimated margin +15%, and that purchase represents 40% of my total potato purchases.
That is evidence. Without it, you are distributing poverty, not opportunity. SDG 9 (industry, innovation, local in‐
frastructure) measures exactly that: verified margin at origin.

Measurement without rigor is money down the drain

Why employability indicators must be verified through payroll?

Food loss: the metric that must be daily, not annual

Short supply chain: without producer margin, there is no local economic impact
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I have seen youth employability programs reporting 'trained 500 youth' unable to say where they are 6 months
later. That is not employability; it is transit training. Multilateral banks finance DECENT WORK (SDG 8), meaning
formal employment verified, base wage + (if applicable) performance bonus, and tenure ≥12 months. Cohort fol‐
low-up is simple: each youth identified by age, origin, prior education; completed Open Badge micro-credential
(verifiable on LinkedIn, checkable by any employer); then quarterly check-in: where do you work?, in gastrono‐
my?, what wages?, how many months employed? Without it, a program reports 'trained 500' but loses multilater‐
al accreditation because it does not prove talent retention in sector. The data you capture at 3, 6, and 12 months
is what BID Lab auditors verify.

If you gather ten social impact programs in gastronomy around a table, nine commit the same error: measure
each dimension separately (employment here, food loss there, short supply chains elsewhere) without connect‐
ing them. A restaurant reports '5 new jobs' but its food loss stays equally high — it wastes food that could multi‐
ply kitchen margin, that could raise cook wages. Without integrated data on payroll, food loss, productivity, and
short supply chains, a funder cannot see that THREE parallel interventions are missing, not one. The other com‐
mon failure is not benchmarking against network restaurants of similar economy — what similar restaurants
measure WITH program, what without. Result: funder invests but never knows whether improvement came from
your model working or from that year's economy being favorable. Restaurants that DO capture integrated data
with network benchmarks unlock access to scale funding — because they prove the model is replicable.

Rigorous measurement is NOT an expensive platform or 15 new data points — it is organized documen‐
tation of what already happens. A restaurant already has payroll:

move it to a payroll platform (Sumup, Square, whatever you use) and export quarterly reports. It already dis‐
cards food: open a log in Google Sheets (one row per day: date, type of loss in kg, reason) — 15 minutes at
shift close. It already buys from suppliers: build a short supply chain matrix with five columns (supplier,
kg/month, unit price, margin %, % of my total purchases) and update weekly. The impact auditor does not enter
the restaurant to check papers: receives platform data, validates two restaurants randomly monthly, closes
report. Without it there is no progress; with it, you have M&E verification that BID and CAF accept for next
funding round.

The reason Diego Parra and Masterestaurant exist in this ecosystem is because they connect kitchen and cash-
box operation (what restaurants actually measure) to development metric that finances BID, CAF, World Bank
(what program officers need). A cook knows daily food waste — not because it is 'social impact', but because it
costs margin. A server knows customers per hour — not for SDG 8, but because it defines tips and shift efficien‐
cy. Masterestaurant converts that: your 'operational waste' becomes 'kg food loss by type with baseline and re‐
duction target (SDG 12.3)', your 'customer per hour' becomes 'cover per hour with baseline and network bench‐
mark'. The Restaurant Canvas integrates those five measurements (employment, food loss, short supply chains,
productivity, cohort tenure) into one visual matrix that exports to social impact reports for multilaterals. Without
translation, you measure beautifully but the funder does not understand.

Cohort follow-up: where are your 500 trained youth at month 6

The paradox of the top 5: almost everyone fails at the same things

How to audit checklist compliance without turning measurement into bureaucracy?

Masterestaurant translates kitchen and cash-box micro-
operations into development metrics multilateral banks accept
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Month 1–3: you capture baseline for each restaurant — payroll, food loss, short supply chains, operational KPIs,
youth cohort status. Month 4–6: you have 2–3 months of data, enough to identify what works and what needs
adjustment. You benchmark: similar network restaurants measure these KPIs WITH intervention, others
WITHOUT. Outliers: who formalizes but keeps food loss high (opportunity to teach loss reduction), who has low
short supply chain (opportunity to connect with producers). Month 6: you report to BID, CAF, World Bank — ini‐
tial baseline, first changes, cohort follow-up at 3–6 months. Month 12: you have robust impact series (twelve
months payroll data, twelve months recorded food loss, cohort at 12 months with verified employment). At that
point funder trusts and opens next-round scale funding — because you have EVIDENCE, not story.

Multilateral banks audit at least 20% of reported figures — that means if you say '50 formal jobs created' and it
turns out 40 are cash with no contributions, you lose credibility and the program closes. The opposite is equally
true: a program reporting rigorously, with data verified on platform, with documented cohort follow-up, with trans‐
parent network benchmarks, builds reputation for seriousness. BID, CAF, and World Bank do not finance pol‐
ished reports; they finance EVIDENCE. That is why cycle one might be USD 150–250 K, but cycle two (if you
proved the model works with rigor) is USD 500 K or more. The difference is verifiable measurement. Diego
Parra has audited restaurants for 20 years across 43 countries — kitchen, cash box, executive leadership.
Without rigorous measurement, a restaurant dies in margin crisis; without rigorous measurement, a program
dies in credibility crisis. The rule is the same.

**Formal employment verification:** a restaurant reporting '10 jobs created' without distinguishing formal con‐
tract (with contributions, hours, legal protection) from informal (cash, no tenure) invalidates the data for multilat‐
eral banks. Cost of not measuring: USD 150–250 K program investment reporting formalizations while maintain‐
ing informality. Result: 2–3 years later, 80 % of those employees have left the sector. **FLW baseline and docu‐
mented target:** restaurants claiming 'we saved food' without recording how much existed before or what was
actually saved appear successful in year-end reports but have no verifiable evidence for M&E. Cost: a 'food loss
reduction' program with no reduction proof generates distrust in future funding cycles. BID and CAF require ini‐
tial figure, measurement method, and time-bound target (SDG 12.3). **Employee tenure in sector ≥12 months:**
training youth who leave the program in 3 months is turnover, not employability.

Without cohort follow-up at 6 and 12 months (where do they work now? in gastronomy? what wages?), there is
no evidence of SDG 8. Cost: a program reporting 'trained 500 youth' but unable to locate them 6 months later
loses accreditation in next funding round. **Verified short supply chain production (% and supplier margin):**
restaurants working with 'local suppliers' without measuring volume, price paid, or margin at origin are not mea‐
suring local economic development impact. Cost: a program reporting 'connected 50 restaurants with small pro‐
ducers' without evidence that producers earned extra income loses rigor under World Bank audit. **Operational
productivity (KPI per shift with baseline):** a restaurant 'improving' without data on covers/hour, labor cost per
cover, or prime cost before/after does not prove improvement is real. Cost: funder invests in 'business rescue'
but without benchmarks cannot determine if restaurant improvement is due to model success or broader eco‐
nomic improvement that year.

The 6–12 month cycle: when you have evidence to report and scale

Without verifiability there is no impact; without impact there is no funding

The 5 indicators most programs fail at (and the cost of failing them)

The 5 indicators most programs fail at (and the cost of failing them) — in practice

P O I N T  B Y  P O I N T
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Rigor analysis: without verifiability there is no impact

DATA VERIFIABILITY

A ·  C U R R E N T  M E A S U R E M E N T  ( W I T H O U T
R I G O R )

Owner estimate ('we created 10 jobs', 'we
reduced FLW')

B  ·  M A S T E R E S TA U R A N T Formal payroll on

platform, daily FLW record by type, short
supply chain matrix with volume/price
verification

Verdict: B. Without verifiability, data is not admissible to multilateral banks. Investment officers
audit at least 20 % of reported figures.

IMPACT DURABILITY

A ·  C U R R E N T  M E A S U R E M E N T  ( W I T H O U T
R I G O R )

Formal employment without tenure
tracking ('we trained X youth')

B  ·  M A S T E R E S TA U R A N T Cohort follow-up

at 3, 6, 12 months documented (where
they work, wages, sector tenure)

Verdict: B. Multilateral banks finance DURABLE employability. A youth in 3-month employment is
not proven SDG 8.

LOCAL ECONOMIC IMPACT (SHORT SUPPLY CHAIN)

A ·  C U R R E N T  M E A S U R E M E N T  ( W I T H O U T
R I G O R )

List of 'local suppliers' without measuring
volume or supplier margin

B  ·  M A S T E R E S TA U R A N T Short supply

chain matrix with % of purchases,
kg/month per supplier, price paid,
estimated producer margin

Verdict: B. Without measured producer margin, no evidence that local producer earned extra
income. That is the impact SDG 9 measures.
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NETWORK BENCHMARKING AND LEARNING

A ·  C U R R E N T  M E A S U R E M E N T  ( W I T H O U T
R I G O R )

Each restaurant measures in isolation; no
comparison with similar-scale peers

B  ·  M A S T E R E S TA U R A N T Documented

network benchmarks: what similar
restaurants measure with/without
intervention; outliers and iteration
opportunities

Verdict: B. Without benchmarks, program officers cannot make scale decisions. They cannot
know if one restaurant's results are replicable.

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

Current state (measurement gap) N O  I N D I C ATO R S

Generic job counts without contract/formality verification✕

One-off FLW figures without baseline or breakdown✕

Informal or eyeball benchmarks✕

No cohort follow-up (where graduates work after program)✕

Short supply chains counted without volume/margin/tenure measurement✕

Improved measurement (with multilateral rigor) M A S T E R E S TA U R A N T

Verified formal payroll with registered contributions, tenure ≥12 months, and labor transition analysis✓

Daily FLW record with baseline, documented target, and calculation of COP/USD saved✓

Network benchmarks (restaurants of similar scale with/without program) and productivity KPIs per shift✓

Cohort follow-up at 3, 6, and 12 months: where they work, wage, tenure in sector✓

Short supply chain matrix with volume, frequency, price paid, supplier margin, and % of total purchases✓

T H E  N U M B E R S  T H AT  M AT T E R
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Verifiable data from the sector (SDGs 8, 9, 12)

+3.2%
U.S. Producer Price Index for services (2025)

2.13 USD
US federal tipped minimum wage

28%
Share of global food waste
generated by food service providers

127
of food lost or wasted per year in
Latin America and the Caribbean

M I L L I O N  TON S

220
Food lost every year in Latin
America and the Caribbean

M I L L I O N  TON S

V ISUAL I ZAT ION

The numbers, visualized
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U.S. Producer Price Index for services (2025)

+3.2%

US federal tipped minimum wage

2.13USD

Share of global food waste generated by food service providers

28%

of food lost or wasted per year in Latin America and the Caribbean

127
MILLION TONS

Food lost every year in Latin America and the Caribbean

220
MILLION TONS

Sources: U.S. BLS — Producer Price Index 2025 M12 · U.S. Department of Labor 2026 · accessed Sep 24, 2026 ·
UNEP: Food Waste Index Report 2024 (press release) · FAO (Food and Agriculture Organization of the United
Nations), FAO Office in Venezuela: 1,300 million tonnes of food are lost every year (in Spanish) 2022 · FAO: What are
the impacts of food loss and waste? (Enfoques, in Spanish, 2025)

Chart by masterestaurant.com

I L L U S T R AT I V E  C A S E  ( C O M P O S I T E )

“Before, we reported '8 new employees' with no idea where they were 3 months later. After, with verified
payroll and monthly cohort tracking, we found 6 of 8 remained in the sector with formal contracts, earning
15 % above minimum wage, and 2 were already formalizing their own small producer networks — that is
verifiable employment cascade.”

— Program Officer, BID Lab, gastronomy employability program, Bogotá 2026
Composite case for illustration: the names and figures in it do not describe a real business and are not
industry data.

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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Implementation checklist by phase

☐ Phase 1: Diagnosis and baseline (weeks 1–3)
Before designing intervention, record current state of each restaurant: current payroll (informal
vs. formal hiring), FLW in kg/month by type, short supply chain volume as % of total purchases,
productivity KPIs (covers/hour, prime cost %). Use standardized matrix (GIS or collaborative
sheet) so all network restaurants share format. This step costs upfront time but generates
verifiable baseline for measuring impact.

☐ Phase 2: Indicator design and accountability (weeks 4–6)
Define per restaurant: (a) employability indicator (formal payroll, contributions, tenure ≥12m),
(b) FLW indicator (kg/month by type, reduction target %), (c) short supply chain indicator
(kg/month per supplier, price paid, estimated supplier margin), (d) operational productivity KPIs
(covers/hour, labor cost per cover). Assign owner for each indicator (owner = employment,
operations manager = FLW, chef = supply chain, accountant = productivity). Create reporting
schedule (daily, weekly, monthly per indicator).

☐ Phase 3: Data capture and verification (months 2–4)
Implement systematic record: payroll on platform (eliminates discrepancies); daily FLW log with
type classification (kitchen waste, customer rejection, storage expiration); short supply chain
matrix updated weekly. In parallel, train indicator owners in rigorous collection — not
approximation, verified data. First month expects method variability; by second month, data
converges.

☐ Phase 4: Network benchmarking and comparative analysis (months 4–6)
Once 10+ restaurants have 2–3 months of data, build benchmark table: what similar-scale
restaurants measure, with/without intervention. Identify outliers: restaurants with high
employment but high FLW too (opportunity: teach FLW reduction without losing formalizations).
Low short supply chain restaurants (opportunity: connect with producers). This comparative
analysis enables program iteration.

☐ Phase 5: Impact tracking and reporting to multilaterals (month 6+)
Generate quarterly reports to BID, CAF, World Bank: initial baseline → month 3 → month 6 →
month 12. Report: formal employees added (payroll-verified), FLW reduced (%), short supply
chain grown (volume/margin), operational KPIs improved. Include training cohort follow-up
(where graduates work at 3, 6, 12 months). This rigorous data flow unlocks access to next-
round multilateral funding.

FA Q

www.masterestaurant.com · Documento - How to improve measurement of social impact in gastronomy: checklist of verifiable indicators Page 10 of 12

https://www.masterestaurant.com/principales-indicadores-y-kpis-restaurantes.html


How do I measure employment in a way multilateral banks accept?

Formal payroll registered on payroll platform (with pension/health contributions), written contract with duration
≥12 months, and real tenure verification (quarterly confirmation person remains active). Without this verifiable
record, multilateral banks do not accept job numbers as impact.

What is 'short supply chain' and how is it measured?

Direct purchases from small local producers (no intermediaries) of fruit, vegetables, dairy, meat. Measured as %
of total monthly purchases (target: ≥35 %), volume in kg, price paid to producer, and estimated margin at origin.
Without volume and margin measurement, there is no evidence of local economic impact.

Why is 12-month cohort follow-up important?

Because training youth who leave the sector at 3 months does not generate SDG 8 (decent formal
employment). Multilateral banks finance DURABLE employability — youth remaining in formal gastronomy 12+
months after training. Without documented cohort follow-up, a program does not prove impact.

What is an Open Badge micro-credential and why is it verifiable?

Digital certification (image + metadata) that students can publish on professional networks (LinkedIn) and any
employer can verify online (Open Badges ecosystem standards). Not a paper diploma: an international
employability standard that multilateral banks recognize as evidence of transmitted skills.

How long before there is measurable impact?

Baseline and setup (month 1), data capture (months 2–3), first verifiable results (month 4), network benchmarks
(months 5–6). At 6 months you have evidence to report to multilaterals. At 12 months, robust impact series
enabling scale.

Frequently asked questions about social
impact measurement in gastronomy

D ATA  &  S O U R C E S

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

Metric Value Source

Latin American SMEs at a
basic level of data and
analytics use

more than
70%

IDB: The power of data: driving the digital transformation of Latin
American SMEs (in Spanish) 2025

Social impact measurement gastronomy by the numbers (2026)
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Metric Value Source

Food lost every year in Latin
America and the Caribbean

220
millones de
toneladas

FAO: What are the impacts of food loss and waste? (Enfoques, in
Spanish, 2025)

Share of global food waste
generated by food service
providers

28 % (2022) UNEP: Food Waste Index Report 2024 (press release)

Tourism's contribution to
Mexico's GDP

8,7 % (2024)
INEGI: Tourism Satellite Account of Mexico (TSAM) 2024, press
release 203/25 (2025)

People employed in tourism-
related accommodation and
food services in Colombia

539.324
personas
(2024)

DANE (Colombia): Tourism Satellite Account (TSA) 2024pr,
technical bulletin 2025

of the region's firms are
MSMEs, the main employer of
migrant talent

99% (2020)
ECLAC (Economic Commission for Latin America and the
Caribbean): MSMEs in Latin America: weak performance and new
challenges for development policies (Summary, in Spanish) 2020
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