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

How to improve social impact measurement in food service comes down to moving the
source of the data: impact stops being declared in an end-of-program survey and starts
being read from the restaurant's transactional systems — payroll, purchasing, waste logs,
point of sale — monthly, traceable down to the accounting entry. The error behind most
sector reports is measuring INPUTS (workshops delivered, MSMEs served) and presenting
them as development results. A correct framework declares three measurable causal
chains: net formal employment sustained at twelve months (SDG 8), MSME productivity
and digital adoption (SDG 9), and kilos of food loss and waste avoided with their
emissions equivalent (SDG 12). None of that requires a new survey; it requires reading
what the operation already records.
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Food service accounts for 18% of the food-related carbon footprint, according to Springer Nature (2025), and a
commercial kitchen emits two to five times more than an equivalent space in other uses. With that magnitude on
the table, multilateral lenders stopped accepting impact reports built from attendance sheets.

At the same time, the ILO documents close to 140 million informal workers in Latin America and the Caribbean,
roughly half of regional employment, and ECLAC (2024) puts labour informality among MSMEs at 46.6%,
concentrated in micro and small firms. The MSME restaurant sits at the centre of that statistic: it is the region's
entry-level employer and, simultaneously, one of its largest reservoirs of informality.

This is where measurement becomes a portfolio decision rather than a communications exercise. An investment
officer who cannot tell a restaurant that formalised eight positions from one that churned the same vacancy eight
times is allocating capital blind, and the program pays for that blindness when the external evaluator arrives at
month 36.

SATE Institute works this problem with Masterestaurant S.A.S. as its technology partner under the Twin
Ecosystem Model: the Institute sets the development agenda and the monitoring and evaluation (M&E)
framework, and the platform captures operating data at source. Diego F. Parra contributes the consultant's
reading of what the system records: what it means, in contribution margin and prime cost terms, when an
indicator moves.

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

Side-by-side comparison

DECLARATIVE

MEASUREMENT

(TRADITIONAL APPROACH)

DATA-TRACEABLE MEASUREMENT

(SATE–MASTERESTAURANT

FRAMEWORK)

Source of employment data ✕ Self-reported closing survey;
1 measurement per program

✓ Payroll and social security enrolment; 12
measurements per year

Unit reported ✕ Declared jobs (point-in-time
stock), no churn deducted

✓ NET formal employment sustained at 12
months, churn rate stated

Food loss and waste (FLW) ✕ Estimated as a share of
purchases; nothing weighed

✓ Kilos weighed by waste line, converted
to CO2e with UNEP/FAO factors

Local sourcing (short supply
chains)

✕ Count of local suppliers listed ✓ % of purchase spend settled with
suppliers inside the defined radius

Credit risk signal ✕ Annual financial statements,
9-14 months behind reality

✓ Monthly prime cost and food cost
variance, alert above 65%

Marginal cost of measuring ✕ Field consultancy per round,
USD 1,800 to 4,500

✓ Near zero: data pulled from systems the
operation already runs

Verifiability by an external
evaluator

✕ Low: no third party can
reconstruct the figure

✓ High: every indicator traceable to entry
and receipt
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Chapter 1 — Why did the closing survey stop working as proof of impact?

Because it measures declared intent rather than recorded transactions, and multilateral banks no longer
accept it as portfolio evidence.

When Springer Nature (2025) documents that food service accounts for 18% of the food-related carbon footprint
and that a commercial kitchen emits two to five times more than an equivalent space in another use, the order of
magnitude demands a different class of data. A form filled in on the last day of a program captures what the ben‐
eficiary remembers or wants to please with; the electronic payroll of month 7 has no such motive. The ILO
counts roughly 140 million informal workers in Latin America and the Caribbean, about half of regional employ‐
ment, and no satisfaction survey tells apart a small business that formalized eight positions from one that
churned the same vacancy eight times. That distinction is the ENTIRE finding. Impact gets read from the point of
sale, payroll, purchasing and waste weighing, on a monthly cut with traceability back to the source document.

Chapter 2 — Moving the data source into the transactional system

This is not a methodological preference: it is the only way a third party can reconstruct the figure three years lat‐
er. An indicator is worth what its reconstruction is worth, and if waste kilos are not weighed by production line,
the reported number is an estimate wearing the suit of a fact. UNFCCC and FAO (2024) place food loss and
waste at 8-10% of global greenhouse gas emissions, at a cost near one trillion dollars a year; that size is not au‐
dited with a spreadsheet filled in from memory. SATE Institute defines the monitoring and evaluation framework,
while Masterestaurant S.A.S. supplies capture at the source. Diego F. Parra reads what the system records in
terms of contribution margin and prime cost. A monthly series separates formalization from churn; a single mea‐
surement confuses them forever. With twelve cuts a year, the program officer sees the curve: if headcount rose
from 6 to 14 people in March and fell back to 7 by July, no jobs were created, high season happened.

Chapter 3 — Frequency: twelve points a year, not a snapshot

The declarative framework would have reported fourteen. And the cost of that confusion is financial rather than
reputational, because the external evaluator arrives at month 36 with access to social security filings and com‐
pares. The ILO calculates that roughly 6 out of 10 employed young people in the region work informally, and
restaurants are their entry-level employer; tracking their permanence month by month is what makes a youth
employment program verifiable. My recommendation is blunt: without a monthly series, do not release the sec‐
ond tranche. Counting declared positions inflates results systematically because it never subtracts departures.
In operations below 500 thousand USD a year, net formal employment sustained at twelve months usually lands
between 55% and 70% of the reported gross, and that gap —not the big number— is the finding that lets you re‐
design the retention component. I got this wrong for years: I accepted gross figures because gross is what looks
good in the donor report.

Chapter 4 — The right unit of measure is NET formal employment

ECLAC (2024) puts labor informality among the region's small businesses at 46.6%, concentrated in micro and
small firms, so the real starting point is almost always worse than the declared one. Define the indicator as hires
minus exits, with contract and affiliation active at month twelve, and accept that the number will drop. It will drop
because it will finally be true. The same indicator changes meaning with the size of the till, and that is where
most frameworks break. Below 500 thousand USD a year the viable data point is social security affiliation, cap‐
tured from payroll; line-level weighing does not exist yet. Between 500 thousand and 1 million, weekly inventory
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counts appear and waste can be measured against purchases. Above 1 million, the point of sale allows waste
attribution per dish, with reference food cost between 28% and 35% according to the National Restaurant
Association. Above 5 million there is internal control and the indicator becomes auditable without outside help.

Chapter 5 — Each revenue band measures something different

With sector net margins of 3% to 9% per Statista, demanding the same dashboard from a 400 thousand USD
operator that you demand from a 6 million one amounts to funding consulting with impact money. In the celebri‐
ty-chef restaurant or the large-format themed venue, measurement no longer costs to implement but to defend.
These operations —5 to 10 million USD a year and beyond— run an ERP, hold internal control and almost al‐
ways carry a public sustainability commitment that exposes them. Their own cost is cross-verification: station-
level weighing in kitchens of 40 people, supplier traceability across menus of 90 references, and auditing the fig‐
ure before the communications team publishes it. The EPA (2023) estimated that 61% of methane from food
buried in US landfills escapes uncaptured into the atmosphere, a data point no group with public reporting can
ignore. The tension here is real: large formats own the systems yet face the highest reputational risk, while small
businesses carry low risk and no systems.

Chapter 6 — High end: above 5 million, the cost of measuring changes nature

It resolves counterintuitively: audit the large one, instrument the small one. It unfolds as a chain, and the ending
is predictable. First the mid-term report claims 300 jobs created; then the external evaluator cross-checks social
security records at month 36 and finds 170 active; next the funder freezes the following tranche while asking for
explanations; and finally the whole program loses its credit line because it cannot prove additionality. IFC and
the World Bank (2024) estimate that 70% of small businesses in emerging markets lack adequate financing to
grow, so every line closed over poor measurement gets deducted from that 70%. Operators who did formalize
pay the bill. That is why transactional data is portfolio protection rather than added bureaucracy, and why it
belongs in place before the first disbursement and not once the evaluator has already booked a meeting. Four
captures, none heroic, all tied to a document that exists with or without the program.

Chapter 7 — What gets installed in month one

Electronic payroll with hire and exit dates per person, so net figures can be calculated. Purchases with invoice
and unit of measure, so the kilo bought has something to be checked against. Waste weighing by line at end of
service, even if it starts at a single station. And sales per dish from the point of sale, which is what turns kilos
into margin. SDG target 12.3, which the IDB drives in Mexico, Colombia and Argentina through the #SinDes‐
perdicio initiative, calls for halving per capita food waste by 2030; without those four captures nobody will know
whether anyone got closer. Start with payroll, which draws the most resistance and reveals fastest whether the
social impact the program talks about exists in the accounting. FREQUENCY. Declarative measurement pro‐
duces a photograph; traceable measurement produces a series. With twelve points a year, a program officer can
tell an MSME that formalised its workforce from one that churned the same vacancy eight times, and that dis‐
tinction changes the next disbursement decision.

Chapter 8 — The four differences an investment committee actually weighs

UNIT OF MEASURE. Counting declared jobs inflates results systematically because exits are never deducted.
Net formal employment sustained at twelve months typically lands between 55% and 70% of the gross figure in
operations under USD 500,000 a year, and that gap is exactly the finding a program needs to redesign its reten‐
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tion component. TRACEABILITY. An indicator is worth whatever a third party can reconstruct. If waste kilos were
never weighed by line, the avoided-FLW figure will not survive verification, and the whole report loses credibility
with the multilateral evaluator even when everything else is sound. MARGINAL COST. Field consultancy runs
USD 1,800 to 4,500 per round per operation; pulling the same data from systems the restaurant already runs
costs almost nothing. That difference is what turns a 40-MSME sample into a full portfolio census.

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

Criterion-by-criterion analysis

VALIDITY OF THE EMPLOYMENT INDICATOR

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

Declarative counting adds gross hires and
never records exits, so it structurally
overstates the result.

B  ·  M A S T E R E S TA U R A N T Net employment

sustained at twelve months cross-checks
payroll against enrolment month by month
and surfaces churn as data, not noise.

Verdict: The traceable framework wins. Reporting 41 jobs that are really 23 is not optimism; it is a
reputational liability that detonates at mid-term evaluation.

TOTAL COST OF MEASURING THE PORTFOLIO

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

USD 1,800 to 4,500 per operation per
collection round, which in practice confines
measurement to a small sample.

B  ·  M A S T E R E S TA U R A N T Near-zero

marginal cost after initial instrumentation,
because the data already sits in the
transactional system.

Verdict: The traceable framework wins by a wide margin. Its economics are what turn a sample
into a full portfolio census.
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CREDIT RISK ANTICIPATION

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

Annual statements arrive 9 to 14 months
late; by the time they show deterioration,
the MSME has already closed or
defaulted.

B  ·  M A S T E R E S TA U R A N T Monthly prime

cost and food cost variance raise the flag
two or three quarters ahead of the balance
sheet.

Verdict: The traceable framework wins. I got this wrong for years by treating food cost as a
kitchen matter: it is the cheapest strong predictor of default an MSME portfolio has.

FOOD LOSS AND WASTE MEASUREMENT

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

Estimating as a share of purchases cannot
separate waste origins and will not survive
independent verification.

B  ·  M A S T E R E S TA U R A N T Line-by-line

weighing produces kilos convertible to
CO2e with public factors, comparable
across operations and auditable.

Verdict: The traceable framework wins, with an honest concession: it demands daily discipline
from a team that churns, and without a head chef supervising, the log degrades within six weeks.

LOCAL SOURCING AND SHORT SUPPLY CHAINS

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

Listing local suppliers says how many
there are, not how much money actually
reaches the territory.

B  ·  M A S T E R E S TA U R A N T The share of

purchase spend settled inside the defined
radius measures real local economic
development flow.

Verdict: The traceable framework wins. A supplier count can rise while local spend falls, and that
is precisely the scenario no LED program should be celebrating.
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OPERATING BURDEN ON THE RESTAURANT

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

Concentrated in one annual survey peak,
irritating but time-boxed.

B  ·  M A S T E R E S TA U R A N T Spread across

monthly exports and daily waste weighing.

Verdict: The declarative approach partly wins on sheer convenience, and that deserves to be
said plainly; but the convenience of measuring once a year is exactly what produces reports
nobody can verify.

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

What breaks in the declarative approach C O M M O N  E R R O R

It confuses inputs with results: it counts workshops delivered and MSMEs served, not jobs that
survived twelve months.

✕

It measures once, at the end, when the program can no longer correct anything and social desirability
bias peaks.

✕

It estimates food loss and waste as a share of purchases, a method that cannot separate kitchen
waste from storage loss or plate returns.

✕

It reports local suppliers by headcount, without saying what fraction of actual spend reaches that short
supply chain.

✕

It leaves credit risk outside the impact framework, as if MSME mortality were not destruction of formal
employment.

✕

It does not survive independent verification: an evaluator asking for backup finds a spreadsheet with
no audit trail.

✕
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What a traceable framework does M A S T E R E S TA U R A N T

It declares three closed causal chains — SDG 8, 9 and 12 — with one outcome indicator per chain and
a named verification source.

✓

It reads data from the restaurant's transactional systems: payroll, purchase orders, waste weighing,
point of sale.

✓

It deducts churn: the numerator is net employment sustained at twelve months, not gross hires.✓

It converts FLW kilos to CO2e using public factors, so the environmental indicator is auditable and
comparable across operations.

✓

It folds prime cost and food cost variance in as an early credit-risk signal, nine to fourteen months
ahead of the financial statement.

✓

It publishes its assumptions and limits, which is the only thing that lets a third party replicate the
calculation.

✓

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

Side-by-side comparison

DECLARATIVE

MEASUREMENT

(TRADITIONAL APPROACH)

DATA-TRACEABLE MEASUREMENT

(SATE–MASTERESTAURANT

FRAMEWORK)

Source of employment data ✕ Self-reported closing survey;
1 measurement per program

✓ Payroll and social security enrolment; 12
measurements per year

Unit reported ✕ Declared jobs (point-in-time
stock), no churn deducted

✓ NET formal employment sustained at 12
months, churn rate stated

Food loss and waste (FLW) ✕ Estimated as a share of
purchases; nothing weighed

✓ Kilos weighed by waste line, converted
to CO2e with UNEP/FAO factors

Local sourcing (short supply
chains)

✕ Count of local suppliers listed ✓ % of purchase spend settled with
suppliers inside the defined radius

Credit risk signal ✕ Annual financial statements,
9-14 months behind reality

✓ Monthly prime cost and food cost
variance, alert above 65%

Marginal cost of measuring ✕ Field consultancy per round,
USD 1,800 to 4,500

✓ Near zero: data pulled from systems the
operation already runs
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DECLARATIVE

MEASUREMENT

(TRADITIONAL APPROACH)

DATA-TRACEABLE MEASUREMENT

(SATE–MASTERESTAURANT

FRAMEWORK)

Verifiability by an external
evaluator

✕ Low: no third party can
reconstruct the figure

✓ High: every indicator traceable to entry
and receipt

T H E  N U M B E R S  T H AT  M AT T E R

Environment indicators framing the measurement

V ISUAL I ZAT ION

The numbers, visualized

46.6%
Labour informality among MSMEs in LAC,
concentrated in micro and small firms

140M
Informal workers in Latin America and the

Caribbean, close to half of regional employment

18%
Food service share of the food-related carbon footprint

70%
MSMEs in emerging markets
without adequate financing to grow

20.4%
Young people worldwide not in employment,
education or training (NEET) in 2023

50%
Per-capita food waste reduction by 2030

set by SDG target 12.3, with IDB pilots
in Mexico, Colombia and Argentina
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Labour informality among MSMEs in LAC, concentrated in micro and small firms

46.6%

Informal workers in Latin America and the Caribbean, close to half of regional employment

140M

Food service share of the food-related carbon footprint

18%

MSMEs in emerging markets without adequate financing to grow

70%

Young people worldwide not in employment, education or training (NEET) in 2023

20.4%

Per-capita food waste reduction by 2030 set by SDG target 12.3, with IDB pilots in Mexico, Colombia and…

50%

Sources: ECLAC 2024 · ILO 2024 · Springer Nature 2025 · IFC / World Bank 2024 · ILO — Global Employment
Trends for Youth 2024

Chart by masterestaurant.com

R E A L  C A S E

“We came into a three-unit group in the USD 500,000 to 1 million band that was reporting 41 jobs created
to its funder; once we cross-checked payroll against social security enrolment month by month, net formal
employment sustained at twelve months was 23, with 44% churn concentrated in the cold kitchen. The
same twelve months of operating data showed prime cost at 68.4% and food cost variance of 3.9 points
between theoretical and actual cost. We fixed portioning and started weighing waste by line: variance fell to
1.2 points, prime cost closed at 61.7%, and churn dropped to 26% by the third quarter. The funder received
a report with 23 verifiable jobs instead of 41 declared ones, and approved the second tranche precisely
because the number could be reconstructed.”

— Diego F. Parra, Masterestaurant S.A.S., technology partner of SATE Institute — 3-unit group,
USD 500K-1M/year

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 1-15 · Baseline and source mapping
Before defining a single indicator, inventory the systems where the data ALREADY lives: payroll
engine, social security enrolment, purchase orders, point of sale, waste log. For each one,
document frequency, owner and export format. The baseline carries three hard numbers from
the prior month: prime cost, food cost variance and headcount with tenure per person. If the
operation does not weigh waste, that is the only new collection the framework authorises, and a
USD 30 scale plus three log lines solves it. Everything else gets extracted. A solid source map
drives the marginal cost of the next eleven measurements to almost nothing, and it is the
difference between an M&E system that holds and one that dies in month four.

2 Days 16-40 · Defining the three outcome indicators
One per SDG, no more: net formal employment sustained at 12 months (SDG 8), MSME
operating maturity and digital adoption index (SDG 9), kilos of FLW avoided converted to CO2e
(SDG 12). Each indicator is written with numerator, denominator, named verification source and
frequency. Write the exclusion rule as well: what does NOT count. A works contract under three
months is not sustained formal employment, and that exclusion is what gives the rest of the
report its credibility. Multilateral lenders do not reward the high number; they reward the
definition that survives an audit. Each indicator's technical sheet fits on half a page and must
stand on its own in front of an external evaluator, with no oral explanation attached.

3 Days 41-70 · Instrumentation and first full run
Connect the monthly extraction and run the entire cycle once, end to end, on the most recent
closed month. The real problems surface here: accounting lines that mix food purchases with
cleaning supplies, staff registered under two identifiers, waste written in a notebook nobody
digitises. Fix them now, because six months in, each will have contaminated six points of the
series. The first run also sets the alert thresholds: prime cost above 65% triggers a review, and
food cost per dish above 32% — the MAXIMUM tolerable level, never the target — triggers
menu engineering. Record every data-cleaning decision inside the same indicator file.
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4 Days 71-90 · Board dashboard and verification protocol
The final deliverable is not a report: it is a one-page dashboard with the three outcome
indicators, their monthly series and the credit-risk light derived from prime cost. Next to it sits the
verification protocol, which answers one question: if a third party asks for the backup behind the
June figure, which file do they receive and within how many hours? If the answer exceeds 48
hours, the framework is not ready. Close the quarter by presenting the board or the program
officer the gap between what was historically declared and what is now measured.
Uncomfortable as it is, that gap is the system's first real result and the strongest argument for
the next financing tranche.

FA Q

Frequently asked questions on food service impact measurement

How to improve social impact measurement in food service without hiring an M&E consultancy
every year?

By changing the data source. Pull indicators from payroll, purchasing, waste logs and point of sale — systems
the operation already pays for — instead of collecting them by survey. Marginal cost drops to near zero
and frequency goes from one annual measurement to twelve, which is what allows correction inside the
program cycle.

Which employment indicator do multilateral lenders accept today?

NET formal employment sustained at twelve months, with the churn rate stated alongside it and verification
against social security enrolment. Survey-declared jobs no longer pass independent evaluation because they
neither deduct exits nor separate works contracts under three months.

How do you measure environmental impact without laboratory equipment?

With a scale and three waste log lines: kitchen, storage and plate returns. Kilos convert to CO2e using public
factors; food loss and waste equal 8-10% of global greenhouse gas emissions, according to UNFCCC and FAO
(2024), and that factor makes any operation comparable.

Does this framework work for a restaurant under USD 500,000 a year?

Yes, and more urgently than in a chain. In that band the first step is singular: weigh waste by line for eight weeks
and close the food cost variance. With those two numbers a small operator already reports a verifiable SDG 12
indicator and a credit-risk signal no annual financial statement would deliver in time.

D ATA  &  S O U R C E S
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Propiedad Intelectual de Masterestaurant® — Exclusivo para Líderes de Sector · masterestaurant.com

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

Excedente de alimentos total
EE. UU. 2024

USD 380 mil millones en excedente; USD 325 mil millones
(85%) es desperdicio

ReFED 2025

Desperdicio como residuo
sólido urbano (EPA)

Los alimentos son 24% de los residuos sólidos urbanos
enviados a vertedero

U.S. EPA 2023

Desperdicio del sector
foodservice EE. UU. (EPA)

26.7 millones de toneladas de comida desperdiciada; 72%
a vertedero (2019)

U.S. EPA 2019

Pérdida y desperdicio de
alimentos global (FAO)

Cerca de un tercio de los alimentos producidos se pierde
o desperdicia (~1.3 mil millones de ton/año)

FAO 2024

Desperdicio global y hambre
(UNEP)

1.05 mil millones de ton desperdiciadas en 2022; 783
millones de personas con hambre

UNEP Food Waste
Index 2024

Hogares como fuente de
desperdicio (UNEP)

Los hogares generan 60% del desperdicio de alimentos
(631 millones de ton en 2022)

UNEP Food Waste
Index 2024
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