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

Verdict: restaurant GIS and location intelligence stops being decorative cartography the
moment every territorial layer is tied to a unit-economics variable —rent to sales,
achievable average check, table turnover, inbound logistics cost— and that tie becomes
auditable. The traditional method decides with a competition map, a manual footfall count
and the promoter's conviction; the Masterestaurant method turns territory into a risk
vector with thresholds, and that vector feeds both the credit committee and the program's
monitoring and evaluation system.

For multilateral banking the gap is measurable: AI penetration among Latin American and
Caribbean firms stays below 4% against more than 20% in Europe, according to ECLAC
(2024), and that gap explains why territorial pre-feasibility for a gastronomic MSME is still
done by eye while 95.4% of Mexican economic units are microenterprises, according to
INEGI (Economic Census 2024). A well-built GIS promises no customers: it bounds the
expected revenue band, flags territory risk and leaves a trail for M&E.
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📄  W h i t e  P a p e r Technical document · C-Suite & multilateral banking · 17 min read · 2026-08-29

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

A promoter with capital for a 90-seat venue and a target band of 500 thousand to 1 million USD a year walks
into the committee with three things: a photo of the site, a footfall study run on two Tuesdays and the conviction
that the neighborhood is growing. The committee approves or rejects on that evidence. When the loan goes
delinquent eighteen months later nobody can reconstruct which territorial variable failed, because none was
ever recorded.

That void has concrete macroeconomic consequences. SMEs account for roughly 90% of businesses and more
than 50% of employment worldwide, according to the World Bank, and in Mexico the restaurant industry
concentrates 12.2% of economic units with 581,530 establishments and close to two million jobs, according to
INEGI and CANIRAC (2022). Every closure driven by bad location destroys formal employment in a sector
where women represent 60% to 70% of the workforce, according to the ILO.

Restaurant GIS and location intelligence answers a question development banking has been asking for years
without a tool: how do you tell apart, before disbursing, a project with structural territorial vulnerability from one
with a healthy location but a badly run operation? Two different failures, two different remedies, today collapsed
into a single provision line.

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

Side-by-side comparison

TRADITIONAL LOCATION

METHOD

MASTERESTAURANT METHOD

(OPERATIONAL GIS)

Source of the site decision ✕ Manual footfall count over 2
to 4 days plus a promoter visit; 0
variables recorded in structured
form

✓ 18 to 24 georeferenced layers
(demographics, competition, mobility, rent
per m², suppliers) with explicit weight per
variable

Sales projection horizon ✕ Single average-check
estimate with no band; a typical
error the committee cannot bound

✓ Revenue band per scenario
(conservative, base, stress) with a ±15%
range declared before disbursement

Treatment of territory risk ✕ Qualitative: 'good area' or
'fair area'; never enters credit
scoring

✓ 0 to 100 index with 5 weighted sub-
indices that does enter scoring as a variable

Inbound logistics cost ✕ Supplier list price is
assumed; distance to the
wholesale hub is not modeled

✓ Computed on supplier radius; in short
supply chains the food cost differential
reaches 2 to 4 points

Traceability for program M&E ✕ None: the file closes at
disbursement and the data is
never recovered

✓ Every variable is versioned; ex post is
compared against ex ante at 6, 12 and 24
months
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TRADITIONAL LOCATION

METHOD

MASTERESTAURANT METHOD

(OPERATIONAL GIS)

Analysis cost per project ✕ Site consulting between
3,000 and 12,000 USD per
venue, non-reusable

✓ Territorial layer reusable across the
portfolio; marginal cost per additional project
tends to zero

Time to recommendation ✕ 4 to 8 weeks per external
market study

✓ 72 hours for the territorial shortlist;
fieldwork validates rather than discovers

Chapter 1 — The territorial layer no credit committee can provision today

A heat map with no unit economics tied to each polygon is expensive decoration, and the committee approving
on that evidence is signing blind. Mexico's restaurant industry accounts for 12.2% of economic units with
581,530 establishments and close to two million jobs, according to INEGI and CANIRAC (2022), while microen‐
terprises already make up 95.4% of the country's total economic units yet only 41.4% of employed personnel,
according to INEGI's 2024 Economic Census. That asymmetry explains why a closure caused by location never
reads as a policy failure: it reads as one more small business that could not hold on. A serious GIS ties every
layer —rent to sales, achievable check average, table turns, inbound logistics cost— to a specific revenue band,
and that tie is what turns the map into a defensible provision. A revenue band can be provisioned; a yes or a
no cannot.

Chapter 2 — Why is a revenue band worth more than an open-or-don't verdict?

The traditional method delivers a binary the risk analyst cannot translate into reserves, and the conver‐
sation dies right there.

When ECLAC (2024) documents that fewer than 4% of firms in Latin America and the Caribbean use artificial in‐
telligence against more than 20% in Europe, it is not describing scarce capital but the missing analytical layer
that turns capital into an auditable decision. Small and medium firms are roughly 90% of all companies and over
50% of employment worldwide, according to the World Bank, and even so a restaurant's credit file rarely holds a
single reproducible territorial variable. Write the band with a low, central and high scenario, and put your name
on which of the three you used to provision. In the band under 500 thousand USD a year, rent to sales is the
only territorial variable that matters, and the threshold is unforgiving: above 10% the venue will not survive one
bad cycle, and in Mexico that displaces most of the microenterprise universe INEGI puts at 95.4% of economic
units (2024 Economic Census).

Chapter 3 — Under 500 thousand USD a year: the territory decides before the menu does

There is no room here to model hourly footfall or pay for a mobility study. The recommendation holds up on
three free layers: residential density of the polygon, distance to the wholesale market that sets inbound logistics
cost, and direct competition within a 400-metre walk. An operator in this band who moves rent from 12% down
to 9% of sales recovers the equivalent of one month of payroll per year, and that money shows up in no menu
optimization whatsoever. Crossing one million USD depends less on the seat than on the delivery run, and the
GIS changes its question there. Circana measures that close to 75% of sector traffic now happens off-premise,
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which means the relevant polygon is no longer the walking radius but the profitable delivery area within a fifteen-
minute drive. A 90-seat venue aiming at this band needs to know how many households fall inside that ring and
what the marginal kilometre costs before signing the lease, not after.

Chapter 4 — From 500 thousand to 1 million: where off-premise traffic rewrites the polygon

Table turns still rule the lunch shift, but incremental margin arrives through the evening and weekend window.
Model both curves separately: blending them into one average hides precisely the shift that is losing money.
Past one million USD the territory stops limiting sales and starts limiting supply. A venue in this band moves
enough volume for the 43% of food surplus that ReFED (2024) attributes to full-service restaurants in the United
States to become a visible line on the income statement, and 70% of that waste originates in food left uneaten
on the plate, according to ReFED (2025). Beyond 5 million, the dominant variable is labour availability inside the
polygon: the industry employs 10% of the United States workforce, according to the National Restaurant
Association (2024), and competing for that talent within a saturated radius costs more than the rent. Measure
labour supply density with the same rigour you apply to footfall.

Chapter 5 — High end above 10 million: the celebrity
restaurant does not obey the map, it distorts it

The large-format themed venue or the media chef project generates its own flow, which is why conventional
footfall layers measure it badly. These formats, typically above 10 million USD a year, carry costs no other band
faces: amortizable set design, a staff-to-guest ratio that can double the standard, and a calendar dependency
that concentrates 40% of billings in four months. Spain offers the useful reference, because its hospitality sector
is worth 6.7% of GDP with 157,379 million euros billed and contributes 20.4% of the EU-27 restaurant value
added, according to the 2024 Spanish Hospitality Yearbook. In that market the large format works because the
tourist destination sustains the calendar; outside it, the same concept breaks on seasonality, not on location.
Location is not a year-zero event, it is a time series, and that is the strongest argument to put in front of develop‐
ment banking.

Chapter 6 — The two-year monitoring that turns an approval into evidence

The same layer that approved the site works in year two to separate two failures today collapsed into a single
provisioning line: structural territorial vulnerability and a badly run operation on a healthy site. Those are two dif‐
ferent remedies —restructure the debt or replace the manager— and confusing them costs portfolio. At
Masterestaurant, Diego F. Parra builds each project's territorial file with that continuity, because a closure with‐
out traceability destroys formal employment in a sector where women make up 60% to 70% of workers, accord‐
ing to the ILO, and reach 54.3% in Spain at the close of 2024, according to the Hospitality Yearbook. Keep the
series from day one. Suppose the bank conditions disbursement on five recorded, verifiable territorial variables.
The first effect is uncomfortable: between 20% and 30% of the projects that pass today would not pass, and de‐
velopers would howl. The second effect surfaces at eighteen months, when arrears can be attributed to a cause
and the provision stops being a blind average.

Chapter 7 — What would happen if committees demanded the territorial layer in the file?

The third one matters for public policy, because UNDP (2024) documents that 65.6% of new e-commerce
stores in Latin America are led by women and Women Entrepreneurs Grow Global (2024) reports that
women founded 49% of new businesses that year:
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screening by territory rather than by mortgage collateral opens credit to whoever has a project and no assets.
Start by requiring the revenue band in the committee minutes, and compare at twenty-four months. The tradi‐
tional route yields a binary verdict —open or don't— while GIS yields a revenue band with scenarios, and a
band is the only thing a credit committee can provision against. When ECLAC (2024) documents that fewer than
4% of firms in the region use AI against more than 20% in Europe, it is describing precisely this absence: capital
is not what's missing, the analytical layer that turns capital into a defensible decision is.

Chapter 8 — The four differences that change the outcome

Traditional practice treats location as an event; GIS treats it as a series. The same layer that clears the site in
year zero serves the program's monitoring and evaluation in year two, and that continuity is what lets you at‐
tribute an outcome to the intervention rather than to the business cycle. Traditional practice ignores the supply
chain; GIS models it. With 81% of agricultural holdings in Latin America and the Caribbean in family farming
hands, according to FAO (2024), a polygon with viable local suppliers does more than cheapen inputs: it acti‐
vates a short supply chain that SDG 12 can actually measure. Traditional practice leaves no trail; GIS leaves ev‐
idence. And that evidence separates a program that reports disbursements from one that reports impact, with
70% of foodservice waste originating in food left uneaten on the plate, according to ReFED (2025), and more
than 43% of surplus generated by full-service restaurants, according to ReFED (2024).

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

Criterion-by-criterion comparative analysis

QUALITY OF EVIDENCE BEFORE THE COMMITTEE

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D

Promoter narrative plus photos and a one-
off footfall count; the committee votes on
perception

B  ·  M A S T E R E S TA U R A N T Composite index

with weighted sub-indices and a revenue
band per scenario; the committee votes on
a range

Verdict: GIS wins: a band can be provisioned, a conviction cannot.
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COST PER PROJECT ACROSS A 20-VENUE PORTFOLIO

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D

Between 60,000 and 240,000 USD in non-
reusable site consulting

B  ·  M A S T E R E S TA U R A N T The layer is paid

for once; project number 20 costs
practically what number 19 did

Verdict: GIS wins on scale economics; for a single isolated venue the gap narrows.

SPEED TO SHORTLIST

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D 4 to

8 weeks of external study before any
polygon is discarded

B  ·  M A S T E R E S TA U R A N T 72 hours to

shortlist; fieldwork shifts to validating
rather than discovering

Verdict: GIS wins, with one condition: the base layer must exist beforehand, not during.

MODELING OF INBOUND LOGISTICS COST

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D List

price is taken and distance to sourcing is
ignored

B  ·  M A S T E R E S TA U R A N T Supplier radius

modeled; the documented differential in
short supply chains reaches 2 to 4 food
cost points

Verdict: GIS wins comfortably: those are contribution margin points the traditional method never
even sees.
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USEFULNESS FOR PROGRAM MONITORING AND EVALUATION

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D

None; the file closes at disbursement and
the data is never recovered

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

baseline, comparable ex ante against ex
post at 6, 12 and 24 months

Verdict: GIS wins: with no baseline there is no impact attribution, only a disbursement narrative.

MODEL OVERFITTING RISK

A ·  T R A D I T I O N A L L O C AT I O N  M E T H O D Low,

because there is no model to overfit

B  ·  M A S T E R E S TA U R A N T Real: with

generic weights or few observations the
index ranks but does not predict

Verdict: The traditional route wins on epistemic honesty; GIS only beats it once calibrated against
live operations.

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

What the traditional approach measures S TAT U S  Q U O

Footfall observed on isolated days, uncorrected for seasonality or for off-peak hours.✕

Competition counted by physical proximity, without separating consumption occasion or price tier.✕

Rent negotiated as an isolated fixed cost rather than as a share of the expected revenue band.✕

A perception that the neighborhood is growing, taken from the promoter or the real estate broker.✕

No measurement of effective distance to the wholesale hub or of the logistics premium it imposes.✕
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What GIS location intelligence measures M A S T E R E S TA U R A N T

Demand density per 5, 10 and 15-minute isochrone, corrected by daypart and day of week.✓

Competitive pressure weighted by menu affinity and price tier, not by raw proximity.✓

Projected rent to sales as a hard threshold: above 10% the operation loses degrees of freedom.✓

Composite territory risk: block-level commercial churn, dependence on a single traffic generator,
exposure to public works.

✓

Supplier radius and viability of short supply chains, with direct effect on food cost and on food loss and
waste.

✓

Talent availability inside the polygon: skills gap measured by training supply and by Open Badges
micro-credentials issued in the area.

✓

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

Side-by-side comparison

TRADITIONAL LOCATION

METHOD

MASTERESTAURANT METHOD

(OPERATIONAL GIS)

Source of the site decision ✕ Manual footfall count over 2
to 4 days plus a promoter visit; 0
variables recorded in structured
form

✓ 18 to 24 georeferenced layers
(demographics, competition, mobility, rent
per m², suppliers) with explicit weight per
variable

Sales projection horizon ✕ Single average-check
estimate with no band; a typical
error the committee cannot bound

✓ Revenue band per scenario
(conservative, base, stress) with a ±15%
range declared before disbursement

Treatment of territory risk ✕ Qualitative: 'good area' or
'fair area'; never enters credit
scoring

✓ 0 to 100 index with 5 weighted sub-
indices that does enter scoring as a variable

Inbound logistics cost ✕ Supplier list price is
assumed; distance to the
wholesale hub is not modeled

✓ Computed on supplier radius; in short
supply chains the food cost differential
reaches 2 to 4 points

Traceability for program M&E ✕ None: the file closes at
disbursement and the data is
never recovered

✓ Every variable is versioned; ex post is
compared against ex ante at 6, 12 and 24
months
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TRADITIONAL LOCATION

METHOD

MASTERESTAURANT METHOD

(OPERATIONAL GIS)

Analysis cost per project ✕ Site consulting between
3,000 and 12,000 USD per
venue, non-reusable

✓ Territorial layer reusable across the
portfolio; marginal cost per additional project
tends to zero

Time to recommendation ✕ 4 to 8 weeks per external
market study

✓ 72 hours for the territorial shortlist;
fieldwork validates rather than discovers

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

Indicators framing the analysis

V ISUAL I ZAT ION

The numbers, visualized

4%
AI penetration among Latin American and
Caribbean firms, versus more than 20% in Europe

95.4%
Microenterprises as a share of total economic
units in Mexico (41.4% of employed personnel)

12.2%
Restaurant industry share of Mexican
economic units: 581,530 establishments

81%
Agricultural holdings in the region under family
farming: the base for short supply chains

70%
Share of foodservice waste coming
from food left uneaten on the plate

181.9M
People in Latin America and the
Caribbean unable to afford a healthy diet
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AI penetration among Latin American and Caribbean firms, versus more than 20% in Europe

4%

Microenterprises as a share of total economic units in Mexico (41.4% of employed personnel)

95.4%

Restaurant industry share of Mexican economic units: 581,530 establishments

12.2%

Agricultural holdings in the region under family farming: the base for short supply chains

81%

Share of foodservice waste coming from food left uneaten on the plate

70%

People in Latin America and the Caribbean unable to afford a healthy diet

181.9M

Sources: ECLAC 2024 · INEGI Economic Census 2024 · INEGI / CANIRAC 2022 · FAO State of Food and Agriculture
2024 · ReFED 2025

Chart by masterestaurant.com

R E A L  C A S E

“We came in with three venues and a band of 1.4 million USD a year, with the fourth site already signed on
a hunch. We ran the territorial layer and the chosen polygon scored 71 out of 100 on risk: it depended on a
single traffic generator and projected rent weighed 13.8% on sales. We moved eight blocks, into a polygon
scoring 34, with rent at 8.1%. Twelve months later the fourth venue closed the year at 412 thousand USD
against the 300 thousand the original site projected, and food cost dropped 2.3 points because the new
radius gave us two proximity suppliers. The site we nearly signed would have needed 19 more months to
break even.”

— Expansion Director of a three-venue restaurant group, band above 1 million USD a year,
Mexico City

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 1-20 · Build the base territorial layer
Consolidate the target country's public sources —economic census, cadastre, mobility, business
registry— and georeference the existing portfolio. The deliverable is a map with the 18 to 24
variables loaded and the territory risk index computed for every venue already trading. Without
that feedback against live operations the model has nothing to calibrate itself on. If you work
with multilateral banking, this phase doubles as the M&E baseline: what goes unmeasured
today will not be attributable tomorrow.

2 Days 21-45 · Calibrate the model against real results
Cross each venue's territorial index with its EBITDA, its rent to sales and its average check over
the last twelve months. Adjust sub-index weights until the model explains the observed
dispersion. This is where most teams go wrong: they adopt generic textbook weights and get an
index that ranks nicely and predicts nothing. Mobility does not carry the same weight in an office
corridor as in a residential area, and forcing one weight set destroys predictive power.

3 Days 46-70 · Wire the index into scoring and the committee
Incorporate the territory risk index as a formal variable in credit scoring or the investment
committee, with declared thresholds: above 65 the project requires explicit mitigants; above 80 it
is rejected or relocated. Document the threshold before the first decision, not after, because a
threshold set afterwards is a justification rather than a control. Connect the output to the
Restaurant Model Canvas so the territory hypothesis and the business-model hypothesis are
validated together.

4 Days 71-90 · Close the monitoring and evaluation loop
Set measurement cutoffs at 3, 6 and 12 months with three hard KPIs: sales deviation against
the projected band, effective rent to sales and food cost variance. Publish the dashboard for the
program officer and for the operator, with the same data. When ex post contradicts ex ante, the
correction goes into the model, not into the client's file. That loop is what turns a site tool into a
portfolio intelligence system.

FA Q
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Frequently asked questions

What is a restaurant GIS and how does it differ from a market study?

Restaurant GIS and location intelligence is a system that overlays georeferenced layers —demand, competition,
mobility, rent and suppliers— and converts them into unit-economics variables. A traditional market study
delivers a static document in 4 to 8 weeks; GIS delivers a reusable index that recalculates and serves territorial
pre-feasibility, scoring and monitoring alike.

Is location intelligence useful for a single-venue operator below 500 thousand USD a year?

Yes, and more urgently than for a chain, because a single-venue operator cannot offset a site error with the rest
of a portfolio. For that band the minimum use is narrowing two or three polygons, verifying that projected rent
stays under 10% of sales and confirming at least two suppliers inside the short supply radius.

How does territorial analysis connect to food loss and waste?

Supplier radius determines viable purchase frequency, and frequency determines inventory at risk. A polygon
with sourcing under thirty minutes away lets you buy fresh several times a week instead of stockpiling.
According to ReFED (2025), 70% of foodservice waste comes from food left uneaten on the plate, and the rest
is decided in purchasing and inventory, exactly where location rules.

What does multilateral banking require to accept a territorial index in scoring?

Three things: traceable public sources, weights documented before the first decision, and a monitoring and
evaluation plan with cutoffs at 6, 12 and 24 months. An index without a baseline is an opinion with decimals.
With those three elements the index can enter as a formal restaurant credit risk variable and withstand an
investment officer's review.

D ATA  &  S O U R C E S

Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

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

casi 75%
National Restaurant Association —
State of the Industry

Comida desechada al año por
restaurantes, tiendas y fabricantes de EE.
UU.

52.000 millones de libras (23,6
millones de toneladas)

EPA / ReFED — datos de
desperdicio de alimentos de EE.
UU.
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Metric Benchmark 2026 Source

Empleos del sector restaurantero en EE.
UU.

15.7 millones (2026) → 17.3
millones proyectados a 2036

National Restaurant Association
2026

Adultos que han trabajado alguna vez en
restaurantes

67% (78% de la Gen Z)
National Restaurant Association
2026

El restaurante como PRIMER empleo
51% de los adultos tuvo su
primer empleo en el sector

National Restaurant Association
2026

Empleados nacidos fuera de EE. UU.
23% de la fuerza laboral del
sector (2026)

National Restaurant Association
2026
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