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Challenges of Alamesa
Organization
https://www.instagram.com/alamesaresto/?hl=es https://www.youtube.com/@Alamesaresto
People

· 40 neurodivergent young adults – protagonists of the operational model and the central focus of the restaurant’s purpose.

· 10 facilitators – support team that accompanies the process without intervening during service.

Context


Alamesa is a restaurant located in Las Cañitas, a neighborhood in Buenos Aires City. The project was born with a clear purpose: to create a real model of labor inclusion for neurodivergent young adults, ensuring not only employment but also autonomy, social connections, and a life project.


The restaurant was designed from the ground up by adapting processes, kitchen operations, the menu, and the service in order to minimize risks, reduce excessive stimuli, and allow structured and replicable tasks. For example: knives, open flames, and scales were eliminated. Also, ingredients arrive pre‑processed; ovens are pre‑programmed, and the system operates using color codes to facilitate the workflow


Unlike many other social impact ventures, Alamesa was conceived as a corporation (Sociedad Anónima), based on the conviction that it needed to be profitable, self‑sustaining, and competitive within the restaurant industry. The challenge was not to generate compassion, but excellence.

Milestones

· 2019 – The idea was conceived.

· 2021 – Incorporation of the senior team (Director / Psychologist / Gastronomy consultants).

· 2022–2023 – Design stage and pilot testing in external food service venues.

· March 2024 – Official restaurant opening in Las Cañitas.

· 2024 – Iterative redesign of the menu (seven versions until operational stability was achieved)
· 2025 – Implementation of the QR ordering system and consolidation of the corporate subscription model.

· 2024–2025 – 4.9/5 Google rating and more than 1,400 job applications received.

Challenges:

1. Economic Challenge: Break‑Even Point and Operating Capacity

Alamesa operates with limited capacity: it opens only five days per week, with a single daytime shift, and functions at approximately 25% of the capacity of a traditional restaurant operating double shifts. This places pressure on the break‑even point, since fixed costs must be covered with lower potential revenue.

2. Aligning the Economic Model with the Purpose

The restaurant does not accept direct donations, which requires maintaining a genuinely entrepreneurial business model. The value proposition must balance social impact with gastronomic excellence. The risk is that the purpose could be perceived as marketing, or that profitability could compromise the inclusive mission.

3. Motivation of Neurodivergent Employees

Neurodivergent young adults are the true protagonists of the project. The challenge is to keep them enthusiastic, happy, and engaged so that they want to return each day. This requires creating playful spaces, rotating tasks, and fostering an emotionally safe environment.

4. Flexibility in Response to Customer Demands

The restaurant’s operating system is highly structured. The menu was redesigned multiple times until stability and replicability were achieved. However, the restaurant industry demands constant innovation and novelty in order to retain customers
IAE Business School adhiere a la política de acceso abierto al conocimiento y pone a disposición de la comunidad académica parte de su producción intelectual, a través del uso licencias Creative Commons. 

Creative Commons es una organización sin ánimo de lucro, que promueve el intercambio y utilización legal de contenidos cubiertos por los derechos de autor. Para ello, entre otras actividades, brinda un set de herramientas legales estandarizadas: las licencias Creative Commons, que se basan en el derecho de autor.

El IAE aplica estas licencias a sus trabajos en acceso abierto: 


[image: image1]

[image: image2]
<a href="www.iae.edu.ar">Challenges of Alamesa</a> © 2026 by <a href="www.iae.edu.ar">Rocha, Héctor</a> is licensed under <a href="https://creativecommons.org/licenses/by-nc-sa/4.0/">CC BY-NC-SA 4.0</a><img src="https://mirrors.creativecommons.org/presskit/icons/cc.svg" alt="" style="max-width: 1em;max-height:1em;margin-left: .2em;"><img src="https://mirrors.creativecommons.org/presskit/icons/by.svg" alt="" style="max-width: 1em;max-height:1em;margin-left: .2em;"><img src="https://mirrors.creativecommons.org/presskit/icons/nc.svg" alt="" style="max-width: 1em;max-height:1em;margin-left: .2em;"><img src="https://mirrors.creativecommons.org/presskit/icons/sa.svg" alt="" style="max-width: 1em;max-height:1em;margin-left: .2em;">
	(*) Case prepared by Héctor Rocha and Jazmín Haiek from IAE Business School, Pilar, March 2026.
The stages for developing live cases are described in Rocha (2018) – Live Cases: Methodology: The Key to Transformation – The Live Case Study - IAE Business School. 

This case was presented at the Future of Workforce Summit on March 19, 2026: https://bit.ly/4lMRQcR
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