
E x e c u t i v e  B r i e f s

AI as a Board Committee: Simulate
the Crisis Before It Happens

By Diego F. Parra · Updated 2026-07-08 · Social Impact

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

The crisis that sinks a restaurant is almost never a surprise: it is a probability no one
modeled. A synthetic board committee —AI running thousands of shock scenarios (input-
cost spikes, ticket drops, payroll breaks) over the operation's real data— turns operational
variability into quantified, actionable risk. For the gastronomic MSME, where 17% fail in
the first year (Parsa et al., via Oregon State University 2024) and only 51.4% survive five
years (U.S. Bureau of Labor Statistics 2024), simulating before deciding is the difference
between a US$3,000 correction and a closure. Diego F. Parra and the Twin Ecosystem
Model of SATE Institute + Masterestaurant treat this simulation as continuous operational
due diligence, not an annual forecast.
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This brief translates a technical capability —AI scenario simulation— into a decision architecture for the
restaurant owner and for the multilateral banking program officer who finances it.

The frame is the Twin Ecosystem Model: SATE Institute sets the development agenda and measures
impact (M&E); Masterestaurant S.A.S. provides the technology platform that runs the simulations over real
operational data.

Every cited figure comes from a verifiable external source (IDB, ILO, FAO, National Restaurant Association, U.S.
BLS). Diego F. Parra's track record across 8,400+ restaurants and 43 countries is authority context, not the
sample behind any figure.

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

Side-by-side comparison

TRADITIONAL BOARD

(REACTIVE)

AI COMMITTEE (ANTICIPATORY

SIMULATION)

First-year failure rate
(gastronomic MSME)

✕ 17% of the sector doesn't reach 12
months (Parsa et al., Oregon State
University 2024)

✓ Method's goal: cut the risk by
modeling the shock before signing the
lease

5-year survival ✕ 51.4% of the sector survives 5
years (U.S. BLS 2024)

✓ Stress-testing unit economics
raises the quality of expansion
decisions

10-year survival ✕ 34.6% reach a decade (U.S. BLS
2024)

✓ The AI committee reviews break-
even every quarter, not every crisis

Annual closures (U.S. market
reference)

✕ Over 72,000 closures in 2024
(National Restaurant Association 2024)

✓ Early detection of margin decay
before the point of no return

Food loss and waste (modeled
cost)

✕ 13.2% of food is lost post-harvest
(FAO/UNEP 2024)

✓ Shrinkage simulation crosses food
cost variance with supply risk

Basis for credit risk ✕ Historical financials, no stress
scenarios

✓ Scoring with operational data +
simulated scenarios = continuous due
diligence

Decision horizon ✕ Annual, after book close ✓ Continuous: every relevant shock
triggers a simulation

1. What is a synthetic board of directors and why does it change the game?
A synthetic board of directors is an AI that runs thousands of shock scenarios—input price spikes, tick‐
et drops, payroll breaks—against your operation's real cash data, before the crisis arrives.

The crisis that bankrupts a restaurant is almost never a surprise: it is a probability no one modeled. In 2024
more than 72,000 restaurants closed in the United States (National Restaurant Association, State of the Industry
2024), and the mistake I see over and over is the same: owners who govern by gut. The axis stops being a fore‐
cast—a single future figure—and becomes the distribution of outcomes: how many of those thousands of sce‐
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narios push the business below break-even, and with what probability. That is exactly what no static spread‐
sheet tells you, and it is the difference between reacting to a shock and pricing it in advance. For multilateral
banking, simulation turns the credit risk of the gastronomic MSME into something measurable instead of a
black box.

2. How does this connect to the bank that finances the restaurant?
Today scoring looks at accounting history; tomorrow it incorporates resistance to stress scenarios.

It matters because in the United States 9 out of 10 restaurants have fewer than 50 employees (National
Restaurant Association 2025), and that mass of small businesses is what an IDB program officer must finance
without flying blind. Here the Twin Ecosystem Model operates: SATE Institute defines the development agenda
and measures impact, while Masterestaurant S.A.S. provides the platform that runs simulations on real opera‐
tional data. The result is not a promise: it is a survival probability curve the lender can read and price against.
Credit stops punishing those without a track record and starts rewarding those who withstand stress, which re‐
shapes who gets funded. The myth of 90% failure in the first year is false, and calibrating against real figures is
the first thing I demand. The actual first-year failure rate of independent restaurants in the United States is 17%,
according to the UC Berkeley economists' study (Parsa et al.), circulated by Oregon State University in 2024.

3. Which failure myth must the model be calibrated against?
Furthermore: 51.4% of restaurants survive more than five years and 34.6% pass ten (U.S. Bureau of
Labor Statistics 2024), above the 49.6% of all small businesses.

I have seen it in more than 8,400 restaurants: the one that dies is not the myth's 'doomed' operator, it is the one
who never modeled its breaking point. A synthetic board calibrated with these real rates neither exaggerates fear
nor minimizes it; it tells you exactly how many of your scenarios knock you out of the game and in which month
the first blow lands. The three shocks that sink a restaurant fastest are input price spikes, falling average ticket,
and payroll breaks, and the model runs them in combination, not in isolation. Input cost is not abstract: food loss
and waste already exceeds record figures and by 2030 will cost US$1.5 trillion a year (UNEP/WRAP 2024),
pressure that passes straight into your menu's food cost.

4. Which concrete shocks must the model simulate on your cash?
That is why my hard rule is food cost ≤ 32% per dish as a ceiling, never a target. Payroll and rent are not
loaded onto the plate:

they live in break-even, and that is where the simulation strikes. In Latin America and the Caribbean ≈127 million
tons of food are lost each year, roughly 223 kg per person (IDB, #SinDesperdicio Platform). Every point of
shrinkage the model catches early is one less scenario crossing your red line. The owner stops governing by gut
and starts governing by decision architecture: every pricing, menu, or payroll move is tested in simulation before
it is executed. Raise the signature dish $1 and the model shows you in what percentage of scenarios the traffic
drop cancels the gain. Cut a shift and you see whether the service break spikes customer churn. This is not the‐
ory: in the sector, food and green waste are ≈44% of municipal solid waste (World Bank, What a Waste 2.0), a
signal of how much money is thrown out unmeasured.

5. How does this translate into pricing, menu, and payroll decisions?
The discipline I teach in the Masterestaurant method is simple: no structural move is executed without
passing through the synthetic board. Diego F. Parra sums it up—instinct proposes, simulation disposes.
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The gut picks the dish; decision architecture tells you if you survive it. Preventing an avoidable closure pre‐
serves formal employment, and that is the direct link to SDG 8. 51% of adults had their first formal job in a
restaurant or in foodservice (National Restaurant Association 2025); every location that does not fail is an em‐
ployability school that stays open. It matters globally because 57.8% of the world's workers are in informal em‐
ployment (ILO, World Employment and Social Outlook, May 2024): the formal restaurant is one of the few con‐
tract-based entry doors to work. The U.S. restaurant industry projection adds ≈150,000 jobs a year on average
through 2032 (National Restaurant Association 2024). That is why the Twin Ecosystem Model measures impact,
not just margin: fewer modeled and prevented closures equal more formal employment preserved, a figure
SATE Institute reports in its M&E and that development banking can audit.

6. How does an owner start using a synthetic board today?
Start by loading your real cash data from the last twelve months—sales per dish, food cost, payroll, rent
—and letting the model define your break-even point before simulating anything.

Without that anchor, any scenario is noise. The next step is prioritizing shocks by probability and damage: in
North America and Europe post-harvest loss is 10.0%, the lowest by region (FAO 2024), but fruits and vegeta‐
bles already reach 25.4% shrinkage (FAO 2024), so that is where the first cost simulation should aim. Then
each structural decision is tested against the distribution of outcomes, not against an average. Diego F. Parra's
track record across 43 countries and more than 8,400 restaurants teaches that whoever models their breaking
point first rarely lives it. Model the worst month today, with your figures, and decide with architecture instead of
fear. The axis stops being the forecast (one future number) and becomes the distribution of outcomes: how
many scenarios push the restaurant below break-even, and with what probability.

7. What changes structurally
The owner stops governing by gut and starts governing by decision architecture: every price, menu or payroll
move is tested in simulation before execution. For multilateral banking, the credit risk of the gastronomic MSME
stops being a black box: scoring incorporates resistance to stress scenarios, not just accounting history. The link
to SDG 8 is direct: fewer avoidable closures means more formal employment preserved, in a sector where 51%
of adults had their first formal job (National Restaurant Association 2025).

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

Traditional board vs. AI board committee

NATURE OF THE DECISION

A ·  T R A D I T I O N A L B O A R D  ( R E A C T I V E )

Reactive: decided once the crisis is
already at the till

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

decided on simulated scenarios before the
shock

Verdict: The AI committee wins: it turns surprise into modeled probability.
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BASIS OF CREDIT RISK

A ·  T R A D I T I O N A L B O A R D  ( R E A C T I V E )

Historical financial statements

B  ·  M A S T E R E S TA U R A N T Operational data

+ stress-scenario resistance

Verdict: Scenario-based scoring cuts asymmetry; it makes the MSME financeable.

GOVERNANCE FREQUENCY

A ·  T R A D I T I O N A L B O A R D  ( R E A C T I V E )

Annual, after book close

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

every relevant shock triggers a simulation

Verdict: Continuous operational due diligence catches decay before the point of no return.

DEVELOPMENT IMPACT (SDG 8)

A ·  T R A D I T I O N A L B O A R D  ( R E A C T I V E )

Avoidable closures destroy formal
employment

B  ·  M A S T E R E S TA U R A N T Fewer closures =

more employment preserved and healthier
portfolio

Verdict: The micro-macro link is direct and measurable in M&E.

S I D E - B Y- S I D E  C O M PA R I S O N
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Traditional board R E A C T I V E

AI board committee M A S T E R E S TA U R A N T

Decides on historical data, after book close.✕

The shock (input spike, ticket drop) is discovered at the till, not in the model.✕

Credit risk is assessed on past financial statements.✕

One crisis per quarter; one correction per crisis.✕

Runs thousands of stress scenarios over real unit economics.✓

Models the shock before it hits the till: rent, payroll, food cost variance.✓

Feeds credit scoring with operational data + scenarios, not just balance sheets.✓

Continuous simulation: operational due diligence never switches off.✓

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

Side-by-side comparison

TRADITIONAL BOARD

(REACTIVE)

AI COMMITTEE (ANTICIPATORY

SIMULATION)

First-year failure rate
(gastronomic MSME)

✕ 17% of the sector doesn't reach 12
months (Parsa et al., Oregon State
University 2024)

✓ Method's goal: cut the risk by
modeling the shock before signing the
lease

5-year survival ✕ 51.4% of the sector survives 5
years (U.S. BLS 2024)

✓ Stress-testing unit economics
raises the quality of expansion
decisions

10-year survival ✕ 34.6% reach a decade (U.S. BLS
2024)

✓ The AI committee reviews break-
even every quarter, not every crisis

Annual closures (U.S. market
reference)

✕ Over 72,000 closures in 2024
(National Restaurant Association 2024)

✓ Early detection of margin decay
before the point of no return

Food loss and waste (modeled
cost)

✕ 13.2% of food is lost post-harvest
(FAO/UNEP 2024)

✓ Shrinkage simulation crosses food
cost variance with supply risk
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TRADITIONAL BOARD

(REACTIVE)

AI COMMITTEE (ANTICIPATORY

SIMULATION)

Basis for credit risk ✕ Historical financials, no stress
scenarios

✓ Scoring with operational data +
simulated scenarios = continuous due
diligence

Decision horizon ✕ Annual, after book close ✓ Continuous: every relevant shock
triggers a simulation

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

Figures behind the case

V ISUAL I ZAT ION

The numbers, visualized

17%
of independent restaurants fail in
their first year (not the 90% myth)

51.4%
of restaurants survive beyond five
years (vs. 49.6% of all SMEs)

34.6%
of restaurants reach ten years of operation

72000
restaurant closures in the U.S. in

2024 (business-mortality reference)

13.2%
of food is lost post-harvest, a modelable
cost in the shrinkage simulation

51%
of adults had their first formal job in foodservice
(the employment each closure destroys)
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of independent restaurants fail in their first year (not the 90% myth)

17%

of restaurants survive beyond five years (vs. 49.6% of all SMEs)

51.4%

of restaurants reach ten years of operation

34.6%

of food is lost post-harvest, a modelable cost in the shrinkage simulation

13.2%

of adults had their first formal job in foodservice (the employment each closure destroys)

51%

Sources: Parsa et al., Oregon State University 2024 · U.S. Bureau of Labor Statistics, análisis de supervivencia
empresarial 2024, 2024 · National Restaurant Association 2024 · FAO / UNEP 2024 · National Restaurant
Association 2025

Chart by masterestaurant.com

R E A L  C A S E

“The mistake I see over and over is treating the crisis as an event, not a probability. A two-location operator
in Bogotá came to me facing imminent closure over a 22% protein spike. We ran the scenario he had never
modeled: if food cost jumped from 30% to 38% with no menu change, break-even shifted by 140 covers a
day that didn't exist. The simulation didn't predict the future; it showed him which lever to release —menu
engineering and average ticket— three weeks before the till confirmed it. That three-week margin was the
difference between correcting and closing.”

— Diego F. Parra, Masterestaurant consultant · Twin Ecosystem Model with SATE Institute

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

Strategic roadmap in 3 phases

1 Phase 1 — Instrument the operation (0-30 days)
Deliverable: live unit economics (food cost per dish ≤32% as ceiling, prime cost, average ticket,
table turnover) fed from POS and inventory. Timeline: 30 days. Success metric: 100% of
variable cost lines captured at dish level and ≥90% inventory-count accuracy, the base without
which no simulation is reliable.
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2 Phase 2 — Run the AI board committee (30-60 days)
Deliverable: a battery of stress scenarios (input spikes +10/+20/+30%, ticket drop, payroll break,
supplier failure) over real data, each with its probability and break-even impact. Timeline: 30
days. Success metric: identify the 3 scenarios that push the business below break-even and the
corrective lever for each, quantified in contribution margin.

3 Phase 3 — Govern by continuous simulation (60-90 days)
Deliverable: quarterly AI-committee ritual + a dashboard for the credit officer with the business's
stress resistance. Timeline: 30 days. Success metric: every price, menu or payroll decision
tested in simulation before execution, and an operational-risk rating deliverable to multilateral
banking that cuts scoring's information asymmetry.

FA Q

Committee questions

What does using AI as a board committee mean?

It means running thousands of shock scenarios over the operation's real data —food cost variance, ticket,
payroll, rent— to see which push the business below break-even and with what probability. It doesn't forecast a
number; it delivers an actionable risk distribution before you decide.

What is the cost of NOT simulating the crisis?

The cost is the gap between a cheap correction and a closure. With 17% first-year failure (Oregon State
University 2024) and over 72,000 U.S. closures in 2024 (National Restaurant Association 2024), not modeling
the shock leaves the owner discovering it at the till, when the corrective lever no longer reaches.

Why does multilateral banking care?

Because it cuts the information asymmetry in the credit risk of the gastronomic MSME. Scoring that incorporates
stress-scenario resistance, not just accounting history, makes financeable a segment where only 51.4% survive
five years (U.S. BLS 2024), and preserves the formal employment that moves SDG 8.

Is it for a small restaurant or only chains?

It's especially for the small one: 9 in 10 restaurants have fewer than 50 employees (National Restaurant
Association 2025) and have no CFO. The AI committee gives them the decision architecture a chain buys with a
team, at marginal cost, over the data they already generate.

D ATA  &  S O U R C E S
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Sector data 2026 (official sources)

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

Metric Benchmark 2026 Source

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

Empleados que hablan otro
idioma en casa

30% (2026)
National Restaurant
Association 2026

Empleos nuevos del turismo y la
hospitalidad 2024

27.4 millones creados en 2024
WTTC 2024 (vía EHL
Insights)

Pérdidas y desperdicios de
alimentos en ALC

≈127 millones de toneladas al año (~223 kg por
persona)

BID — Plataforma
#SinDesperdicio

Meta ODS 12.3
(#SinDesperdicio)

reducir 50% el desperdicio de alimentos per cápita
a 2030; pilotos en México, Colombia y Argentina

BID — #SinDesperdicio
(RG-T3880)
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