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The Mission: Shifting from |

Volume to Value 1

THE DESTINATION THE REQUIREMENT
March 2027 $692,000
Target Breakeven Date Minimum Cash Buffer
15-month timeline to Required liquidity to survive
sustained profitability. the “Valley of Death” before

Year 2 flip.

THE CORE STRATEGY

$7,260

Target AOV

Aggressive shift to high-ticket

bundles and 55% retention.
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The Burning Platform: Current Cost
Structures are Unsustainable

190% =

Current Variable Cost Ratio (2026 Projection) = EARNED

Scaling volume now accelerates losses. We are losing Strategic Focus Shift:
money on every sale before fixed costs even hit. Sales Volume - Unit Economics.
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Product Mix Transformation (2030 Targets)

Mix Shift

Current vs 2030 Target Mix

Dresses, 15% K Margin Driver 1

2030 Target 125/ «— Margin Driver 1

Jeans, 20% Margin Driver 2

0 5 10 15 20 25 30

ACTION PLAN:

* Increase marketing spend
allocation toward high-margin
categories.

+ Priority: These categories
drive the blended margin.

A Alert: Flag for strategic review
if category revenue share
drops below 10%.
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The ‘Luxury Bundle’ Pricing Strategy

Average Order Value Comparison

55,000 Execution Tactics
$7000 . .
1 Bundling: Create compelling product
$6,000 bundles with slight discounts.
$5,000 . . . . .
£1.080 1 Shipping: Raise free shipping threshold
above average transaction size.

$3,000
$2,000 Upsell: Incentivize adding ‘one more unit’
$1,000 at checkout.

$0

Industry Benchmark Our Target
($80 - $250) ($7,260)

CRITICAL KPI: Must maintain baseline of >120 units per order. If units drop but AOV stays flat, the mix is failing.
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Gross Margin Mastery

81.0%

Target Gross Margin

Revenue — COGS i
= Survival
Revenue
Mass Market Benchmark 40% - 55%

Our Requirement 81.0% (Essential to cover $45 CAC)

ACTION
REQUIRED:

1. Drive down
manufacturing
costs as volume
scales.

2. Review pricing
quarterly to track
material inflation.

FINANCIAL
MODELS LAB



Solving the 190% Problem: Variable Cost Reduction

Raw Materials Cut from 80% = 60%

Optimization

Raw Materials
Optimization CWASLITOEE |~ from 40% = 30%
Efficiency
3PL / Fulfillment
Efficiency
Current Variable Costs 2030 Target Costs

Takeaway: These reductions are the only path to sustaining high gross margins long term.
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Inventory Velocity & Cash Conversion

< 4x

(Obsolescence
Risk)

Velocity Strate

4x - 6X ty 8Y

1. Core vs. Limited: Track turnover
separately for core basics vs. limited
editions.

2. Reorder Logic: Implement strict
reorder points based on supplier lead
times.

= 3. Liquidation: Bundle slow-moving

stock with high-demand core
Annual Turnover Target products.
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Optimizing Acquisition Efficiency (CAC)

$45 — $25

Current CAC 2030 Target

Key Insight: Early stage brands often see CAC between $30-$60. Hitting
$25 is aggressive but necessary for long-term health.

. Churn Risk Alert: If onboarding takes 14+ days, churn risk spikes.

Tactic: Boost organic traffic via content marketing to lower paid reliance.
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The Golden Ratio: Retention & Lifetime Value

CLTV = ©x CAC

$135 Revenue (Min CLTV) covers $45 CAC

REPEAT RATE CUSTOMER LIFESPAN

— I on —aid

25% = 55% 8 Months — 20 Months

Impact: Extending life from 8 to 20 months compounds value faster than acquiring new users.
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Surviving the Valley of Death: Cash Runway

Cash Buffer Requirement

$692,000
EBITDA
$250,000
® . TheFlip | Breakeven
Year 1 Point
O O >
Year 2 March 2027
EBITDA
($188,000) Must maintain $692k liquidity at breakeven.

Startup CAPEX Requirement: $58,000
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The Implementation Rhythm

1 2 [~ 3 A

WEEKLY RITUALS MONTHLY RITUALS QUARTERLY RITUALS
e Review AOV & Units Per e Review CAC and Sales e Calculate CLTV (Goal: >3x
Order Mix % >3x CAC)
e Track dips in transaction e Check Variable Costs e Review Inventory Turnover
volume against 190% limit (Goal: 4x-6X)
e Review cumulative e Adjust pricing to track
EBITDA against startup inflation

costs
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Executive KPI Dashboard

e T L
$7.260 81.0% $25
>$135 (3x CAC) 4x - 6x March 2027
Core Volume >60%



“Scale is not just volume;
it is the discipline of
unit economics.”

o Acquisition is vanity without Retention (55% Target).
e Revenue is vanity without Margin (81% Target).
e The goal is a self-sustaining engine by March 2027.

CONFIDENTIAL STRATEGY DECK




