High-Volume Retail:

A Strategic Blueprint for Profitability

(Year 1 - Year 3) ==

MODEL SCOPE:
INPUTS (CAPITAL) // THROUGHPUTS (LEVERS) // OUTPUTS (EBITDA)

CORE PROMISE:
NAVIGATING THE BRIDGE BETWEEN YEAR 1 SURVIVAL AND YEAR 3 SCALE

Financial Performance
& Operational Levers
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The Profit Trajectory: Squeeze vs. Scale

The Cash Flow Squeeze
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YEAR 1
REALITY CHECK

Projected EBITDA: $227k

- Debt Service: ~$100k
- Owner Draw: ~$100k
= Net Free Cash Flow: $27k

$19,000,0800 EBITDA

Insight: Operational
discipline is survival.

$227,008 EBITDA
Eea——————

Operational Scale
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(

Year 1 Year 2
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551,000,688 EBITDA

Year 3
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Capital Structure: The Hidden Liquidity Requirements

P $50k Build-out
= $25k Refrigeration
/ $48k Fixtures
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CASH RESERVE: $825,000

CAPEX: $123 00

LIQUIDITY WARNING:

Do not launch with only
the build-out budget.

| The $825k reserve is

| non-negotiable to bridge

| the 5-month ramp-up ana
12-month payback
period.

Required Operating Buffer
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Lever 1: Protecting the 860% Gross Margin | . cxer mvenrory cosr-
| 120% OF REVENUE

(128% of Rev)

GROSS MARGIN
POTENTIAL

STRUCTURAL FIX

Reducing inventory purchase cost to 60% of revenue effectively doubles the margin percentage.
Vendor negotiation and strict stock control are the primary drivers of Year 1 solvency.
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Modern Architectural Audit

Lever 2: Traffic Dynamics &
The Loyalty Loop

279

Daily Visitors

400% 0
] High Velocity Visitmr-tm—Bﬂu er Loyalty Loop 200%
y Repeat Rate

Rate

TARGET FREQUENCY: 25 ORDERS PER MONTH PER CUSTOMER

Acquisition is expensive; Retention is cheap. Any onboarding delay >14 days significantly increases churn risk.

FINANCIAL
MODELS LAB



Lever 3: Merchandising Strategy for $848 A
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THE ANCHOR (Low Margin)

THE TARGET (Premium Mix)

Drag on AOV Profit Driver
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PLACEMENT STRATEGY: Prioritize $750+ SKUs (Sandwiches/Household) near
checkout to hit the $848 Average Order Value.
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Modern Architectural Audit — ‘

Lever 4: Staffing Efficiency & Return on Labor

LABOR LEDGER
TOTAL FIXED LABOR LOAD: $167,500 (45 FTEs)
STORE MANAGER ALLOCATION: $60,000

> Fixed Wage Load /
/ Headcount

= Required Output <-

EFFICIENCY THRESHOLD:

>$ 3 722 Each employee must generate >$3, 722

in annual profit to cover basic wage load.

Action: Scrutinize Manager role and cross-train staff to prevent over-scheduling during ramp-up.
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Modern Architectural Audit *{—-- —N—

Lever 5: Fixed Costs & The Breakeven Horizon

Monthly Nut i
E l e - Rent: $5,000 '
$825k Cash Reserve r | - Utilities: 5866

Launch The $825k cash reserve exists specifically to (CI}“AYaEOZEI
feed this $6,900 monthly burn until May 2026. B[::;keiﬁgr?)
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Lever 6: Debt Management vs. Owner Draw 7

DEBT SERVICE (Priority 1)
Fixed payments on $123k Capex

EBITDA (S227k)

OWNER DRAW

Residual Cash Flow

REINVESTMENT

Extend amortization on the $123k Capex. Every dollar in accelerated debt
payment is a dollar lost in Owner Draw during the Year 1 squeeze.
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Lever 7: The Impact of Transaction Fees

2026 REALITY 2030 TARGET
J /
30% 15%
FEES FEES
Margin Erosion Interchange-Plus Pricing

Negotiating down from 30% to 15% as volume stabilizes ($500k
monthly sales) is a pure profit lever equal to sales growth.
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Sensitivity Analysis: Where the Model Breaks

SPOILAGE CONVERSION AOV
' =

Increase to 25% = 14% Drop to 300% = 25% Low AQV exposes margin
drop in effective margin. drop in sales volume. to transaction fee erosion.

FINANCIAL
MODELS LAB



— ‘
g
|

The Path to ROI: 12 Months to Payback

Month O Month 1

[

Month2 Month32 Month4 Month5 Month6 Month7 Month8 Month9 Month10 Month 11 Month 12

Investment

Ramp Up

Breakeven

Payback

$123k Capex Deployed

_ Cash Burn (Funded by Reserves)

Y May 2026 Operational Breakeven

May 2026
Operational Breakeven

?

Roboto Mono
100% Investment Recouped

Assumes strict adherence to 120% Inventory Cost cap and 400% Conversion rate.
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Operator’s Flight Checklist

CAPITAL: Secured $825k Cash Buffer
(in addition to $123k Capex).

MERCHANDISING: Validated path to
$848 AOV via premium $750+ items.

TERMS: Negotiated Processor Fees
ruadmap (<15%) and Lease ($5k/mo).

CONTROLS: Established inventory
tracking (Cost <120% / Spoilage <20%).
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Operational discipline is the bridge to profitability.
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From Discipline to Freedom

Year 3
Freedom

$51M EBITDA

Year 1
Discipline

Year 1 Year 2 Year 3

Year 1 is a test of capital structure. Year 3 is the reward. The machine works if the inputs—Cash
Reserves, Inventory Discipline, and Premium AOV—are managed without compromise.
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Sources & Methodology

DATA SOURCE METHODOLOGY REFERENCES
Excerpts from “Convenience Store » Startup Costs Analysis
FlnancLaI Performance and Operational  Profitability Benchmarks
Levers”.

» Operating Cost Audits
DISCLAIMER

Projections assume strict adherence

to KPIs (860% GM, 400% Conversion,
$848 AOQV). Actual performance
depends on local market conditions and
operator execution.

FINANCIAL
MODELS LAB



