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‘The 2026 Convenience Store Profit Engine
' Strategic Calibration for Breakeven by May 2026.
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THE OPERATIONAL MANDATE: FIX THE LEAKS, FUEL THE ENGINE

$ P STATUS: CRITICAL OPERATIONS REVIEW | DATE: OCT 28,2024 | SYSTEM ID: OMNI-2026-GOAL-v2.0 }}
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ACHIEVING THE MAY 2026 BREAKEVEN TARGET REQUIRES AGGRESSIVE MANAGEMENT TO BRING

B4 L e ' - COGS UNDER 100% WHILE EXECUTING A HIGH-TICKET SALES STRATEGY (5848 AOV).

SOURCE: INTERNAL ANALYTICS UNIT /1 O3 2024 REPGRY
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KPI 1: DAILY VISITOR COUNT (THE INTAKE)

METRIC ANATOMY GRID

o DEFINITION:
Raw number of
distinct entries
(Sensor/P0S).

e THE MATH:
Sum of Total Daily
Entries.

"-1

e 2026 TARGET:
250 DAILY ENTRIES

SOUACE. INTERNAL ANALFTICS UNIY {1 08 2024 REPORY
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~| 1. EXTEND OPERATING

HOURS FOR LATE-
NIGHT COMMUTERS.

2. HYPER-LOCAL DIGITAL
ADS TARGETING
NEARBY OFFICES.

PRO-TIP: CHECK SENSOR
CALIBRATION DAILY.
BAD DATA DESTROYS
DOWNSTREAM METRICS.




KPI 2: Conversion Rate (The Efficiency)

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2026-KP12-v3.0

r
- METRIC ANATOMY GRID

' DEFINITION: |
% of visitors converted to ’J\S{D
transactions.

THE MATH: oA

aall

Total Orders / Total Visitors.

400%+,

BENCHMARK: 7
' Standard is 20-40%. Al

& J

SOURCE: INTERNAL ANALYTICS UNIT ff Q3 2024 REPORT
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400 Transactions

THE FIX

® Merchandising:

. Place grab-and-go
- fresh food in entry
. path.

® Speed:
Target <45 seconds
per transaction.

B —

<A5s EXECUTION TIME
L

NN,

PRO-TIP: MONITOR
TRANSACTION VELOCITY
HOURLY. OPTIMIZE POS
WORKFLOWS FOR SPEED TO
MINIMIZE ABANDONMENT.
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KPI 3: Average Order Value (The Multiplier)

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2028-KP12-v3.0

— ——
J METRIC ANATOMY GRID ‘
DEFINITION: Iﬁ[_

' Average spend per =N
checkout.
|
THE MATH: EJ
' Total Revenue / Total Orders. i |
2026 TARGET:
|
INDUSTRY STANDARD: /\/‘H
| $10 = $25‘ |:||]F_- ‘
- )

SOURCE: INTERNAL ANALYTICS UNIT /f Q3 2024 REPORT
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® Bundling:
. Pair coffee/pastry  °°
with bulk items.

| &l

| ® Upsell: ﬁ*}»ﬁﬂ
- POS prompts &)
- for add-ons.

® Loyalty: Unlock i
rewards after ==
$100+ spend.

TN

A

PRO-TIP: MONITOR BASKET g’;{"::'" 5
COMPOSITION WEEKLY. @
OPTIMIZE SUGGESTIVE SELLING
ALGORITHMS TO MAXIMIZE
HIGH-MARGIN ADD-ONS.




KPI 4: Gross Margin & COGS (The Profit Core) [ A svsten aerr: A\

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2026-KPI4-v3.0 WARNING: CURRENT COGS
AT 140% OF REVENUE.

Status: Losing money on every sale.

METRIC ANATOMY GRID

DEFINITION:
Revenue minus Direct 5\]
Product Costs.
| | :
THE MATH: = :;élvléwﬂuxé
(Revenue - COGS) / aog
Revenue. ool
2026 TARGET: 360%
860% GM T !

ACTION REQUIRED

(57 :
(Note: Requires structural shift) Negutiate volume &h
discounts immediately. Zob
P > Shift mix to high-margin =
e, G fresh food. IR

SOURCE: INTERNAL ANALYTICS UNIT // Q3 20624 REPORT
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KPI 6: SPOILAGE & SHRNKAGE (THE LEAK)

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2026-KPI16-v3.0

METRIC ANATOMY GRID

=)

5 ' DEFINITION:
H&q) Value lost to waste,
L . damage, or theft.

& ' THE MATH:

INDUSTRY NORM:

o) r‘l]\/\’ ' CURRENT REALITY:
fi 20% Loss Rate.
e A
= =1
Py
alnll  1-4%.
e =

L
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585| Cost of Lost Inventory /
L . Total Revenue.

SOURCE: INTERNAL ANALYTICS UNIT // 03 2024 REPORT

/\ PROJECTED 2026
LOSS (20%)

Strict receiving logs
E_E@) (Match invoice to
count).

@ Bi-weekly expiration
i reviews.

7\, FIFO (First-In, First-Out)
Y rotation protocols.

REVENUE PIE CHART :

-
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KPI 5: Labor Cost Percentage (The Overhead)

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-20826-KPI5-v3.0

)
ETRIC ANATOMY GRID s
DEFINITION: Volume
Revenue consumed by
payroll. i/ ———t
THE MATH: =\ e nas
Total Labor Costs /
Total Revenue. - D el _—
" THE FIX o
2026 TARGET: |_|F_WEH’£GW s ;
urnover
0 —0 Schedule based on
<25/0 >15X | ﬁ peak traffic (KPI1).
Uf Gross Sales. J . \_@
N l G | WARNING: If Labor
| & > 30%, process
| | flow is broken.
1L |
N SOURCE: INTERMAL ANALYTICS UNIT // 03 2024 REPORT 1
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KPI 7: Customer Lifetime Value (The Relationship)

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2026-KPI7-v3.0

ETRIC ANATOMY GRID

1 DEFINITION:
el Total net profit per
customer relationship.

THE MATH:
(AOV x Margin %) x
Frequency x Lifespan.

PROJECTED
2026 CLV

AOV o

12 Month
Lifespan

| 3.03%
| Contribution
Margin

4 =

®
(@ 2026 TARGET: _____fﬂx/yp

>$309.
L J

SOURCE: INTERNAL ANALYTICS UNLT // 03 2024 REPORT
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With a high AOV of $848, even a slim contribution margin (3%) yields the
$309 target. Improving margin multiplies this value exponentially.
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RETENTION STRATEGY: THE GROWTH ENGINE

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-20826-RTN-v3.0

N o b r N
[~ o r = ' |

TARGET GROWTH: />  FREQUENCY: LIFESPAN:
: +500% || =/ 25 Orders/Month | | 18 Months
CHURN RISK THRESHOLD T A »

(Onboarding <10 Days) Vi

Day lﬂ  TACTICS o3|

Day 0O » Investigate friction if orders < 20/month.
» Maintain CLV:CAC ratio of 3:1.

SOURCE: TINTERNAL ANALYTICS UNLT // 03 2024 REPORT L _I
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The 2026 KPIl Dashboard

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-2B826-KPI-DASH-v3.0

r[_ METRIC TARGET STATUS/NOTE j
Daily Visitors 250 Scale traffic sources
Conversion Rate 400% Aggressive Strategy

AQV $848 High-ticket focus
| [ o raren 560% e e
Labor % <25% Monitor overhead
Spoilage <4% Reduce from 20%
L CLV >$309 Target 18mo Lifespan _J|
|

Il SDURCE: TNTERMNAI. ANALYTILS UNLT // 0S5 2024 REPORT |
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- STRATEGIC PRIORITIES: THE PATH TO MAY 2026

STATUS: OPERATIONAL EFFICIENCY REVIEW | DATE: OCT 26, 2024 | SYSTEM ID: OMNI-20826-STRAT-PRIO-v1.0

(© EXTEND THE LIFE.

Secure 18-month lifespan .¢
via loyalty.

FUEL THE FUNNEL. ;.,;/
Drive traffic to 250 daily visitors. A S
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Verify $848 AOV assumption
via bundling.

/\ STOP THE BLEEDING.

Reduce COGS from 140% to <60%.
Cut Spoilage to <4%.

“Truve growth is the efficiency of turning foot traffic into profitable transactions.” \
SOURCE: INTERNAI AMALYTICS UMLT // 05 2024 REPORT
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