' THE CONVENIENCE SCALE-UP:
STRATEGIC ROADMAP &
FINANCIAL OUTLOOK

Transforming High-Density Locations
into High-Margin Hubs (2025-2030)
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The "Why Now’: Validating the High-Margin Convenience Model

THE OPPORTUNITY

Scaling potential from Year
1 EBITDA of $227,000 to a
projected Year S EBITDA of

$18 Million+

THE REQUIREMENT

$825,000

In initial cash to cover
CAPEX and operating
burn.

THE PIVOT

‘Packaged Goods ‘Fresn Grab-ana-Go
(low margin) (high margin)

Shifting from ‘Packaged Goods’
(low margin) to ‘Fresh
Grab-and-Go' (high margin) as
the core profit driver.

Timeline to
Profitability

Breakeven
projected in

(“) Month 5 [
—- (May 2026).




Redefining Convenience: The Fresh Revenue Stream
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_ THE NEW MOD
| 'Low_Margin / Commodity _:: [ High Margin / High Frequency]

Product Mix: Strategy relies heavily on fresh grab-and-go meals and coffee to drive margins,
deliberately moving away from a reliance on shelf-stable packaged snacks.

Customer Targets: 60% Commuters (speed/convenience) vs. 40% Local Residents (pantry fill/meals).




Site Selection: The 0.5-Mile Density Mandate
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Traffic Threshold: Must |

validate 400+ potential

Interactions per day.

EEE ' The Goal: Capture 250 to |
> /& | 350 daily visitors.
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I\ LA A || — || rent) crush margins if volume fails.
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Reconciling the Revenue Formula: Volume vs. Value
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[ High Value / Low Volume }— —[ Low Value / High Volume ]
Scenario A: $848 AOV requires Scenario B: $15 AOV requires
only ~33 Buyers/Month. o ) 225+ Dalily Transactions.
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Conversion Rate Target: 40% (Visitor to Buyer).
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Margin Architecture: Managing COGS & Spoilage

COGS & Spoilage Waterfall Margin Mix Comparison -~
5 Initial Inventory Bu 0 =
fata 120% e Goal: Reduce 65"?
( ) : — Margin
spoilage to 15% by
2030 to release
s 5% cash flow
80%
35%
5 Margin
60% =
|
40%
Fresh Kale
(#ACAF50) |
20% '
I
0% Fresh Items Packaged Goods
Gross Sales Initial Inventory Spoilage Contribution ‘ R _
¥ Buy (120%) (20%) Margin | Margin Mix: Shift volume to Fresh
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The Monthly Overhead Floor 5 *"71* ;

Rent: $5,000/mo

Security: $100/mo
(#D4AF37)

. Security: $100/mo EESESEEER v
— T (#DAAF37) A

Security Burden: Includes
~ $5,000 upfront CAPEX
Q

+ $100/mo maintenance.

$18,958

Monthly Fixed

Base f o Breakeven Target:

oo
EEF@ May 2026 (Month 5).

| 73 .;
~ Payroll; $13,958/mo

il (#4CAF50)
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Human Capital: Staffing for 18+ Hour Operations

Coverage Density Optimization

06:00 07:00 10:00 12:00 14:00 16:00 17:00 20:00 22:00 24:00

» Baseline (2026): 45 FTEs required. Annual Payroll: $167,500 (#D4AF37).
» Scale (2030): Growing to 70 FTEs (#D4AF37).

« Operational Note: Labor is the primary lever against fixed security costs. Precise
scheduling is required to prevent overtime and ensure coverage for the 18+ hour cycle.




Lifecycle Engineering: Extending LTV Bt i

= Frequency Goal: | r— :

soc—¢ Drive monthly orders i o ey
@ S o5 th 25 Tactic: Incentivize the | iy B

9 second visit within 48 Retention Goal: Extend I Hl
@ hours to lock in the habit. ' lifetime from 18 months J fl
2026 2030 (2026) to 36 months (2030). !
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Sources & Uses: Funding the Launch

Total Capital Requirement: $825,000

e Critical Buffer: Required

Cash Safety Buffer /

Operating Burn
(S750,000)

Refrigeration ($25,000)
Tenant Build-out (S50,000)

to survive potential 14+
day supplier onboarding
onboarding delays and
initial inventory churn.




The 5-Year Outlook: Exponential EBITDA Growth
$18

| I I ] +
£18 Million
814 Mill Growth driven by aggressive store
kit count scaling and margin optimization

©“ (Staffing moving from 45 to 70 FTEs). ‘
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$5 Million /

S0 Million

$221,000

Year 1 NCE i Year 3 Year 4 Year 5
Inter




Investment Returns & Valuation

~ 3823% *

Return on Equity (ROE)
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Once the fixed-cost floor is covered, the model becomes highly capital
efficient, generating substantial profit relative to shareholder equity.
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Risk: Staffing gaps in 18h cycle |
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Navigating Critical Risks
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Mitigation: 45 FTE baseline with |
optimized scheduling software.
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Risk: High Spoilage/Waste
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Mitigation: Shift sales mix to fresh; |
tight inventory buys (115% target).

i

Risk: Missed Traffic targets |

R — i |

Mitigation: Strict 0.5-mile density |
validation before signing leases.
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The Path Forward: Execution Priorities

Complete
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' Step 1 & 2: Concept & Volume Strategy; ]

Planned

Step 3 - 5: Margins, Overhead, Staffing_ ll
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Step 6: Capital Funding
In Progress
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IMMEDIATE FOCUS:

Secure $825k funding tranche
and validate Site 1 Density.




