The Profitability Pivot

Scaling from Survival to Sustainable Margins
Operational Framework & Financial Roadmap (2026-2030)

STATUS: High Revenue Potential / Unsustainable Cost Structure

TARGET: 15-20%
OPERATING MARGIN
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EXECUTIVE SUMMARY: THE PATH TO SOLVENCY

4L

THE LEAK
(PROBLEM)

Capacity Leakage:
Senior roles losing
~$37,500/year via
50% utilization.

Contractor Trap:
Projections show
freelancer payments
hitting 150% of
revenue in 2026.

jst:
N
:}{:

THE FIX
(STRATEGY)

Aggressive
Utilization: Reduce
non-billable admin
time immediately.

Internalization:
Convert variable
contractor spend to
fixed payroll.

Escalation:
Mandatory annual
rate hikes starting
2027 .

THE GOAL

(TRAJECTORY)
]g Milestone 1:

Breakeven by May
2027.

Milestone 2:
Website Design

allocated 400% of
resources by 2030.
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THE COST OF INEFFICIENCY: WHERE THE MONEY VANISHES

Senior Designer 2026 Projections:

CAPACITY LEAKAGE THE CONTRACTOR TRAP
. The 50% Variable Cost
' Utilization !

Real'ty (S75k cost) @ 50% Total Freelancer

utilization = Revenue payments =
$37,500 lost
annual revenue
opportunity.

150% of Total

Revenue.

Freelancer Costs

Insight: Half of paid time is currently lost Insight: Variable costs are crushing gross
to internal meetings and training. Immediate margins. Spending $1.50 to earn $1.00.

drag on gross margin.
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THE MARGIN MATRIX: HIGH RATES # HIGH PROFIT
THE MARGIN MATRIX: HIGH RATES # HIGH PROFIT

STRATEGY CONSULT ONGOING MARKETING
o $18,000/HR o $12,000/HR
COGS (180%) : -$32,400 / hr COGS (180%) : -$21,600 / hr
NET CONTRIBUTION: NET CONTRIBUTION:
-$14,400 / HR -$9,600 / HR

STRATEGIC TAKEAWAY: Burning cash on every hour sold. Pivot sales to high-rate
services ONLY if COGS is controlled below 100%.




INFLATION PROTECTION: THE 4% RULE

2027
+4% INCREASE w NNEEEEEEEE | THE 4% RULE CALLOUT
* Mandatory
*’ Hike Failing to execute this
» increase creates an
2026 P immediate 4% revenue gap.
NN $12,500 / HR the 780
Curtent contribution margin
Rate potential relies on this

escalation.

$12,000 / HR

Rate hikes are non-negotiable for margin defense against rising operational costs.
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ANCHORING THE SHIP: THE ROLE OF

(Rent, Utilities, Software)

RECURRING REVENUE

2026 STATUS

FIXED OVERHEAD WATERLINE: $31,450 / MONTH

400%
Revenue

4

2030 TARGET Project work is volatile.
Recurring “Ongoing
Marketing” revenue must
7950% grow to 750% of the mix
Revenue to guarantee the $31,450

floor is covered every
month.
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THE MATH OF DELEGATION: STOP BURNING CEO HOURS

N —]

CEO SALARY (S120k/yr)
~ §57.70 / HOUR

L[S AR IW.yp(s/[Hl 10 hours of CEO admin/week = 520 lost billable hours per year.

ADMIN SOFTWARE
= $800 / MONTH

RULE: If admin time >10%, delegate immediately. Automate with software now; hire Operations Assistant in 20628.
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INTERNALIZING THE WORKLOAD:
THE PRIMARY MARGIN LEVER

e
POINT GROSS

. 40 50k
0 mﬁﬁ%iu TMPROVEMENT §UN IOR
150% DESIGNER
CONTRACTOR

SPEND

Fixed, Predictable Cost
(Payroll)

Variable, High Cost
(S1.50 spent per $1.80 revenue)

Implementation: Hire Senior/Junior Designers to absorb freelance tasks.
Aim for contractor spend under 20% of COGS.



FINANCIAL HYGIENE:

CONTROLLING THE FIXED DRAIN

&

$5,200 / MONTH

CONTROLLABLE B Core
. Software
'@ > OVERHEAD b sl
T

Savings Impact

ACTION: Audit unused
software seats.
Renegotiate leases.

IMPACT: Cutting just
10% = $6,240 / year
in pure profit.
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THE CAC VS. LTV EQUATION

Current (2026): $500 ACQUISITION COST (CAC) Target (2030): S350

THE GAP:
BRAND IDENTITY
PROJECT

Revenue: S1,200
(8 hrs @ $150/hr)

PROFITABILITY DESTROYED:
A $500 CAC is unsustainable for a
a $1,200 one-off project.

THE FIX: Shift to Organic/SEO. Map
LTV to 'Ongoing Marketing' clients only.
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THE ROADMAP TO 2030:
FINANCIAL VISION

m—p NOW - 2027 sy 2028

2030 m—

PHASE 1: : PHASE 2: o PHASE 3: e
STABILIZATION \ =7 OPTIMIZATION £} SCALE o
(NOW -2027) ° (2028) (2030)

Audit utilization & - Hire Operations Website Design:
Contractor spend Assistant 400% Allocation

Execute first rate - Internalize Design Recurring Revenue:
hike ($12.5k) roles 750% of Total

MAY 2027: HIT CAC Target: $350
BREAKEVEN POINT

m

FINAL CALL TO ACTION: Stop the leakage. Hire internal. Execute the rates.
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