STRATEGIC FINANCIAL
A%  OPTIMIZATION FOR
SCALABLE OPERATIONS

A Tactical Roadmap to Operational
Breakeven and 20% EBITDA Margins.

TARGET STATE

1,114

Active Heads Required for
Breakeven Survival




=

THE BREAKEVEN MANDATE:
CLOSING THE FINANCIAL DEFICIT

To cover the §13,350 monthly
overhead (driven largely by the
$2,500 facility lease), the
operation must hit $16,792 in
sales. The current cost structure
results in a deficit where overhead
consumes >100% of revenue.
Survival requires isolating and
reducing variable costs
immediately while scaling
volume.

Monthly Overhead Floor:
$13,350 (Non-negotiable)

Required Revenue:
$16,792/month

Monthly Financial Flow

$18,000

+§7,277 $16,792

$16,792 Breakeven: $16,792

$15,000
$10,000
$9,000
$6,000
$3,000

S0

-SX XXX

-SX XXX

Current Revenue Variable Cost
Optimization

Vol. Scaling
(1,714 Heads)

Target Revenue

GAP ANALYSIS

Overhead currently consumes
>100% of revenue.
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STRATEGY 1: THE FEED COST CRISIS

Current =
Feed Cost 105% of Revenue IMMEDIATE WIN
15% Point Reduction 105% — 90%
Fe-gzr?.:itst 90% of Revenue Revenue

Cost of Feed

0% 100%

Feed inputs currently exceed total revenue by 5%. This is the
primary operational drain.

IMMEDIATE
WIN

105% — 90%

**Immediate Actions**:
1. Negotiate bulk pricing on grains.
2.Review formulation with a nutritionist to swap expensive
inputs for compliant alternatives.

Revenue
Cost of Feed

“Impact**: A 15-point reduction saves ~$73/month immediately,
but scales to thousands in retained earnings as the flock grows to
1,714 heads.
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STRATEGY 3: PLUGGING THE OUTPUT LOSS RATE

Context

Current handling
protocols result in an
unsustainable 80%
output loss rate.
Money is being
produced but lost
before the sale.

_ Total Eggs Laid

Handling Damage

Current
Collection Delay |oss Rate:

80%

-
]
-
—

Sanitation Issues

-
¥ -
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\
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The Fix:

e |nvestment in
sanitation stations.

Target ]

%

i

'1 Loss Rate:
\
1
|

60%

b -

i — -

e Cooling infrastructure
upgrades.

e Staff training on
collection timing.

RECOVERED VALUE
Saving 233 dozen/year = $1,275 Annual Revenue Recaptured.

Cost of Inaction: ~$3.50 lost per day.
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STRATEGY 5: CONTROLLING FIXED
OVERHEAD & LEASE DRAG

$5,600 Total Monthly Fixed Overhead
T The $2,500 lease is the baseline
threat to profitability.

Insurance
**Action Plan**:

Utilities - Seek rate freezes on renewal.

- Explore shared utility contracts
(Target: 10% reduction saves
$250/mo).

Th —
BESE"I‘I: v $2,500 459, A **Warnmg*t
Threat. Farm Facility Lease Prevent "Cost Creep." If revenue

Monthly Fixed

grows 30%, fixed costs must
Overhead

remain flat to ensure margin
expansion.
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STRATEGY 2: OPTIMIZING THE SALES MIX

Shifting just 10% of total volume to
Subscription adds $153/dozen in value.

The priority is to push the high-value

mix from 40% to 50% within 18 months.

If Farmers Market capacity is limited,

shift that volume to fill $650/S700
pipelines first.

TARGET SALES VOLUME MIX (18-MONTH GOAL)
Roboto Medium

5

00/50

| 20% 20%
orcisuy |\ SPLIT Whosal
Channel Price/Dozen Value
Subscription Channel $700/dozen
Premium Organic DTC $650/dozen
Blended Average $547/dozen

PRICE LIFT

Roboto Medium

Subscription
channel delivers
effective

$700/dozen.




STRATEGY 4: THE SCALING IMPERATIVE

The current 500-head annual growth forecast is too slow. TARGET: 1!714

The Goal: 1,714 heads within 24 months (34x ACTIVE HEADS
current volume).

The Why: This scale is required to cover the
$13,350 monthly burn rate.

Risk: Rapid scaling strains biosecurity. Bird 34x
acquisition batches must be phased to manage Year 1 Current
mortality rates. Ramp Volume

Overhead Baseline

OVERHEAD COVERAGE ($13.3k)

Current
Volume

\

TARGET SCALE

1,14

Active Heads Needed
to Offset Overhead




STRATEGY 6: LABOR EFFICIENCY

& HEADCOUNT RATIOS

Standard: 1 FTE per 500 Heads

EFFICIENCY BENCHMARK

1 FTE : 500 Heads
Hiring Trigger: Validated Revenue Lift

Reaching breakeven requires
~3.4 FTEs.

The Golden Rule:

Tie every hire to revenue. The
2027 Sales Coordinator must
prove they lift Revenue Per
Employee (RPE) >15% within six
months.

Restrictions:

Hold off on the 2028 Technician
until revenue metrics justify

the cost.

Risk:

If onboarding takes >14 days,
churn risk rises, delaying
efficiency gains.
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MANURE SALES
tons/100 birds ,

THE VALUE LOOP

" IPRODUCT Lgg,,

i

FEED COST FILTER

CULLED STOCK
RENDERING

90% Variable Cost

Lato Regular

Secondary revenue

METRIC BOX
bypasses variable feed

costs, directly PURE MARGIN

improving margins.

R Byproduct
Sell to local landscapers. revenue
Estimate 0.5 tons per bypasses
100 birds annually. the 90%

Lato Reqular feed cost

Culled Stock structure
Batch process older hens completely.
process older hens for
rendering or specialty
meat processors.
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CAPEX REALITY & INFRASTRUCTURE RISK

Initial Constraint:

The $85k must cover coops, processing
equipment, and delivery vehicle.

Expansion Cost:

Accelerating growth is capital intensive.
Replacing 500 birds above natural attrition
requires ~$1.25 million ($2,500/head).

The Verdict:

Do not accelerate if physical assets aren't
ready. Assess debt capacity before
signing equipment leases.

$85,000
Initial CapEx

(Coops & Vehicle) CAPITAL INTENSITY

Expansion Cost
(82,500/Head)

$2,500

CapEx required per
Replacement Head
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THE STRATEGIC GHECKLIST: PATH TO 20% EBITDA

o FEED: Reduce Cost to <90% of Revenue.

o MIX: Achieve 50% High-Value ($700/doz). ETRIC O

e LOSS: Cut Output Loss to <60%. 200/0

o SCALE: Reach 1,714 Active Heads. EBITDA

Target Margin

o OVERHEAD: Maintain $5,600 Fixed Cap.

o LABOR: Enforce 1 FTE/500 Heads Ratio.

0 BYPRODUCTS: Launch Monetization Programs.

Successful implementation drives the operation from a monthly deficit to a stable 15-20% EBITDA margin.
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