MAXIMIZING VENUE
PROFITABILITY:

A STRATEGIC ROADMAP.

Operational Levers for Capacity, Cost
Control, and Margin Expansion

Prepared for Venue Operations Management




The path to a 53% EBITDA margin requires
a fundamental operational shift.

CURRENT
STATE
High Volume /
Low Margin

THE CHALLENGE ﬂ THE GOAL = THE METHOD ==
Fixed costs ($27k OpEx + $16k Lease) Reduce combined variable costs Shift from a “survival” mindset of
demand high utilization, but profit (Staffing + Marketing) from 90% of covering costs to a "profitability”
comes from margin control, not just revenue to unlock a 53% EBITDA mindset of maximizing contribution

volume margin margin per hour




Before the first guest arrives, the meter
is running at $43,000 per month.

I‘_ | Breakeven Waterline W

f you don't know
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Fixed OpEx: $27,050 /mo -ontribution .per
Utilities, Insurance, Maintenance Lease: $16,000 / mo avent, your fixed

Physical Space *:t coverageis
LSt a guess.

Target Volume: 45 Bookings (2029) required to stabilize unit economics.




True utilization is measured in billable hours,
not just booked dates.

Total Rentable Hours: 400
(20 days x 10 hours)

Booked Hours: 80
(10 events x 8 hours)

Dormant Inventory: 80%

20%"

UTILIZATION | |

—— - \

A 20% utilization rate leaves 80% of the asset's revenue-generating
potential dormant while fixed costs continue to accrue.
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High volume does not guarantee a healthy
margin profile.

S

PRIVATE || CORPORATE TICKETED
EVENTS 1 EVENTS ' EVENTS

The Gold Standard The Stability Layer The Volume Trap
$12,000 | | $7500 10k |
AOV | AOV Attendees |
| i

High Contribution. Mid Contribution. : High Variable Costs.
Best for absorbing fixed Essential for weekday | Lowest margin retention due |

, rental burdens. lease coverage. i , to processing & concessions.




A $1,000 price increase generates the
same profit as $5,000 in bar sales.

100% Margin'} 20% Margin®

$1,000 $5,000
Rental Increase \ Concessions Sales

Raising the base price to $13,000 sets a higher “Anchor Point” for negotiation.
This is capital-efficient revenue requiring zero operational scaling.
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Weekday corporate bookings turn a sunk
lease cost into covered overhead.

MON || TUE || WED | THU ‘_ FRI | sar ||SUN [ | .Sur;l_(_Cost.:uw
Il IS I‘ i $16,000/mo Lease ,
| |
L — | ‘
Il - Solution:
TARGE-I:‘ ~2.1 Corporate Events per |

55 COrporate Book"‘gs (2030) month covers the entire lease
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| E Result: 5
| | Zero-cost facility for )
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Variable costs are currently consuming
90% of revenue.

/-

| UNSUSTAINABLE ]

Marketing: 30% £

: The Goal: Cost
y compression is essential to
( 2026 Cost | reach 53% EBITDA.
Structure
Target State (2028):

| Reduce Staffing to 50% and
- Marketing to 20%.

ﬁfﬁé Staffing: 60%




De-coupling revenue growth from labor
costs via optimization.

Slope Graph a 60% of Revenue

40% of
Revenue

2026 2030
| | Tactics
g e Tech-Enabled Check-in: Reduce front-of-house labor intensity.

e Cross-Training: Utilization of existing staff vs. hiring expensive temps.

e Right-Sizing: Avoid overstaffing $7.5k corporate events with $12k labor models.
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Don’t let the kitchen eat the profits:
Aggressive COGS reduction.

B_Q% COGS Action Plan

* Vendor Discipline:
Review top 3 suppliers

60% COGS | immediately.
| Optimized | |« Terms: Demand 30-day
'l High waste / \L Vendor Contracts payment terms to free up

Inefficient buying. working capital.

* Volume: Consolidate
purchasing to trigger
tiered pricing.




The Upsell is the quickest lever for
iImmediate margin improvement.

Concessions VIP Packages

Target: $187,500 Target: $70,000
2 .
Key Metric: Action: Track bar sales per attendee Insight: Focus sales efforts here before

Attachment Rate. and VIP upgrade conversion %. tackling complex cost reductions.




Monetizing the $150,000 Sound & Light investment

o . Insufficient

|  $150k CapEx
| (Sound/Light Systems) F
| g -H i ez

- = : |
Bundled in | I Validates ’1 |
+ VIP Tiers Premium Price _J

Drives $70k Package Revenue

Strategy: Mandate equipment use for VIP tiers. The gear acts as a loss leader to
drive high-margin package sales.




The Trajectory to 2030 Efficiency.

Focus: Ancillary Growth
($187.5k Concessions).
Staffing @ 60%.

Milestone: Marketing
Spend drops to 20%.
Staffing drops to 50%.

Critical Mass:
Volume hits 45 Bookings.
. Fixed cost cap essential.

Peak Efficiency:
Staffing @ 40%.

F&B COGS @ 60%.

55 Corporate Bookings.
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Strategic |

L8y

Prioritize High-Margin Ancillary

Immediately target VIP &
Concessions ($250k+ potential). |  $250k*

\
((((
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mperatives for the Operations Team

Qd

Compress Variable Costs

Reduce staffing to 40% via
tech and cross-training.

Current

N\iu%

a3

Cover Fixed Assets

Corporate bookings to

Fill off-peak weekdays with | s A I
neutralize the lease.

Price for Value

Raise base rentals to $13k

to establish a higher
anchor point.




Efficiency is the Engine. Profitability is the Destination. |

By controlling the inputs (Labor, COGS, Fixed Overhead) and maximizing the high-value outputs
(Private Events, Ancillaries), the venue transforms from a rental space into a scalable financial asset.
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