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The Furniture
Store Playbook

Financial Projections & LN
Operational Scaling Strategy. S
A tactical roadmap for 'ﬂ’ﬁ R
navigating high-overhead :
retail and achieving i
operating leverage.
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Navigating the path from initial burn to massive scale

Year 1 Reality: | Year 5 Potential:

-$106k | $968M
EBITDA | EBITDA

Inter A

(-$106k ) ' Inter | —

() Target owner income: $100,000 () Massive scale depends entirely () Data analysis is required to keep
to $500,000 annually once on converting initial visitors into curated collections fresh and
stabilized. repeat buyers. meet market demands.



Survival requires a $768k minimum
cash commitment

14 26
$768Kk Months Months

Minimum cash requirement to The hard target to reach cumulative The estimated full payback period.
launch and sustain operations. cash breakeven by February 2027.

- Initial capital must completely cover the Year 1 -$106k EBITDA burn rate.
- |f inventory procurement or showroom setup lags, the 14-month runway shrinks rapidly.
- Immediate focus must be placed on high-margin, fast-moving items to shore up working capital.
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Discretionary spending reliance demands
fast customer acquisition

Capital Efficiency

The low 0.1% return signals slow
capital deployment. High
upfront costs demand rapid
customer acquisition.

/

X

Economic Dependency

Sales are heavily tied to housing
market health. Consumer spending
on durable goods is highly cyclical;
If home buying slows, conversion
drops.

0.1%
Initial IRR

Fixed Cost Risk

A dip in daily store visitors
immediately pressures margins
against high monthly overhead.
Precise inventory management is
required to avoid markdowns.
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Master the math of daily volume and visitor conversion

Current State Target State

35 Daily Orders |

140% Conversion

(Implies customers buy
even when they didn't
intend to visit, driven by
repeat cohorts)

3 Daily Orders |

45% Conversion

(55% of initial visitors
leave without buying)

o

VN

- Scaling daily orders from 3 to 35 is - Ensure design consultations are - Streamline the checkout process to
the primary engine that shifts EBITDA highly efficient—time kills deals. capture sales immediately before
from a loss to the targeted gain. walk-outs occur.
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Push average order values beyond the $912 baseline

Invoice

$912

Initial AOV

The Goal

Move volume from 12 to 16 units per
transaction. A $912 baseline will not sustain
scaling alone.

Consultative Selling

Avoid the trap of relying on price cuts. Train
associates to pair core furniture with
accessories and protection plans.

Product Mix

Push high-margin items (like dining sets over
over single chairs). Understand price elasticity
for premium selections and cross-sell
attachment rates.
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Defend the fragile 825% contribution
margin from vendor price creep

A Zero Cushion. If procurement costs
jump from 125% to just 135%,
contribution margin shrinks significantly,
endangering fixed cost coverage. 50%

Delivery

Cost

125%
Procurement
Cost

Action Checklist
B - Lock in supplier costs aggressively and negotiate quarterly fixed pricing.
B - Source secondary suppliers immediately to maintain leverage.

B - Audit last-mile delivery and freight-in invoices weekly.

FINANCIAL
MODELS LAB



Daily sales must rapidly cover the $10,050
monthly overhead floor

$10,050 Total — Maximize revenue density relativ

Monthly Fixed Overhead . AR e ede il
to your footprint; ensure sales per

square foot justifies the lease.

Key Insight: At a $300

average contribution — Prioritize flexibility—negotiate short
$6,500 EIgin, JPRICANALCH initial lease terms rather than

34 orders are needed : : .
3““‘“{‘:3052 b Wi el chasing slight rent discounts.

overhead before

paying staff or owners. — Do not scale physical space until

sales volume explicitly demands it.
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Delay scaling headcount until sales density
justifies the wages

2030 Target - 7 FTEs | $327,000 Payroll

Baseline - 4 FTEs | $167,000 Payroll

Control Payroll Optimize Productivity Avoid Churn
Labor is the biggest controllable cost Tie compensation directly to If onboarding takes 14+ days, churn risk
outside of inventory. Keep headcount performance metrics like sales per rises, increasing replacement training
lean until daily orders hit 35. associate. costs. Delay hiring past 5 FTEs until

| conversion rates stabilize above 100%.
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Double the repeat customer rate to reduce acquisition pressure

15% t0 30%
Repeat Rate

4108
Orders/Month

Stabilize Revenue

Pushing purchase frequency to 8 orders/month
fundamentally changes revenue stability and reduces
the burden of constant new acquisition.

Speed to Second Purchase

Implement immediate post-sale follow-ups. Incentivize
the next purchase within 30 days.

Operating Leverage

Moving to 30% repeat buyers significantly lowers
effective Customer Acquisition Cost (CAC), freeing up
cash to combat the $10,050 fixed monthly overhead.

FINANCIAL
MODELS LAB



Manage the $86Kk initial capex drag through

the 26-month payback window

Operational
Software "\

Operational /
Software

/

Showroom
Fixtures

The Drag

This $86k initial outlay creates an immediate drag
on owner earnings. The full benefit won't be
realized until the 26-month debt service period
ends.

Managing Debt

Focus on minimizing the monthly debt service
payment. Negotiate favorable terms on software
debt or use operational cash flow to pay down
principal faster.

The Hurdle

Operating cash flow must comfortably cover
both the $10,050 monthly overhead and this
required debt service.
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Disciplined operational execution
unlocks long-term owner income

OSS05=0,

1. Survive the Burn 2. Defend the Floor 3. Pull the Levers 4. The Payoff
Secure $768k Capital Cover $10,050 Drive 35 Daily Orders, Unlock target $100,000
& endure 14-month overhead & protect 16 units per order, and to $500,000 stabilized
breakeven. 825% margins. 140% conversion. annual owner income.

Aggressively managing early fixed-cost risks and optimizing daily retail
operations fuels the journey to maximum operating leverage.
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