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A blueprint for
achieving
profitability through
data-driven
furniture retail.

Strategic Playbook &

Executive KPI Scorecard Target Breakeven:

S February 2027



The 14-month mandate to cover $23,967 in monthly fixed costs and
overcome early EBITDA losses.

& The Year 1 Challenge: Projected negative $106,000 EBITDA requires immediate, aggressive margin control. ]

Monthly Fixed Operating Expenses:

$23,967

(Target for 2026)

Projected

-

Year 1 EBITDA LN

-
=
-

. - Breakeven Threshold

T Feb 2027 Target Break-even Date:

February 2027
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Connecting leading daily showroom indicators
directly to lagging financial outcomes

Daily Visitor 45% Sales N
> Traffic > Conversion > Volume/DensitY>> Profitability >
A

Input Phase: Monitor Conversion Gate: Set

daily store visitor counts the hard floor at a 45% - .
religiously. High data Visitor-to-Buyer Output Phase: If conversion dips below 315 %, the
quality is required for conversion rate. $106,000 Year 1 loss deepens exponentially.

predictive modeling.

High-value consultations drive larger initial purchases, accelerating the path to the required sales density.
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Maximizing the initial $86,000 fixed asset investment by
preventing the 9o-day capital trap

Of ~— S| Fixed Assets:

]
Hog L | | |$86,000
||| H _ committed to fixtures and systems.
e i == =L Utilization:

[ ' The 90-Day 7 =
\

AN a Revenue generated per square foot
Threshold |:_:]] must cover overhead.
=

= = Curated stock must move fast; slow

O 5
O
) 5
@ M movement signals obsolescence risk.
] Y / @ = |nventory sitting over 90 days ties up capital

required for trend-aligned inventory.

Analyze the warehouse and showroom layout continuously to optimize customer flow and maximize sales density.
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Leveraging an 8-month retention window to generate $48,000+
per customer and dwarf initial acquisition costs.

'Y

Target Frequency: CAC: - The Pivot Point:
4 orders/month generating ~$450 < = Success relies on
32 transactions over an achieving a 15% repeat
8-month duration. 8-Month purchase rate.
CLV Potential:
- $48,000+ A
e @ % é

Revenue Base: Assumes Churn Risk: If onboarding
Average Order Value (AQV) takes 14+ days, churn risk
holds steady at $1,500 rises and the 8-month

for repeat buyers. = = | | | | | | | window shrinks.

& 14-Day Onboarding Danger Zone

Drive density early: aim for repeat customers to buy 2x in the first 90 days, reducing variable

fulfillment costs to boost contribution margins.
ey i



KPI Scorecard 1: Validating
showroom effectiveness and

curation through Visitor-to-Buyer 4 5 %
Conversion

Target Benchmark:

Advantage: Disadvantage:
Validates personalized design consultations and Ignores Average Order Value (AOV); can be inflated
curated collection quality. by low-quality traffic.

Review daily. Implement a strict 24-hour follow-up system for non-buyers and qualify visitors immediately based on stated

needs (e.g., apartment vs. large home). :2) FINANCIAL



KPI Scorecard 2: Maximizing Sk
transaction spend through high- iy
5 oy $91,188

ticket bundles and Average Order

Value (AOV). i

{

o

n [

I ) |

Total Revenue / Total Orders [e.g., $1,823,760 / 20 Orders = $91,188]

Advantage: Disadvantage:
Drives top-line revenue without needing more foot Aggressive upselling can scare off new buyers and
traffic; accelerates fixed cost coverage. hurt Conversion Rate.

Systematically cross-sell to boost orders above the 12-unit target. Create tiered room bundles

and tie commissions directly to units per order. FINANCIA
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KPI Scorecard 3 Sustainin_g core T

pricing power and protecting the Q Z 3(7

Gross Margin Percentage. WP, O
Note: Tracking aggressive structural

goals up to 825% internal metrics)

Gross Margin COGS 3¢ ]
| (82.5%) (15%) o
(Revenue - COGS - Variable Costs) / Revenue [e.g., ($100k - $17.5k) / $100k = 82.5%]  ‘anadle
Advantage: Disadvantage:
Shows true product pricing power and links Ignores fixed operating costs (rent) and can hide
procurement efficiency directly to profit. inefficient inventory management.

Strictly control procurement costs (aiming for 125% or less) and aggressively manage delivery expenses

(targeting S0% or lower). Renegotiate vendor contracts quarterly. FINANCIA
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KPI Scorecard 4: Forcing extreme JFT———
capital efficiency via the Inventory 30X t0 40X

Turnover Ratio.

Annually

Cost of Goods Sold / Average Inventory Value

[e.g., $1,500,000 / $50,000 = 30x]

e Advantage:

Reduces storage/insurance costs and
ensures curated selection stays fresh.

e Disadvantage:

High ratio risks stockouts on popular
items; ignores seasonality.

Compare against the 30x-40x target monthly, not quarterly. Order smaller, frequent batches and liquidate obsolete SKUs immediately, even at a disgo Lerrerery

23] MODELS LAB



KPI Scorecard 5: Validating the Target Benchmark:
acquisition budget by measuring $104,866.20
Customer Lifetime Value (CLV). (8-Month Cohort)

Repeat 2
Initial Repeat 1 P
Purchase > @ ? .
e I o T e S —
Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8

AQV x Purchase Frequency x Customer Lifespan [e.g., $91,188 x 1.15 transactions = $104,866.20]

Advantage: Sets the ceiling for CAC and highlights Disadvantage: Relies on predicting future lifespan;
the value of long-term retention. masks poor unit economics if retention hits zero.

Ensure the initial 15% repeat rate target is hit definitively before scaling acquisition spend.

Track time between first and second purchase—aim for under 8 months. T
E MODELS LAB



KPI Scorecard 6: Achieving Target Benchmark:
operational leverage by driving down <30%
the Operating EXpense Ratio Push below 30% at scale

>40%
Year 1

30% Target

Total Operating Expenses / Total Revenue [e.g., $150,000 / $600,000 = 25%]

—|— Advantage: —— Disadvantage:

Flags overhead creep early, directly tying spending Can hide poor performance if revenue is artificially
discipline to the 14-month profitability timeline. inflated through heavy discounting.

Increase sales density per square foot to spread fixed rent costs. Review monthly against the 14-month target; do not wait for quarter-end.
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KPI Scorecard 7: Preventing Target Benchmarks:
inventory obsolescence by monitoring 35% 28%
the Sales Mix Percentage. Living Room | 28% Bedroom

Other
37%

Revenue per Category / Total Revenue
[e.g., $180,000 Living Room / $500,000 Total = 36%)]

28%
—|— Advantage: — Disadvantage:
Pinpoints revenue concentration and aligns capital High percentage doesn't guarantee high gross
allocation with proven sales drivers. margin; ignores customer acquisition costs.

If top categories exceed 65%, you are vulnerable to style shifts.

Adjust showroom layouts monthly to feature the 35% Living Room category prominently.
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Executive Summary: The immediate operational
mandates to secure 2027 profitability.

v/ v/ v/

The Breakeven Leading Sales Margin Asset
Mandate Indicators Preservation Velocity
Overcome the projected Protect the floor. Defend the 82.5% gross Avoid the 90-day capital
Year 1 negative $106,000 Maintain a 45% Visitor-to- margin target by capping trap. Force a hyper-
EBITDA by strictly Buyer Conversion Rate procurement and efficient 30x-40x
strictly covering the and aggressively pursue delivery costs, allowing Inventory Turnover Ratio to
$23,967 monthly fixed the $91,188 Average zero room for margin ensure the $86,000 fixed
costs within 14 months. Order Value via room erosion. asset investment yields
bundling. maximum density.

Alignment on these 7 KPIs dictates the speed at which we cross the breakeven threshold.
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