Commercial Furniture
Scaling & Financial
Roadmap

A 7-step operational playbook to secure $768k, optimize
unit economics, and achieve profitability by February 2027 .




Securing $768,000 for a 14-month
runway to profitability

$48.000 / month

Implied monthly cash burn rate

$168,000
$ 672 Y O O O g:egoéggg Convertible Note

(Due Q4 2026)

Core operational cash needed pre-profit

14% Buffer . S

Built into total minimum cash requirement
February 2027

Breakeven

CRITICAL THRESHOLD: If Customer Acquisition Cost

(CAC) exceeds $450, immediate refinancing is required.

FINANCIAL
MODELS LAB



High-end commercial outfitting drives a $75,990
Average Order Value

JoN
$75.000 AOV | < $4,000 AOV

« Driven by large office or contract sales volumes « Consistently falls closer to $3,500 for first-time
buyers

* Requires ~8 large deals per month to hit targets _ '
» Style-conscious homeowners drive volume, not

« Sales cycle: 60-90 days for fulfillment massive AOV

 Buyers demand volume discounts and extended
Risk Factor: Over-reliance on 1-2 large clients terzm

strains cash flow.
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Mitigating severe margin risks in

procurement and logistics

The 175% Variable Cost Challenge
125% COGS Assumption

Spending $1.25 on products for every $1.00 of
revenue. Signals negative gross margin before
operating costs.

Immediate Action: Confirm if this represents a target
Gross Margin of 25% (75% COGS).

50% Logistics Cost

Variable delivery costs rapidly erode contribution
margin.

Operational Mandates

v/ Must achieve greater than 4.0 inventory
turns per year.

v/ Slower turnover dangerously traps
working capital on shelves.

v’ Verify warehousing strategy and lead
times.

v Extended lead times (>60 days) require
heavier, capital-intensive safety stock.
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Step 1: Validating the
premium product mix
and target demographic

Core Sales Mix

37%
Other

35%
Living Room
pieces

28%

Bedroom sets

Baseline Economics: Base items require a

$760 AQV to justify high-ticket service costs.

You cannot sell low-margin accessories.

Target Profile

Demographic: Style-conscious
homeowners aged 25 to 55.

Strategy: Marketing spend must be
exclusively focused on buyers
furnishing new places or upgrading
primary spaces (buying living and
bedroom categories together).
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Step 2: Controlling procurement cash drag and

delivery spend

Procurement
Cash Outflow

Working capital tied up in
125% procurement spend
before sales occur.

[Lever

Negotiate Net 60-day payment
terms or vendor financing to
delay cash outflow past initial
inventory receipt.

Physical
Inventory Inflow

Receiving high-ticket
items (e.q., 28%
bedroom miXx).

Delivery Logistics
Outflow

50% variable delivery
costs eroding contribution
margin.

[.ever

Optimize delivery density per
route and negotiate fixed-rate
contracts with 3PL providers.
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Step 3: Forecasting the daily sales velocity
and conversion funnel

Volume Requirement

Moving 12 units per order

equates to 324 items sold
45% target Caly,
conversion rate At 27 daily orders with a

Average daily $75,990 AQV, monthly
visitors revenue models at over

Initial orders $61.5 million.
booked per day

THE CONVERSION RISK: If conversion dips slightly to 30%, daily orders drop to 18—

slashing projected revenue by a full third. Protecting the 45% target is paramount.
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Step 4: Clearing the absolute minimum

monthly fixed overhead

$10,050 + $13,917

Fixed operating Lean initial

expenses payroll costs
(rent, utilities)

$23,967 /
month

The Baseline Hurdle

This is the floor required to cover fixed obligations before
addressing the 175% variable costs (COGS + logistics).

Strategic Rule: Pre-launch payroll
($13,917) is the largest controlled lever.
Over-hiring before steady sales volume
immediately pushes the February 2027
break-even date further out.
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Step 5: Phasing headcount to match
revenue and protect service

s

2026

Launch with 40 FTEs for core
capacity.

- 2030

>
Add 20 new FTEs over the

decade to manage volume growth.

2027

Add Marketing Manager
($42,000 base + payroll taxes)
to drive acquisition efficiency.

Commission & Incentive Structure

/ \ » Aggressively heavily weight commissions toward hitting the 45% initial conversion milestone.
/ * Implement accelerators for associates hitting the ambitious 140% target metric.

» Mandate standardized training on data-driven curation to maintain high service levels.
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Step 6: Locking down initial CAPEX prior to launch

Total Initial Outlay: $80,000

Strictly for infrastructure to sell furniture, not to cover the monthly $23,967 operating deficit.

Physical Showroom Point of Sale Initial Website
Fixtures (POS) Systems Development

The Runway Check

To confirm funding, this $80,000 setup cost must be fully covered in addition to the 12+ months
of running losses prior to the February 2027 breakeven.
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Step 7: Achieving breakeven and targeting
Year 2 profitability

The Breakeven Calculus

* Must overcome the 175%
total variable cost margin
rapidly through high volume
to cover the $23,967
monthly fixed
overhead.

* Achieving profitability by
Month 14 is an aggressive
but mathematically possible
goal pending rapid sales
ramp-up.

Dollars

$356,000

$300,000

$250,000

$200,000

$150,000

$100,000

$50,007

$0

Target Goal:
Reach a Year
2 EBITDA

of $236,000.

Revenue

Total Costs
(Fixed $23k +
175% Variable)

|
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Launch Month 14 Year 2

(February 2027)
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Execution Checklist &
Immediate Priorities

v
4
v

Financial Mandates

Secure $768,000 total capital ($600k Equity / $168k Note) by January 2027.
Lock in the initial $80,000 CAPEX without compromising working capital.

Operational Imperatives

Immediately validate the 125% COGS assumption and confirm actual gross margins.
Negotiate Net 60 terms and fixed 3PL logistics to combat the 175% total variable cost.

Sales Execution

Protect the $75,990 AOV through targeted high-end B2B deal flow (8 deals/mo).

Maintain the strict 45% conversion target (27 daily orders) via structured 40-FTE team
commissions.
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