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Scaling Playbook

The Data-Driven Path to Breakeven ’ '

and 15% Operating Margin by 2030




The imperative to scale margins,
cut shrinkage, and achieve profitability.

28 Months

Breakeven timeline, targeting a sustainable
15% operating margin.

20%

Aggressively increasing Average Order Value and
scaling visitor conversion from the 12% baseline.
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Halt Erosion

Calculating true product Contribution Margins to stop
gross profit loss caused by inventory shrinkage.
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Mix Shift
Prioritizing the expansion of high-margin Workshops

over physical inventory to accelerate profitability.
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Services dramatically outperform physical goods
in true contribution margin.

Workshops 90% C M

Driven by exceptionally low variable input costs.

Tools | 73_3% CM

Highlighting strong markup potential on hard goods.

Soil

Before fixed overhead absorption.

Fianks m The currently reported overall CM of 827% is a flawed
Lags severely due to heavy spoilage metric measured against an incorrect, low baseline.

; We must reset standard revenue measurement.
and operational costs.
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Plant shrinkage and unmanaged input costs
are actively eroding gross profit.

$5,000

Lost directly to plant
spoilage in the current
operational snapshot.

150%

Combined wholesale and
freight input costs
consume an unsustainable
portion of revenue.
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Bridging the $1,192 average order value gap
against physical retail limits

The Baseline Constraints $1,192
| » 54 500/month rent
establishes the sales floor
| productivity baseline.
.

L » Accommodates 350 peak (Must be bridged by
= - weekend visitors. attaching services
q to volume)

B - | > Managed by a projected
- 20 FTE staff (2026).
L]
T
Current AOV The Gap Target 2028 AOV

Insight: If traffic is constrained by the physical layout, adding more staff will not increase revenue. Growth must come from AOV expansion.
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Maximizing a fixed acquisition budget requires
aggressive retention targets.

Acquisition Lifetime Value
(CAC) (LTV)
$1,000/month T Y 7-month
Marketing budget strictly = G j% Current customer lifetime
capped for new acquisitions. \ baseline. Extending this by just
r N one month doubles its value.
The Retention Target
of transactions from repeat buyers. Average Orders Per Month (AOPM).

Retention cost must remain significantly lower than CAC.
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Strategy 1 — Shift the sales mix toward high-value
services and tiered expert consultations.

e

Shift the Mix

Plants currently drive 45% of
volume. Workshops are only
10% of sales but have just 15%
variable supply costs. We must
aggressively cross-sell the
$3,500 workshops to close the
AQV gap.

&

Test Price Floors

Immediate mandate to test a
5% hike on high-AQV items. A
5% increase on a $2,500 Tools
sale nets an extra $125 per
transaction.

Al
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Deploy Tiered Consultations

Capture willingness-to-pay by
segmenting expert time.

1 Level 1: $150 Quick
Diagnostic

2 Level 2: $500 Personalized
Design Session

/N Warning: Track churn ruthlessly. If onboarding takes 14+ days, customer satisfaction drops and impacts future sales.
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Strategy 2 — Drive inventory inputs down from
150% to 130% of revenue by 2028.

The 2028 Target: Achieve a 20% overall input
reduction and drop spoilage by 5 percentage points.

Action 1: Itemized Tracking Action 2: Supplier Negotiations
Implement systems to track every dead seedling, Attack wholesale and freight costs. Negotiate
4 broken item, and write-off before they hit the sales freight terms and minimum order quantities
D floor. Standard COGS reporting is currently immediately to improve operational control.
missing this data.
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Strategy 3 — Double repeat order frequency to
secure a 55% retention rate by 2030.

D;E\? CRM Investment Required

Budget for software licenses, $2k - $5k in
setup fees, and essential staff training time
allocated from the initial labor budget.

04 to 08

® w .
Pushing monthly order frequency ﬂ‘ﬂ/lﬂﬂ Driving Adoption

from 4 to 8 to break through the
7-month LTV ceiling. Offer a compelling first-purchase bonus (e.g.,

10% off next soil purchase) to lock in the second
transaction. Keep reward tiers simple and tie
them to high-margin workshops. Avoid complex
14+ day onboarding to prevent churn.
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Strategy 4 — Tie the $17,500 monthly labor
overhead directly to peak weekend demand

f&é 350 Peak Daily Visitors

$17,500 Baseline Overhead (20 FTE)

/ J \ The Baseline Overhead —0  Strategic Scheduling == The Validation Metric
Base labor cost is fixed at 85 Map the 20 staff directly against EW Measure Revenue Per Employee

$17,500/month to cover 20 FTE the 350 daily visitors seen during (RPE). Divide projected weekend

retail staff. weekend peaks OverstefF ng revenue by the 20 staff on duty.
burns cash Adding staff is only viable if their

incremental sales exceed their

heurhrwage:
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Strategy 5 — Scale $3,500 workshop sessions to
bypass physical goods margins.

[ (1 L]
Superior Economics Margin Opportunity
Workshops average $3,500 per session with only Adding just one extra workshop session per
15% variable supply costs. month generates enough contribution margin to
significantly offset the $7,270 fixed overhead
burden, accelerating the timeline to profitability.
L] ] -

Labor Utilization

Calculate the marginal cost of instructor fees for adding just one extra session per month using existing 20 FTE
overtime vs. hiring specialized talent.
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Strategy 6 — Slash the $7,270 fixed overhead base
to lower the breakeven threshold.

The Negotiation Target Z{}ES
$1,770 Aim for an immediate 5% reduction across key
Other Fixed line items (challenge the rent agreement,
Costs 5% negotiate marketing down by 10%).
«— Reduction
Target
($363.50)
$1,000 The Breakeven Impact TE
$4.500 Marketing “ﬁﬂ
ik : Spend
Physical Retail $
4,400 Annually
Achieving a $363.50 monthly reduction frees up nearly
| $4,400 per year. Every dollar saved directly reduces
$7.270 Fixed Base the daily transaction volume needed to break even.
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Strategy 7 — Train internal staff to drive daily
orders from 132 to 243.

The Conversion Mandate

We must lift overall visitor-to-buyer conversion from
the 12% baseline to a 20% target by 2028.

350

Peak Visitors

69.4%

Required conversion
rate during weekend
rushes to hit volume.

Optimized Training Spend
Avoid expensive external consultants.

Utilize internal senior staff to run workshops for the 20 FTE tea

Allocate at least 40 hours of staff time per FTE for

243 new process rollouts.

Required Test in-store flow mapping and layout changes only
__PalyQroers in high-traffic zones initially.
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The 2030 target operating model achieves
a 15% margin and sustainable growth.

15% Margin

Breakeven achieved within 28 months;
business stabilized at a 15% operating
margin.

)

<130% Inputs

Input costs strictly managed below 130%
of revenue; fixed overheads aggressively
optimized.

55% Repeat Rate

Retention rate secured, with retained
customers predictably purchasing 8 times per
month.

Vv

$4,761 AOV

Realized through scaled, high-margin
$3,500 Workshop services outperforming
physical constraints.
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