Garden Nursery
Financial Scaling &
Operational Strategy

An execution blueprint securing $841k in
working capital to drive $862k Year 5

EBITDA.
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The Financial Destination and
Core Milestones

$841,000 21 MMonths
Peak Working Capital Required. The safety net Target investment recovery timeline post-launch,
bridging the gap until cash flow turns positive. assuming steady operational execution.
$862,000 2 Months

Target Year 5 (2030) EBITDA, scaled from a Rapid operational breakeven target, driven by
$110,000 Year 1 baseline. high gross margins exceeding 85%.

[22] FINANCIAL
» MODELS LAB



Bundling Premium Inventory with
Expertise Drives a $20 Target AUP

Commodity Chains

Our Defensible Niche

' $20

Average
Unit Price

The Niche: Focus entirely on premium, locally-
acclimated Starts and specialized Houseplants.
Use Starts for early customer acquisition.

The Strategy: Avoid price-matching generic

annuals. Benchmark against local chains for
commodities like soil, but sell expertise for plants.

The Model: Bundle expert consultations and
design workshops with high-value plant sales to
drive repeat purchases.
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Bridging the Gap to Seli-Sustaining Operations

The Recovery: Full capital
payback achieved in exactly
21 months post-launch.
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Operational Friction Points and Scale Risks

2030: 76 FTEs

Risk Area 1: Staffing vs. Space

Growth of 181% over 4 years (27 to 76 FTEs by 2030).

The fixed space ($6,000/mo or $72,000/yr) must
support inventory demands of 76 employees.

2029: 62 FTEs

2028: 48 FTEs

2027: 35 FTEs
2026: 27 FTEs

Mitigation: Clear productivity metrics for all 76 roles.

===Fixed Lease Constraint ($6,000/mo)

Risk Area 2: Cash Flow & Shrinkage

Off-season requires covering $10,000/month in fixed overhead.
Mitigation: Build a 3-month cash buffer and aggressively manage inventory spoilage rate.

<> If onboarding takes longer than 14 days, churn risk rises significantly for specialized roles. 76 people crammed
into inadequate space Kills efficiency. Payroll will scale faster than revenue unless productivity improves sharply.
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The 7-Step Execution Blueprint T

EBITDA

7. Project
Growth &

6. Analyze © Profitability
Liquidity
5. Itemize Needs
Initial

4. Structure CAPEX

Team

L 3Establishy =~ Salaries
) Baseline
Overhead

2. Determine
Inventory
Costs

1. Model Sales
Forecast
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Step 1: Validating the Revenue Base and Unit Volumes

Target

otal: $480,000 Total Annual Revenue

l

This forces you to validate

The Gap: $255,000 required market demand against
from secondary streams (soil production capacity right
sales, consultation fees). away.

Definitely check your pricing
assumptions—overhead and
hiring plans are just guesses

without firm unit volume.
Core Volume: 15,000 Plants

& Starts x $15 Average Price
= $225,000 Revenue.
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Step 2: Driving Procurement Efficiency and Managing COGS

Target Gross Profit Margin: 85%

® Workshop materials
cost percentage:
Only 10%.

Initial plant stock
costs budget:
Exceeds 1.5x (150%)
of relevant revenue
projections initially.

If actual plant costs exceed 150%, you must raise prices or cut overhead fast. Defintely audit supplier
markups weekly. Volume discounts and better sourcing are required immediately to protect the margin.
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Step 3: Securing the Fixed Overhead Anchor
$10,000 Monthly Floor

:
- Consultant Reality Check

: _ If utilities run high during peak
$6,000: Retail Space Lease (fully loaded with growing seasons, budget

property taxes). $4,500 here to avoid shortfalls.

Map these fixed costs tightly
against your 30-day cash
runway. This zero-revenue point
dictates your minimum monthly
sales target.

$4,000: Operations (Utilities, general liability

iInsurance, minimum software subscriptions).
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Step 4: Structuring Team Salaries for Operational Density
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Nursery Manager Sales Associates Horticultural Assistants
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Step 5: [temizing the $180k Initial Capital Expenditure

The Foundation (Identified Assets)

(v Greenhouse Structure: $50,000

(vj Delivery Vehicle: $40,000

The Gap (Unidentified Assets)

[ ] Missing allocations for Point-of-

Sale systems, specialized growing
racks, etc.: $90,000

Total Required CAPEX: $180,000

Getting this wrong means under-equipping your nursery or overspending before your
first sale. Always depreciate these assets correctly on your books; don't treat them as

Immediate expenses.
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Step 6: Validating Liquidity Needs and Breakeven Timing

$180,000 _ Operating _ $841,000
: —  Minimum Cash Injection
CAPEX Deficit (The Safety Net).

Initial monthly burn is heavy: $10,000 overhead + $133,500 annual wage bill.
Operational Full Investment
Breakeven: Payback:
2 Months 21 Months

- ‘ Hitting breakeven in 2 months is aggressive but ‘ l
(Specifically targeted for Feb-26). achievable if plant sales ramp fast. Defintely watch inve-

turnover closely to hit that 21-month payback date.
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Step 7: Projecting the Leap to $862k EBITDA

EBITDA Growth Trajectory

Year 5 EBITDA (2030):
$862.000 The Lever for Growth

« Margin expansion relies
heavily on operational
maturity.

 Crucial Lever: Optimizing
plant procurement to drive
plant cost efficiency down
toward 130% of the

baseline cost structure.

Year 1 EBITDA:
$110,000

[ ]

Year 1 Year 2 Year 3 Year 4 Year 5

You can't rely on volume growth alone. If costs don't fall as volume rises, you're just running a bigger,
busier version of your current operation. Ensure the supply chain matures faster than overhead grows.
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Execution Imperatives for Long-Term Success

%

Pillar 1: Pillar 2: Pillar 3:
Capital Discipline Rapid Traction Operational Maturity
Secure the full $841,000 Leverage high gross Strictly manage the 181%
safety net to protect margins (85%+) to achieve staffing scale against fixed
against high initial plant operational breakeven footprint constraints, driving
costs (150%) and the within 2 months (Feb-26) procurement efficiency
$180,000 CAPEX. and full capital payback in down to 130% to hit $862k

21 months. EBITDA by 2030.
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