Garden Nursery
Financial Strategy &

Performance Metrics
The Roadmap to 2026
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Core Mandates for Capital Recovery

Payback Horizon Annual Overhead

s A $120,000 5

2-Month 21-Month Fixed annual costs dictating required daily revenue
Breakeven Capital Payback generation.

Margin Protection Perishable Discipline

0 L2
840% Lh> 3 ghy <307 oF

2026 Gross Margin target. Mandates strict inventory
cost control (<150% relative to revenue). Essential thresholds to ensure operational sustainability.
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Strategic Pillar 1: Revenue Capacity & Seasonality

Volume Floor Margin Drivers
O W | % 88%
15,000 Plants & Starts Houseplants & Workshops

High-value consultation sales.

Sets the baseline unit sales.

Build managin core sales and have
revartaded costs.

The Seasonal Risk

* Peak demand is April-July.
e Slow months (e.g., November)

require heavy consultation

Monthly Hurdle to cover fixed
costs at 45% blended margin. sales to cover the $26k burn.
. J
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Strategic Pillar 2: Cost Optimization & Labor

Scaling
N N
Inventory Cost Labor Scaling 0Q.0
Discipline = Impact (EJ[EPL}

e Secure bulk purchasing contracts

guaranteeing unit prices through 2026. | 27 9 56 FTES

 Model storage and carrying costs for |
large volume buys.

e Revenue growth must strictly outpace

the fixed operating expense of 29 new
HARD LIMIT: FTEs.

If inventory cost hits 150% of sales,
the 840% Gross Margin collapses.

o Growth rate must tie directly to
customer acquisition metrics.

FINANCIAL
MODELS LAB



Strategic Pillar 3: Asset & Stock Velocity

- The Velocity Mandate

(Greenhouse,
Irrigatiﬂn, Fixtures)
High turnover means the $140k in
assets generates sales faster,

improving cash flow immediately. .
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Cash Flow

Inventory
The Spoilage Risk

Slow turnover locks up working
capital and exponentially increases
spoilage risk for live goods.
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Strategic Pillar 4: Cash Runway & Payback

i ) EBITDA
21-Month | Trajectory
Payback $110k - $862k
Horizon monthly. Funds future
capital expenditure.

$841,000
Minimum Cash Floor
(Seasonal Lows)

Feb 2026

FINANCIAL
MODELS LAB



The Operational Playbook

/ Core KPIs to Secure the 2026 Roadmap

4. Labor Cost

<30%

2. RPE

$160.000 |

3. Inventory
Shrinkage

<3%

6. EBITDA Margin /EHH /. Workshop Fill
Rate

>20% >85%
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KPI 1: Average Transaction Value (AOV)

$45-$55

Measures basket size efficiency and success
at bundling plants, soil, and advice.

Pros & Cons

9

* Shows upselling
success, guides
Kit pricing.

X

e Hides volume vs.
large sales, ighores
visit frequency.

=

[Total . [Number of
Revenue] ° Transactions]

Example: $3,150 + 70 = $45.00

= AOV

How to Improve

Qﬁa * Bundle soil amendments at register.

&% * Offer 'Expert Starter Kits' at $65.

t:fﬂa  Incentivize staff to suggest design
consultations.
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KPI 2: Gross Margin %

>80%

Core profitability of plants, soil, and supplies
before overhead. Crucial for the 840% 2026 target.

b J

i N

Pros & Cons

Ignores rent/salaries,
misleading if inventory
valuation is off.

Shows true pricing
power, guides supplier
negotiations.

G B
w2
Revenue - | . _ Gross
[ COGS ] — Revenue X 100 = Margin %
Example: ($100k - $15k) + $100k = 85%

\_ S/
o ™
How to Improve

9&5 * Negotiate bulk pricing with local growers.
% e Shift sales mix to high-margin design
consultations.
Gﬁé * Reduce spoilage to lower effective COGS.
B J
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KPI 3: Inventory Shrinkage Rate

<3%

Physical loss of stock due to spoilage, theft, or
damage. Goal is 2.5%, but strictly under 3%.

Pros & Cons

9 &

Pros Cons

e Reveals hidden margin
erosion, forces
accurate counts.

» Detailed counts are
costly, lumps spoilage
and theft together.

b

:| + Recorded x 100 = Shrinkage

Recorded _ Actual
Inventory  Inventory

Example: ($250k - $240k) + $250k = 4% (Miss)

How to Improve

%EJ » Mandatory end-of-day checks for high-
shrink items.

%  Train staff on plant movement from
greenhouse to floor.

%j « Immediate reconciliation of large deliveries.
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KPI 4: Labor Cost % of Revenue

-

a A
Staffing efficiency comparing total wages to
sales generated.
N J
( N

\.

Pros & Cons

Cons

Ignores staff quality,
misleading during peak

Pros

Pinpoints overstaffing,
controls overhead before

QY

OF

[TotatWages] e [Total Revenue] = Labor Cost %

Example: $133,500 Wages + 0.30 Target =
$445,000 Minimum Revenue Required

it erodes margins. planting seasons.

&

How to Improve

» Schedule staff based strictly on forecasted
transaction volume.

4
X

Cf? e Track wages daily.

» Use workshops to keep expert staff busy
during slow periods.

J/
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KPI 5: Revenue per Employee (RPE)

$160,000

Direct measure of FTE productivity ensuring
scaling is justified.

Pros & Cons

& Pros

Shows operational
efficiency, identifies
highest return on tech.

€3 Cons

Ilgnores revenue quality,
tricky to read in highly
seasonal businesses.

(sp

[Annual Revenue] + [Average FTE Count] = RPE

Example: $445,000 + 2.67 FTE = $166,666

How to Improve

127 e Bundle high-margin services to increase AOV.
;ZJ « Automate routine inventory tasks.

;27 e Utilize a 12-month rolling average for FTE
count.
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KPI 6: EBITDA Margin %

>20%

Operating profitability. Shows how efficiently the
nursery turns sales into operational cash flow.

Pros & Cons

& Pros

Best for peer
comparison, tracks to
229% 2026 projection.

€3 Cons

Ignores capital needs
for perishables and
servicing debt.

[EBITDA] + [Revenue]) x 100 = EBITDA Margin %

Example: (535,000 + $150,000) x 100 = 23.3%

How to Improve

() « Maximize workshop fill rates (>85%).
)  Keep labor costs strictly under 30%.
() « Push AOV above $45 to absorb fixed costs.
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KPI 7: Workshop Fill Rate

>85%

Measures capacity utilization for high-margin
services (expert gardening classes).

Pros & Cons

) Pros (X) Cons

Shows immediate 100% might mean
utilization, flags underpriced, ignores

scheduling issues fast. post-workshop sales.

R4 g

[Workshop - [Total Available = Fjj Rate
Attendees] Spots]

Example: 24 Attendees + 30 Spots = 80% (Miss)

How to Improve

¢J « Tie registrations to product upsells at checkout.
© « Implement early bird pricing.

L> « Adjust class frequency based on Monday
morning reviews.
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Execution Cadence to 2026

Daily Tracking ~ Weekly Review =~ Monthly Close =~ Quarterly Audit
W Average » Workshop «» Gross Margin % «» Revenue per
;I';%lbs}actmn Value attendance (every Y% Inventory Employee (RPE)
Monda :
¥ Immediate wage / S HHNKEge ¥ Measure against
pacing g ¥ Weekly sales flow % Labor Cost % $160k target

¥ Spot execution
issues at the
register

¥ Adjust marketing
spend if fill rates
dip <80%

¥ EBITDA Margin

¥ Tie shrinkage
reviews to the P&L

¥ Justify any new
hiring before
raising fixed costs
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