Path to Profitability, Cost Optimization, and
Capital Requirements
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Securing $841,000 Bridges CapEx
to Consistent Cash Flow

$841,000 $174,750

Total Working Capital Committed Capital for 6-
Required by February 2026. Month Operational Runway.
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i - Bridges the gap between initial CAPEX .1 - Absorbs early operating expenses before N>
‘x. outlay and sustained positive cash flow. \ revenue stabilizes. e
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_ i - Missing this target defers the break-even EE - Buys critical time to optimize sales =
point significantly. i channels.
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The 6-Month Runway Demands $29,125

1 Monthly Defici
Meaningful Revenue by Day 90 L
Day 90 Risk
Threshold

Day 1-90: The burn assumes zero Initial Day 90+: Critical Risk Threshold. Every day
revenue generation. Focus on high-margin past this mark without meaningful sales
services like design consultations first. exponentially increases operational risk.
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$20,175 in Fixed Overheads Must

Be Covered Before the First Sale

Accounting & Legal: S750
Maintenance: S800
Utilities: $1,500

Staff Wages: $11,125

Retail Lease: $6,000

The Big Three.

Payroll, inventory acquisition, and the
retail lease consume the largest share
of revenue. These fixed operational
expenses must be covered definitively
before accounting for any variable
inventory purchases.
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Inventory Acquisition Costs Are Currently
Unsustainable at 150% of Revenue

S$1.00 Sales Revenue = $1.50
Inventory Cost + 10% Workshop Supplies

The Math is Broken: Gross
margins are currently negative

before factoring in the $20,175
fixed monthly overhead.

The Cash Sink: Losing money
on every sale is impossible to
scale. Inventory is the single
biggest threat to the $174,750
runway.

The Mandate: Immediate
strategic intervention is

required to drastically reduce
Cost of Goods Sold (COGS).
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Aggressive COGS Reduction is Required
to Achieve Profitability

Supply Chain Tactics Product Mix Optimization Inventory Velocity
Aggressively negotiate volume Reduce dependency on high- Improve inventory turnover
discounts. Track exact landed cost specialty stock. Grow more speed. Avoid overstocking
costs (not just invoice prices). inventory in-house. Increase slow-moving annuals to prevent

pricing on high-demand native heavy future markdowns and

species. material waste.
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The $6,000 Retail Lease Establishes
a High Baseline Hurdle Rate
i

Negotiate Lease Length: Avoid
long terms without break clauses.

Seek Allowances: Look for tenant
improvement allowances to offset

CAPEX.

Bottom Line Impact: Securing the
$ 6 3 0 0 Olmo nth Q space for $5,000 instead of
$6,000 generates $12,000 in
Covers the retail footprint and greenhouse annual savings, directly boosting
operations. It dictates the minimum monthly the contribution margin.
sales target just to cover rent.
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Payroll Sets an $11,125 Fixed Monthly Baseline
Across 37 FTEs

o0  §11,125/month
W

supporting 37 FTEs (ranging from
Managers to Horticultural Assistants).

Classification Risk Schedule Optimization Accurate Forecasting
Be precise with Full-Time Overtime creep is the biggest Models must use the fully-
Equivalent (FTE) definitions. threat. Utilize part-time or burdened hourly rate multiplied
Misclassifying salaried exempt seasonal help for peak growing | by expected hours, recognizing
managers versus hourly workers | growing seasons instead of -+ that managers cost significantly
inflates future liabilities. ~ expanding full-time headcount. | more than assistants.
|
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Climate Control and Utilities Add a Fixed $1,500

Monthly Burden

Funds vital daily greenhouse heating, cooling
loads, and necessary irrigation cycles.

Efficiency Directives i

0 - Implement smart irrigation timers
to prevent over-watering waste.

Q - Utilize smart zoning for
heating/cooling and seal air leaks

immediately.

- Benchmark energy usage against
similar local nurseries.

- Warning: Scaling the greenhouse
footprint will cause this fixed cost
to rise rapidly.
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Maintenance and Compliance Act as a $1,550

Insurance Policy

Property Maintenance

S800/month

Covers: Retail cleaning, HVAC filters,
structural checks, irrigation upkeep.

Strategy: Negotiate yearly service contracts.
Preventative checks protect the highly
vulnerable inventory from catastrophic loss
If heating/irrigation fails.

Accounting & Legal

S750/month

Covers: State registration, permits,
tax preparation.

Strategy: Clearly define retainer scope
(e.g., quarterly sales tax) to avoid hourly
billing traps. Bundling services prevents

scope creep and costly penalties.
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Marketing Spend is Set to Flex at 30% of

Total Revenue

10%
0%

targeted annual spend (variable, moving
directly with sales performance)

Execution Directives

- Focus on CAC: High Customer Acquisition

Cost is fatal with 150% COGS. Track CAC
closely by channel performance.

- Channel Strategy: Avoid broad,

untargeted print ads. Prioritize high-return
community engagement events and test
digital ads before scaling.

- Retention Warning: If customer

onboarding takes 14+ days, churn risk rises,
wasting the initial marketing dollar. Focus
on increasing average transaction value.
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Missing H1 Sales Targets Triggers an Immediate
Contingency Plan

The Trigger: Garden Nursery
misses sales targets in the first
two quarters of 2026.

Initiating emergency financial response protocols.

Action 1: Immediately slash non-essential Action 2: Freeze planned fixed headcount
essential variable spending to extend the to directly address negative cash burn

runway past the 90-day mark. Focus on before it becomes critical. Suspend all
reducing discretionary costs and open hiring roles and contract renewals.
pausing all new variable commitments.
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Slashing Variable Spend Extends the
Runway Past 90 Days

Digital Advertising: Cut monthly spend by 50% (Saves roughly
$7,500 based on a $15,000 base budget).

‘ Supply Procurement: Immediately halt all non-essential supply

restocking orders not explicitly tied to confirmed sales velocity.

Community Workshops: Shift to lower-cost formats or entirely
pause workshops with marginal attendance rates.




Freezing Key Hires Defers
Critical Fixed Costs

Operational Bridge Plan

- Reassign design consultation

duties to existing senior staff.
I l - Maintain this freeze until Q3

revenue targets are

Freeze the planned hire for the demonstrably exceeded.
Landscape Designer position. - Only retain hires directly

Defers $5;500/m0nth responsible for core sales

transactions or essential
in salary and associated overhead.

Inventory management.
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Securing Capital and Fixing Margins

Drives a Two-Month Path to Breakeven

~ B A

Strong Early
Viability
Financial models project
the business will reach
breakeven within two
months of launch in

February 2026, provided
cost structures hold.

The $841k
Capital Buffer

Strict management of the
§29,125 average monthly
running cost requires
securing the full $841,000
to bridge CAPEX and early
operations.

The Inventory
Imperative

Survival depends entirely on an
immediate, drastic reduction of
COGS from the unsustainable
150% mark down to below 50%
to generate positive gross
margins against the $10,000+
fixed monthly overhead.
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