Grocery Store
Financial &

Operational
Scale Strategy

The 39-Month Path to
Breakeven & Beyond




Executive Summary:
The Financial Destination

79

Daily Orders required to cover fixed overhead and
reach breakeven by March 2029 (Month 39).

65%

Repeat Customer Base targeted by 2030 (scaling up
from a 25% baseline) to stabilize revenue.

$102,500

Initial CAPEX required to secure physical assets and
launch operations.

-40 pt

COGS Reduction required over five years (550% down
to 510%) to protect the 370% contribution margin.
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Target Customer &
Frequency Requirements
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Audience Profile:

Health-conscious individuals and
busy families who can sustain

high-frequency purchasing. Retention Warning: Customer onboarding
must be completed within 14 days. Delays

Visits / Month

beyond this window trigger a severe spike in
early churn risk.
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Engineering the Targe't $2 357 AOV

Average Order Value

30% 35%

Fresh Grocery

Produce Staples
45 s | Premium | _ $2,357
units Pricing AQV

Basket Composition: Achieving this AOV
requires exactly 45 units per trip.

Strategic Mandate: Proximity to offices and high-density residential areas supports this mix. We must
prioritize premium and local goods over bulk discount items to maintain the necessary price-per-unit.

FINANCIAL
MODELS LAB



2026 Baseline Sales & Visitor Math

85%

46 Dally m 39 Daily ﬁ
Visitors Orders

250% Repeat

Customer Rate

Funnel Metrics: Context:
46 Daily Visitors yield 39 Dalily Orders at an 85% expected To sustain the 39-order baseline without constantly
visitor conversion rate. acquiring new foot traffic, every new customer must return

an average of 2.5 times.
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Capital Expenditure (CAPEX) Requirements

Core KPI: $102,500

Total Initial CAPEX

$35,000

(Mission-critical for protecting high-value
fresh produce inventory and cold chain).

for Refrigeration Units.

$15,000

for Point of Sale (POS)
& Tech hardware.

and threaten the launch date.

Operational Risk: Installation timelines dictate readiness. Vendor delays directly increase working capital needs
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The Fixed Overhead Baseline

Commercial
Lease

$4,500 / month

Utilities

$8,900
Monthly
Non-Labor
Burn

Context: This is the anchor cost floor. These baseline costs run consistently regardless of
sales volume and must be covered before payroll and inventory purchasing begin.
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Initial Labor Model & Capacity
Core KPI: $12,000 Monthly Labor Budget

Staffing Level: 40
Full-Time
Equivalents (FTESs)

Context: The $12k ceiling models shift coverage to prevent understaffing in critical
areas (like fresh produce) while managing cash flow prior to breakeven.

Leadership Anchor:
Store Manager
compensated at
$45,000 annually
($3,750/month).
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Controlling COGS and Variable Expense Ceilings

COGS Reduction Target Variable Cost Celiling
050%

510%
Goal: Reduce COGS from 550% to Limit: 80% of Year 1 revenue allocated
510% within five years. to Packaging & Delivery (P&D).
Impact: A 40-point drop directly Action: Streamline delivery zones and
bolsters the 370% contribution margin. optimize routes to maximize drops per

hour to stay under this hard ceiling.
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The Fresh Produce Margin Lever

Context: Fresh Produce represents 30% of the total sales mix and dictates customer perception.

Supplier Strategy: Identify and
negotiate volume discounts
with the top three suppliers in

this category before Q4. (Note:

Onboarding >60 days risks
existing quality relationships).

Spoilage Tactic: Reducing
spoilage by just 1.5% on this
30% segment provides pure
margin gain, which is cheaper
than demanding lower unit
prices.

FINANCIAL
MODELS LAB



The Breakeven Threshold

$56,486 79

Monthly Revenue Daily Orders

Context: Hitting this breakpoint defines the moment the business covers high

fixed overhead and stops burning cash. It relies on the target AOV stabilizing at
$2,357.
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Funding the 39-Month Runway

Initial Outlay: $102,500
required upfront for CAPEX.

The Cash Valley: Model projects
a minimum cash requirement of
-$17,000 by February/March 2029.

Month Month Month Month Month Manith Month Month Manth Month BMonth Month Month Month Month BMonth Month Month BMonth Month BManth Manth Manth Month Month Month BMonth BMonth Month Month Month Bonth Month Month Month Bonth
1 2 3 4 5 [+ Fi 3] 8 10 1 12 13 14 15 16 17 19 20 21 22 23 24 25 28 27 28 30 31 32 34 35 36 37 28 39

f |

Capital Strategy: The total funding raise must exceed the $102,500 CAPEX, cover the cumulative operating
losses to the -$17k valley, and include a working capital safety buffer.
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Scaling the Visitor Footprint (2026-2030)

100 visitors

2026

2027

2028

230+ visitors

The Conversion Gap:

Achieving this volume
requires an aggressive
200-percentage-point jump
In visitor conversion rates
(from 85% to 285%).

2029

2030

Tactics:

Upgrades require peak
freshness guarantees

to support loyalty and
marketing spend correlated
directly to acquiring
higher-frequency shoppers.
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Strategic Expansion Decisions

New Locations

Trade-off: Requires
significant upfront CapEx
but provides immediate
access to new
customer pools.

Local Density

Trade-off: Optimizes
local marketing footprint
to increase foot traffic
within the current store
radius.

Delivery Radius

Trade-off: Widens service
footprint but tests
complex logistics costs
against potential Average
Transaction Value (ATV)
gains.
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Immediate Next Steps for Execution

refrigeration and $15, 000 POS quotes to secure the

1 Finalize CapEx Procurement: Lock down the $35, 000
& $102, 500 baseline and protect the launch timeline.

with the top five vendors (prioritizing fresh produce)

2 Secure Vendor Contracts: Finalize volume commitments
® | before Q4 to lock in the 550% COGS target.

to cover initial CAPEX and bridge the projected 39-month,

3 Execute Funding Raise: Secure equity or founder capital
® | -$17,000 cash shortfall.
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