
Hair transplant clinic Startup: A Real-World

Sample Business Plan



TITLE PAGE

Luminous Hair Restoration, Inc. (Delaware C-Corp). Founded March 15, 2024. Austin, Texas. Dr. Evelyn Reed:

Board-certified dermatologist with 12 years experience, led Dermatology Associates of Austin to $4.2M annual

revenue (2021-2023). James Callahan: Scaled RejuvaMed Clinics to $2.8M revenue in 18 months. We perform

1,500-4,000 graft FUE transplants at $8,000-$22,000 per procedure, targeting $3.6M Year 1 revenue. Business plan

dated October 26, 2023.



SECTION 1: EXECUTIVE SUMMARY

35.2 million US men and 21.4 million women experience hair loss (NIH 2023), driving a $5.2B market with 7.3%

CAGR. Current solutions lack medical rigor: 68% of Austin patients report dissatisfaction with franchise clinics'

cookie-cutter approaches (2023 Austin Health Survey). Luminous delivers board-certified surgical expertise with

proprietary LuminousScan(TM) AI density mapping, achieving 92% patient satisfaction in pilot tests. We charge

$10,500 average per procedure (70% gross margin) to 320 patients Year 1, generating $3.6M revenue. Break-even at

180 procedures (Month 18) with $110K monthly operating expenses.

We target urban professionals aged 30-55 within 30 miles of Austin ($93,500 median household income). Revenue

mix: 87% surgical procedures ($10,500 avg), 13% PRP/SMP. Year 1 gross margin 70% ($2.52M gross profit on $3.6M

revenue), net margin 33.3% ($1.2M net income). Path to profitability: Achieve 15 procedures/month by Month 6

(breakeven threshold 15/month), scaling to 52/month by Year 3.

Seeking $1.2M total funding: $400K founder equity (33.3%), $800K SBA 7(a) loan (6.5% fixed, 10-year term). Use of

funds: 23.3% leasehold improvements ($280K), 15.0% ARTAS iX system ($180K), 12.5% medical equipment ($150K),

8.3% EHR/IT ($100K), 20.0% working capital ($240K payroll + $130K reserve). Funding enables 320 procedures Year

1, $1.2M net income, and AAAASF accreditation by Q3 2025. Projected 3.0x ROI by Year 3 (net income $3.0M on

$7.46M revenue).



SECTION 2: COMPANY OVERVIEW

Delaware C-Corp (optimal for SBA loan eligibility and future VC funding) registered in Texas. Austin location chosen

for 980,000 metro population, 42% male hair loss prevalence (35-50 age group), and 18% YoY cosmetic procedure

growth (2020-2023). 60% Dr. Reed, 25% Callahan, 15% Austin HealthTech Group syndicate. 3,200 sq. ft. Class B

medical suite at $7,200/month triple-net lease (5500 Burnet Road).

Dr. Evelyn Reed: Led Dermatology Associates of Austin to $4.2M revenue in 2022 (32% YoY growth), published 7

peer-reviewed papers on hair disorders. James Callahan: Grew RejuvaMed Clinics Houston to $2.8M revenue in 18

months, reduced CAC 22% via digital marketing overhaul. Sarah Nguyen: Drove 89% patient retention at Glow

MedSpa through structured post-op protocols.

Date Milestone Status Next Steps

Mar 2024 Delaware incorporation Complete N/A

Apr 2024 Texas Medical Board
license

Complete N/A

May 2024 Lease signing (5500
Burnet Rd)

Complete Begin buildout

Aug 2024 Facility buildout
complete

Pending AAAASF pre-audit

Sep 2024 First patient procedure Pending Track conversion
metrics

Dec 2024 120 procedures
completed

Pending Optimize marketing
spend

Mar 2025 Month 12: $300K
revenue

Pending Hire 2nd RN

Jun 2025 AAAASF accreditation Pending Implement audit
recommendations



SECTION 3: MARKET ANALYSIS

TAM: $5.2B (US hair restoration services, IBISWorld 2023). SAM: $142M (Texas market, 2023). SOM: $6.8M (Austin

metro, 5% SAM capture by Year 3). Methodology: SAM = TAM x (TX population / US population) = $5.2B x (30.5M /

334.2M) = $142M. SOM = SAM x (Austin metro population / TX population) x 5% = $142M x (2.3M / 30.5M) x 5% =

$6.8M.

Primary customers: Males 30-55, $85K+ household income, 75% of volume. Willing to spend $10,500 average (72%

finance via CareCredit). Conversion drivers: Physician-reviewed LuminousScan(TM) analysis (38%

consultation-to-procedure rate), 12-month post-op program. Secondary: Women 35-50 ($9,500 avg procedure),

post-bariatric patients (15% discount).

Key trends: 1) FUE adoption growing at 14.2% CAGR (vs. 3.1% for FUT, Aesthetic Surgery Journal 2023); 2) Female

patients increasing 9.8% annually (2020-2023); 3) 61% of patients now demand digital consultation tools (ASPS

survey); 4) Insurance-adjacent financing usage up 33% YoY (CareCredit 2023).

Segment Size ($) Growth Rate Our Share Target Rationale

Male FUE (30-55) $4.1M 12.1% 6.5% Core competency;
75% of pilot patients

Female FPHL $1.3M 18.7% 8.2% Specialized density
mapping; 25% of
target market

PRP Therapy $920K 22.4% 12.0% Low barrier entry;
38% attach rate to
transplants

Scalp
Micropigmentation

$480K 15.3% 15.0% Non-surgical
alternative; 100%
gross margin

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

US Market $5.2B N/A N/A IBISWorld 2023

Texas Market N/A $142M N/A TAM x (TX pop / US
pop)

Austin Metro N/A N/A $6.8M SAM x (Austin pop /
TX pop) x 5%



SECTION 4: COMPETITIVE ANALYSIS

Austin has 3 direct competitors: Austin Hair Institute ($12K avg procedure, 15+ years old, FUT/FUE hybrid),

HairRevive Texas ($8.5K avg, franchise model), Dermatology & Hair Center ($11K avg, limited FUE capacity). Austin

Hair Institute dominates 48% local market share but uses outdated FUT in 60% of cases. HairRevive's franchise model

restricts physician autonomy (37% staff turnover). No competitor offers dual board-certified surgeons or AI density

mapping.

Competitive advantages: 1) Only Austin clinic with 2 board-certified dermatologic surgeons (vs. 0-1 competitors),

reducing revision surgery rate to 4.2% (industry avg 12.7%, JAMA Derm 2022); 2) LuminousScan(TM) AI achieves

98.5% graft survival in trials (vs. 92.1% industry avg); 3) All-inclusive pricing eliminates hidden fees (competitors add

$1,200 avg for anesthesia); 4) 12-month post-op program cuts patient churn to 8.3% (vs. 22.1% industry).

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

Austin Hair
Institute

$2.1M $12,000 Brand
recognition

Uses FUT (35%
of cases)

100% FUE;
faster recovery

HairRevive
Texas

$1.4M $8,500 Low price point Franchise
restrictions

Physician-led
customization

Dermatology &
Hair Center

$950K $11,000 Medical
credibility

Limited FUE
capacity

Dedicated FUE
pods (3x
capacity)

Hims
(Telehealth)

$N/A $99/mo Low cost No surgical
capability

Permanent
results via FUE

Rogaine (OTC) $N/A $50/mo Accessibility Max 35%
efficacy

85-95% density
restoration

Strengths Weaknesses Opportunities Threats

Dual board-certified
surgeons

New brand awareness Women's market growth
(18.7% CAGR)

Economic downturn
reducing discretionary
spend

LuminousScan(TM) AI
tech

Higher price point vs
franchises

PRP financing
partnerships

Texas Medical Board
regulatory scrutiny

70% gross margin Limited surgeon
availability

Dallas expansion (Year
4)

ARTAS supply chain
disruption



12-month post-op
program

Dependent on 2 key
physicians

Corporate wellness
partnerships

Negative online reviews



SECTION 5: PRODUCTS & SERVICES

Core offering: FUE hair transplantation using ARTAS iX robotic system. Procedure: 1) LuminousScan(TM) AI density

mapping (15 mins), 2) Local anesthesia administration, 3) Robotic follicle extraction (2,000-4,000 grafts), 4) Manual

implantation, 5) PRP application. Includes 12-month post-op program: 3 follow-up visits, nutritional counseling, topical

regimen. Non-surgical options: PRP 3-session package ($1,800), Scalp Micropigmentation ($3,500).

Pricing based on procedure complexity and graft count. Standard FUE: $5.33/graft (1,500 grafts = $8,000). Robotic

FUE: $5.50/graft (2,000 grafts = $11,000). Women's program priced 12% premium for specialized density mapping.

Beats Austin Hair Institute's $6.00/graft while maintaining 70% gross margin via operational efficiency (20% lower

staffing costs per procedure).

Tier Price Features Target
Customer

Expected %
Rev

Gross Margin

Standard FUE
(1.5-3K grafts)

$8,000-$14,000 Manual
extraction, 6-mo
follow-up

Price-sensitive
males

58% 68%

Robotic FUE
(2-4K grafts)

$15,000-$22,000 ARTAS iX,
12-mo follow-up

Premium males 29% 72%

Women's
Program

$9,500-$16,000 Density
mapping, PRP
combo

Women 35-50 10% 71%

PRP Therapy $1,800 3 sessions,
growth factors

Non-surgical
candidates

3% 85%

Metric Value Calculation/Notes

Price per procedure $10,500 Weighted avg: (58% x $11,000) +
(29% x $18,500) + (10% x $12,750)
+ (3% x $1,800)

COGS per procedure $3,150 Supplies $1,800 + Anesthesia $450
+ Staff $900

Gross Profit per procedure $7,350 $10,500 - $3,150

Gross Margin % 70% $7,350 / $10,500

CAC $1,710 ($8,000 Google Ads + $5,000 Meta)
/ 7.6 new patients monthly



LTV $12,500 $10,500 initial + $2,000 ancillary
(38% attach rate)

LTV:CAC 7.3x $12,500 / $1,710

Payback Period 2.3 months CAC / (Gross Profit per procedure x
monthly retention)



SECTION 6: MARKETING & SALES

Digital-first acquisition: Google Ads targeting "hair transplant Austin" (CPC $18.50, 435 clicks/mo at $8,000 budget),

Meta ads using before/after galleries (CPC $12.80, 390 clicks/mo at $5,000 budget). Content marketing:

SEO-optimized blog (50 articles) targeting 1,200 organic visits/mo by Month 6. Referral program: 15% commission to

physicians ($200 avg payout per referral).

Sales cycle: 120 leads/mo (68% digital, 22% referrals, 10% partnerships). Virtual consult conversion: 65% (78/mo).

In-person consult conversion: 38% (30 procedures/mo). $150 consult fee credited to procedure. 60% deposit required

for booking. Average sales cycle: 28 days from lead to procedure.

Retention: Lifetime touch-up guarantee (one free 500-graft session after 3 years), $200 referral credit, email nurture

sequence (12 educational emails post-op). Target churn: 8.3% annual (vs. 22.1% industry avg). Expansion revenue:

38% of patients purchase PRP within 6 months ($1,800 avg).

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google Ads $8,000 $1,159 4356.9% 30 5.3x

Meta Ads $5,000 $1,282 390 5.1% 20 4.7x

Physician
Referrals

$1,500 $750 2075.0% 15 9.8x

Gym
Partnerships

$800 $1,600 1030.0% 3 3.6x

Total $15,300 $1,710 8557.6% 68 6.1x

Month Google Ads Social
Media

Content/SEO Events Other Total Expected
Leads

Expected
Customers

1 $8,000 $5,000 $2,000 $0 $500 $15,500 400 25

2 $8,000 $5,000 $2,500 $0 $500 $16,000 450 28

3 $8,000 $5,000 $3,000 $0 $500 $16,500 500 32

4 $8,000 $5,000 $3,500 $500 $500 $17,500 550 35

5 $8,000 $5,000 $4,000 $1,000 $500 $18,500 600 38

6 $8,000 $5,000 $4,500 $1,500 $500 $19,500 650 42

7 $8,000 $5,000 $5,000 $2,000 $500 $20,500 700 45

8 $8,000 $5,000 $5,500 $2,500 $500 $21,500 750 48

9 $8,000 $5,000 $6,000 $3,000 $500 $22,500 800 52

10 $8,000 $5,000 $6,500 $3,500 $500 $23,500 850 55

11 $8,000 $5,000 $7,000 $4,000 $500 $24,500 900 58

12 $8,000 $5,000 $7,500 $4,500 $500 $25,500 950 62



SECTION 7: OPERATIONS

Daily workflow: 8AM-6PM. 2 procedures/day (Mon-Fri), 1 Saturday. Pre-op: RN administers PRP, verifies protocols.

Procedure: Surgeon extracts/implants grafts (6-8 hrs), techs manage anesthesia. Post-op: Dedicated recovery lounge,

7-day follow-up. Capacity: 3 FUE pods support 18 procedures/week (936/year). Sterilization: CDC-compliant SPU with

90-min turnover between cases. EHR: NextGen Healthcare for scheduling, billing, records.

Key vendors: Medline (surgical supplies, $8,500/mo), Arthrex (PRP kits, $3,200/mo), CareCredit (financing, 5%

transaction fee). Technology: NextGen EHR ($1,200/mo), Salesforce Health Cloud ($850/mo), LuminousScan(TM) AI

(proprietary, $0 marginal cost).

Vendor/Supplier Service Monthly
Cost

Contract Terms Backup Option

Medline Sterile surgical kits $8,50012-mo auto-renew Cardinal Health

Arthrex PRP processing kits $3,20024-mo term Harvest
Technologies

CareCredit Payment processing $1,500Month-to-month Alphaeon Credit

NextGen Healthcare EHR system $1,200 36-mo term Athenahealth

Steris Sterilization
equipment

$95024-mo service
contract

CSSD in-house

Tool Purpose Monthly Cost Users Alternatives
Considered

NextGen Healthcare EHR/billing $1,200 8 Athenahealth
($1,400)

Salesforce Health
Cloud

CRM $850 5 HubSpot ($600)

Acuity Scheduling Appointment booking $120 3 Calendly ($15)

Bitdefender Cybersecurity $280 8 Malwarebytes ($220)

LuminousScan(TM) AI density mapping $0 2 None (proprietary)



SECTION 8: MANAGEMENT TEAM

Flat structure: CEO (clinical), COO (operations), reporting to board. Compensation: Surgeons $350K base + 15%

procedure revenue share. Non-clinical staff at 90th percentile Austin wages (RN $85K, Coordinator $62K). No bonuses

until Year 2 profitability.

Advisory board: Dr. Alan Torres (ex-CMO Bosley, $5K/quarter retainer), Lisa Chen (healthcare CFO, $3K/quarter).

Both receive 0.5% equity vesting over 4 years.

Month Role Salary Priority Source Onboarding
Time

1 Lead Surgeon $350K Critical Internal 0

1 COO $180K Critical Internal 0

1 Associate
Surgeon

$300K Critical Recruiter 60 days

1 RN $85K High Indeed 30 days

1 Patient
Coordinator

$62K High ClinicalHire 21 days

3 Surgical Tech $72K Medium AMT Society 45 days

6 Marketing
Manager

$95K Medium LinkedIn 30 days

9 2nd RN $85K Low Indeed 30 days



SECTION 9: FINANCIAL PLAN

Key assumptions: 1) 120 leads/month by Month 1 (growing to 950 by Month 12), 2) 38% consultation-to-procedure

conversion, 3) $10,500 average revenue per procedure (ARPP), 4) 30% COGS (supplies/anesthesia), 5) $110K

monthly operating expenses (fixed 78%), 6) 8.3% annual patient churn, 7) SBA loan payment $8,167/month ($98,000

annual).

Revenue model: 87% from procedures (320 Year 1), 13% ancillary (PRP/SMP). ARPP grows 3.3% Year 2 (premium

package adoption), 3.7% Year 3 (women's program expansion). Growth drivers: Digital marketing scaling (leads/mo

from 400 to 950), referral program (15% physician commission), partnership expansion (3 gym deals by Month 6).

Cost structure: 30% COGS (variable), 70% OpEx (78% fixed). Fixed costs: $85,800/mo (rent $7,200, payroll $40,000,

loan $8,167, insurance $5,417, software $2,500). Variable costs: $3,150/procedure (supplies $1,800, anesthesia $450,

staff $900). OpEx grows 18% Year 2 (marketing + staffing) vs. 22% revenue growth.

Funding: $1.2M total. Use: Leasehold improvements $280K (23.3%), ARTAS iX $180K (15.0%), Medical equipment

$150K (12.5%), EHR/IT $75K (6.3%), Licensing $45K (3.8%), Marketing launch $100K (8.3%), Payroll reserve $240K

(20.0%), Working capital $130K (10.8%). Funds 18 months runway, AAAASF accreditation, and 320 procedures Year

1.

Category ItemCostNotes

Legal/Formation Delaware
incorporation

$2,500Attorney
fees

Licenses/Permits Texas
Medical
Board

$18,000Facility
+
physician
licenses

Equipment ARTAS
iX
system

$180,000Lease-to-own
36-mo

Equipment Surgical
microscopes

$45,0003
units
@
$15,000

Equipment Procedure
chairs

$60,0003
units
@
$20,000



Technology NextGen
EHR
setup

$50,000Implementation
+
training

Technology Server/network$25,000On-premise HIPAA-compliant

Marketing Website
+
SEO

$25,000Development
+
6-mo
content

Marketing Launch
campaign

$75,000Google/Meta
ads
3-mo

Facility Leasehold
improvements

$280,000Buildout
+
ADA
compliance

Facility Medical
HVAC

$45,000HEPA
filtration
system

Insurance Malpractice
(Year
1)

$65,000$5M
coverage
(CNA)

Professional Fees Accounting
setup

$8,000Bookkeeping
system

Working Capital 6-mo
payroll
reserve

$240,000$40,000/mo
x
6

Contingency 10%
buffer

$120,000Based
on
hard
costs

Total $1,200,000



Category TypeMonthly
Cost

Annual Cost Notes

Rent Fixed$7,200$86,400 Triple-net
lease

Salaries Fixed$40,000$480,000 6
FTEs
@
avg
$6,667

Benefits Fixed$8,000$96,000 20%
of
payroll

Loan Payment Fixed$8,167$98,000 SBA
7(a)
6.5%
fixed

Insurance Fixed$5,417$65,000 Malpractice
+
liability

Software Fixed$2,500$30,000 EHR,
CRM,
scheduling

Utilities Fixed$1,200$14,400 Electricity,
water,
internet

Marketing Variable$15,300$183,600 12%
of
revenue

Medical Supplies Variable$94,500$1,134,000 30
procedures
x
$3,150

Professional Services Fixed$2,500$30,000 Compliance,
legal

Travel Fixed$500$6,000 Conferences,
training

Other Variable$5,150$61,800 Bank
fees,
office
supplies



Fixed Total $72,884$874,608 78%
of
OpEx

Variable Total $109,950 $1,319,40022% of OpEx

Combined Total $182,834$2,194,008

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12 Y1
Total

Revenue $200,000 $240,000 $280,000 $320,000 $360,000 $400,000 $440,000 $480,000 $520,000 $560,000 $600,000 $640,000 $4,640,000

COGS $60,000 $72,000 $84,000 $96,000 $108,000 $120,000 $132,000 $144,000 $156,000 $168,000 $180,000 $192,000 $1,392,000

Gross
Profit

$140,000 $168,000 $196,000 $224,000 $252,000 $280,000 $308,000 $336,000 $364,000 $392,000 $420,000 $448,000 $3,248,000

Marketing $15,500 $16,000 $16,500 $17,500 $18,500 $19,500 $20,500 $21,500 $22,500 $23,500 $24,500 $25,500 $231,000

Salaries $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $40,000 $480,000

Rent $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $7,200 $86,400

Software $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $2,500 $30,000

Insurance $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $5,417 $65,000

Other
OpEx

$15,000 $16,000 $17,000 $18,000 $19,000 $20,000 $21,000 $22,000 $23,000 $24,000 $25,000 $26,000 $231,000

Total
OpEx

$85,617 $87,117 $88,617 $90,617 $92,617 $94,617 $96,617 $98,617 $100,617 $102,617 $104,617 $106,617 $1,123,404

EBITDA $54,383 $80,883 $107,383 $133,383 $159,383 $185,383 $211,383 $237,383 $263,383 $289,383 $315,383 $341,383 $2,124,596

Depreciation$9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $9,333 $112,000

EBIT $45,050 $71,550 $98,050 $124,050 $150,050 $176,050 $202,050 $228,050 $254,050 $280,050 $306,050 $332,050 $2,012,596

Interest $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $4,333 $52,000

Taxes
(25%)

$10,179 $16,805 $23,429 $29,929 $36,429 $42,929 $49,429 $55,929 $62,429 $68,929 $75,429 $81,929 $503,149

Net
Income

$30,548 $50,412 $70,288 $90,788 $110,288 $129,788 $148,288 $167,788 $186,288 $206,788 $226,288 $245,788 $1,457,447

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Beginning
Cash

$130,000 $200,548 $250,960 $321,248 $412,036 $522,324 $652,112 $800,400 $968,188 $1,154,476 $1,361,264 $1,587,552

Cash
In
(Revenue)

$200,000 $240,000 $280,000 $320,000 $360,000 $400,000 $440,000 $480,000 $520,000 $560,000 $600,000 $640,000



Other
Income

$0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Total
Cash
In

$200,000 $240,000 $280,000 $320,000 $360,000 $400,000 $440,000 $480,000 $520,000 $560,000 $600,000 $640,000

Cash
Out
(COGS)

$60,000 $72,000 $84,000 $96,000 $108,000 $120,000 $132,000 $144,000 $156,000 $168,000 $180,000 $192,000

OpEx
Payments

$85,617 $87,117 $88,617 $90,617 $92,617 $94,617 $96,617 $98,617 $100,617 $102,617 $104,617 $106,617

CapEx $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Debt
Service

$8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167 $8,167

Taxes $0 $0 $0 $0 $0 $0 $10,179 $16,805 $23,429 $29,929 $36,429 $43,429

Total
Cash
Out

$153,784 $167,284 $180,784 $194,784 $208,784 $222,784 $246,963 $267,589 $288,213 $308,713 $329,213 $350,213

Net
Cash
Flow

$46,216 $72,716 $99,216 $125,216 $151,216 $177,216 $193,037 $212,411 $231,787 $251,287 $270,787 $289,787

Ending
Cash

$176,216 $248,932 $348,148 $473,364 $624,580 $801,796 $994,833 $1,207,244 $1,439,031 $1,690,318 $1,961,105 $2,250,892

Metric Y1 Y2 Q1 Y2 Q2 Y2 Q3 Y2 Q4 Y3 Q1 Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total

Revenue $4,640,000 $1,480,000 $1,560,000 $1,640,000 $1,720,000 $1,900,000 $2,000,000 $2,100,000 $2,200,000 $8,200,000

COGS $1,392,000 $444,000 $468,000 $492,000 $516,000 $570,000 $600,000 $630,000 $660,000 $2,460,000

Gross
Profit

$3,248,000 $1,036,000 $1,092,000 $1,148,000 $1,204,000 $1,330,000 $1,400,000 $1,470,000 $1,540,000 $5,740,000

OpEx $1,123,404 $320,000 $330,000 $340,000 $350,000 $380,000 $400,000 $420,000 $440,000 $1,640,000

EBITDA $2,124,596 $716,000 $762,000 $808,000 $854,000 $950,000 $1,000,000 $1,050,000 $1,100,000 $4,100,000

Net
Income

$1,457,447 $494,000 $526,000 $558,000 $590,000 $655,000 $690,000 $725,000 $760,000 $2,830,000

Ending
Cash

$2,250,892 $2,744,892 $3,270,892 $3,828,892 $4,418,892 $5,073,892 $5,763,892 $6,488,892 $7,248,892 N/A

Metric Value Calculation

Monthly Fixed Costs $72,884 From OpEx table

Variable Cost per Procedure $3,150 COGS per procedure



Price per Procedure $10,500 Weighted average

Contribution Margin per Unit $7,350 $10,500 - $3,150

Contribution Margin % 70% $7,350 / $10,500

Break-Even Units per Month 10 $72,884 / $7,350

Break-Even Revenue per Month $105,000 10 units x $10,500

Expected Break-Even Month Month 5 Projected $108,000 revenue Month
5

Safety Margin 64.8% ($360,000 - $105,000) / $360,000

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 70.0% 70.2% 70.0% 65-75% (medical
aesthetics)

Operating Margin % 31.4% 37.8% 40.2% 25-35%

Net Profit Margin % 31.4% 37.8% 34.5% 20-30%

Current Ratio 2.1 2.4 2.8 1.5-2.0

Quick Ratio 1.9 2.2 2.6 1.0-1.5

CAC Payback Period 2.3 months 2.1 months 1.9 months 6-18 months

LTV:CAC Ratio 7.3x 7.8x 8.2x 3x minimum

Monthly Burn Rate $0 N/A N/A N/A

Runway (months) N/A 32 41 18-24



SECTION 10: RISK ANALYSIS

Top risks: 1) Texas Medical Board scrutiny (Probability 4/5, Impact 5/5) - 22% of Texas clinics received warning letters

in 2022 for unsubstantiated claims. 2) ARTAS supply chain disruption (Probability 3/5, Impact 4/5) - 14-week lead time

for parts. 3) Economic downturn reducing procedure volume (Probability 3/5, Impact 4/5) - 2020 saw 31% decline in

discretionary procedures. 4) Surgeon turnover (Probability 2/5, Impact 5/5) - 25% industry annual turnover.

Mitigation: 1) Quarterly compliance audits with MedComply ($2,500/month), all marketing claims backed by clinical

data. 2) 90-day inventory buffer for critical ARTAS parts ($18,000 reserve), dual-sourcing for consumables. 3) 6-month

cash reserve ($1.1M by Year 2), flexible CareCredit financing (24-month no interest). 4) Surgeon equity vesting (4-year

schedule), $50K retention bonus at Year 3.

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

TMB regulatory
scrutiny

4 5 20 Quarterly
MedComply
audits
($2,500/mo)

Pause
non-compliant
marketing
immediately

COO

ARTAS supply
chain

3 4 12 90-day parts
inventory
($18,000)

Manual FUE
backup protocol

CEO

Economic
downturn

3 4 12 6-mo cash
reserve ($1.1M)

Launch $7,500
basic FUE
package

COO

Surgeon turnover 2 5 10 4-yr equity
vesting + $50K
bonus

Contract locum
tenens surgeons

CEO

Data breach 3 5 15 Annual
penetration
testing ($15,000)

Activate cyber
insurance (24-hr
response)

IT Contractor

Negative reviews 4 3 12 24-hr response
protocol

Offer
complimentary
touch-up

Marketing
Manager

Infection
outbreak

2 5 10 Monthly OSHA
audits

Suspend
procedures until
CDC clearance

CEO

Financing
disruption

3 4 12 Dual
CareCredit/Alphaeon
partnerships

Internal 0%
financing
program

COO



SECTION 11: IMPLEMENTATION TIMELINE

Priority 1: Achieve 10 procedures/month by Month 5 (breakeven). Critical path: Complete AAAASF pre-audit by Month

4, hit 38% consultation conversion by Month 3. Dependencies: ARTAS iX delivery by Month 2, surgeon credentialing

by Month 1. Priority 2: Scale marketing to 950 leads/month by Month 12 while maintaining CAC under $1,800. Priority

3: Achieve 92% patient satisfaction via structured post-op program.

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Clinic launch First patient
procedure

Staff trained,
EHR live

5 procedures
completed

CEO

2 ARTAS iX
operational

Robotic FUE
available

Technician
certified

15% procedures
robotic

COO

3 Marketing
optimization

Google Ads
CPA < $1,800

$16,500 budget 32 procedures Marketing
Manager

4 AAAASF
pre-audit

Compliance gap
report

$5,000 audit fee Zero critical
deficiencies

COO

5 Breakeven
achieved

Positive net
income

105 procedures
cumulative

$108,000
revenue

CEO

6 Referral
program launch

15 physician
partners

$1,500/mo
commission pool

15% of
procedures via
referrals

COO

7 Women's
program rollout

Specialized
density mapping

$8,000 staff
training

25% female
patients

CEO

8 PRP partnership CareCredit
integration

Legal review 38% PRP attach
rate

COO

9 Process
automation

Acuity
Scheduling live

$120/mo
software

20% staff time
reduction

Marketing
Manager

10 Year 1 review Financial
performance
report

Accountant
analysis

$3.6M revenue
achieved

CEO

11 Staff expansion 2nd RN hired $85K salary +
benefits

45
procedures/month
capacity

COO

12 Year 2 planning 480-procedure
target

Market analysis
report

15% revenue
growth plan

CEO
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