
Medspa Startup: A Real-World Sample Business

Plan

Lumina MedSpa, LLC (Texas LLC founded March 2024) is led by Dr. Elena Ramirez (12-year dermatology veteran,

ex-Dermacare Aesthetics lead physician) and Marcus Chen (10-year spa operations executive). We deliver

physician-supervised non-invasive aesthetic treatments at $285 average revenue per visit to Austin residents earning

$85k+, targeting $680,000 Year 1 revenue. Plan dated October 2024.



1. Executive Summary

7.8 million US consumers spent $12.7 billion at medspas in 2024 (IBISWorld), yet 68% report dissatisfaction with

impersonal service at existing Austin facilities (2024 MedSpa Consumer Survey). Lumina solves this via physician-led

treatments in a tech-integrated environment with 38% consultation-to-purchase conversion. Our hybrid model

generates 80% gross margins through $450 laser sessions, $750 CoolSculpting treatments, and $1,200 annual

memberships.

We target 28-55 year olds in Travis County ($85k+ household income), charging 10% below premium competitors like

Aether Aesthetics. Year 1 revenue reaches $680,000 with $544,000 gross profit (80% margin). Profitability begins

Month 10 with $62,000 net income (9.1% margin), scaling to 28.4% net margin by Year 3 through operational

leverage.

We seek $275,000 funding: $200,000 SBA 7(a) loan (10-year, 7.5% interest) and $75,000 angel investment (10%

equity). Funds cover $185,000 buildout, $142,000 equipment, and 6-month operating reserve. This capital enables

2,386 client visits in Year 1, achieving $403,000 net profit (28.4% margin) by Year 3 with 22% investor ROI.



2. Company Overview

Lumina MedSpa operates as a Texas LLC for liability protection and pass-through taxation. Located at 1800 South

Congress Avenue (Austin, TX 78704), we lease 2,200 sq. ft. in a high-foot-traffic district with $125k median household

income (Census 2023). Ownership: Dr. Elena Ramirez (60%), Marcus Chen (30%), angel syndicate (10%

post-funding).

Dr. Elena Ramirez (Medical Director) generated $2.1M annual revenue at Dermacare Aesthetics Houston through

physician-led protocols. Marcus Chen (COO) reduced GlowBar Denver's client acquisition cost by 22% in 2022 via

Salesforce Health Cloud integration. Sarah Nguyen (Lead RN) maintains 92% patient satisfaction scores from 1,200+

injectable procedures.

Date Milestone Status Next Steps

Mar 2024 Texas LLC formation Complete N/A

Apr 2024 Texas Medical Board
permit

Complete N/A

May 2024 Lease execution (2,200
sq. ft.)

Complete N/A

Jun 2024 Buildout completion Complete N/A

Jul 2024 Staff hiring Complete Train on MedHub EHR

Aug 2024 Soft launch Complete Optimize Google Ads
CPC

Oct 2024 Full launch Pending Achieve 145
leads/month

Jun 2025 Break-even Target Expand to 5 treatment
rooms



3. Market Analysis

US medspa TAM: $12.7 billion (2024, IBISWorld). SAM: $380 million (Texas market, 2.99% of US total). SOM: $4.2

million (Austin metro, 1.1% of Texas market). Our Year 1 SOM target: $680,000 (0.16% of Austin SAM), calculated

from 2,386 client visits at $285 average revenue per visit. Methodology: 0.05% capture of 4.7M Austin metro residents

aged 28-55 with $85k+ income (Census 2023).

Primary customers: 28-55 year olds (68% female, 32% male), $85k+ household income, 76% bachelor's degree

holders. They spend $1,200 annually on aesthetics (ASLMS 2023), with 42% booking via Instagram. Key budget

ranges: $250-$900 per laser session, $600-$850 per filler syringe, $750-$950 per CoolSculpting area.

Segment Size ($) Growth Rate Our Share Target Rationale

Core (28-55) $3.1M 7.8% 0.22% Direct targeting via
Instagram/Google
Ads

Bridal $420k 12.1% 0.5% Partnerships with 15
Austin wedding
planners

Corporate $580k 9.3% 0.3% Tesla/Meta employee
discounts (22k target
employees)

At-Home Device
Users

$100k 15.0% 0.1% Trade-in program for
NuFACE/LightStim

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

US Medspas $12.7B N/A N/A IBISWorld 2024
report

Texas Market N/A $380M N/A 2.99% of US total
(Census population
ratio)

Austin Metro N/A N/A $4.2M 1.1% of Texas
market (Austin
population share)

Lumina Y1 Target N/A N/A $680k 0.16% of Austin SAM
(2,386 visits x $285
ARP)



4. Competitive Analysis

Austin has 22 medspas (IBISWorld), led by Radiance MedSpa ($1.2M annual revenue, 3 locations) and Aether

Aesthetics ($950k revenue). Radiance suffers 35% staff turnover (2023 employee survey), while Aether's

physician-only model creates 3-week appointment delays. SkinRevive Austin lacks body sculpting, limiting revenue per

client to $420 vs. industry average $850.

Lumina's advantages: 1) Physician-nurse team enables 40% higher client volume than physician-only competitors (2.5

vs. 1.8 clients/hour) 2) Salesforce Health Cloud integration reduces no-shows to 8% vs. industry 15% 3) Membership

program generates 5% recurring revenue at 92% retention rate 4) South Congress location drives 25% walk-in traffic

vs. competitors' 5%.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

Radiance
MedSpa

$1.2M Mid-premium 3 locations 35% staff
turnover

Nurse support
for scalability

Aether
Aesthetics

$950k Premium Physician-owned 3-week wait
times

Hybrid
physician-nurse
model

SkinRevive
Austin

$720k Value Laser expertise No body
sculpting

CoolSculpting/Emsculpt
Neo

UT Health Clinic $500k Insurance-based Medical
credibility

Limited
aesthetics

Full-service
menu

Grove Day Spa $380k Value Location Non-medical Physician-supervised
treatments

Strengths Weaknesses Opportunities Threats

Board-certified
dermatologist founder

Dependent on physician
availability

Tesla/Meta Austin
expansion (22k new
employees)

New competitor: $200k
buildout by Dermatology
Associates

80% gross margins Limited brand
recognition

Medicare Part B
coverage expansion
(2025)

Texas Medical Board
regulation changes

Salesforce Health Cloud
integration

No weekend physician
coverage

SXSW Wellness Lounge
sponsorship

Allergan price increase
(5% annual)



South Congress foot
traffic

High startup costs Corporate wellness
contracts

Economic downturn
reducing discretionary
spend



5. Products & Services

Lumina offers physician-supervised treatments: Fraxel laser resurfacing ($450-$900/session) delivers 30% collagen

increase in 3 treatments (Cynosure clinical data). CoolSculpting ($750-$950/area) reduces fat by 25% per session

(Zeltiq 2023 study). Botox ($12-$15/unit) administered by RNs under physician supervision targets 20-40 units per

client. All skincare products (ZO Skin Health, SkinCeuticals) are physician-exclusive with 55% retail margins.

Pricing is 10-15% below Aether Aesthetics ($950 CoolSculpting vs. $850 at Aether) but 5% above Radiance ($800).

Tiered packages drive volume: 3-session laser bundle ($1,200 vs. $1,350 single sessions) achieves 28% higher

attachment rate. Membership ($1,200/year) provides 20% service discounts, generating $34,000 Year 1 revenue at 28

members.

Tier Price Features Target
Customer

Expected %
Revenue

Gross Margin

Single Session $285 avg One-time
treatment

New clients 70% 75%

3-Session
Bundle

$795 avg 15% discount Repeat clients 20% 82%

Annual
Membership

$1,200 20% off + free
facial

High-LTV clients 5% 90%

Retail Skincare $250 avg Custom regimen All clients 5% 55%

Metric Value Calculation/Notes

Price per service $285 Average of 2,386 Year 1 visits

COGS per service $57 $285 x 20% (disposables, product)

Gross Profit per service $228 $285 - $57

Gross Margin % 80% $228 / $285

CAC $115 $36k marketing spend / 313
customers

LTV $2,850 3-year spend at $79.17/month



LTV:CAC 24.8:1 $2,850 / $115

Payback Period 1.5 months $115 CAC / ($79.17 x 80% GM)



6. Marketing & Sales

Google Ads ($3,000/month) targets "Botox Austin" (1,900 monthly searches, $2.80 CPC). Expected output: 1,071

clicks ($3,000 / $2.80), 37 leads (3.5% CTR), 1.4 customers (38% conversion). Instagram Ads ($2,500/month) use

micro-influencers (10k-50k followers, $500/post) generating 12 posts/month, 240 leads, 91 customers. Referral

program ($75 credit) delivers 32 customers/month at $2.34 CAC.

Sales cycle: 14-day average from consultation to purchase. Conversion funnel: 1,000 website visitors -> 145 leads

(14.5% rate) -> 55 consultations (38% show rate) -> 21 purchases (38% close rate). Average sales cycle: 11.2 days.

Retention: Lumina Rewards program achieves 7.2% monthly churn (vs. industry 12%) through birthday offers and

quarterly skin assessments.

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google Ads $3,000 $142 37 38% 14 5.7x

Instagram Ads $2,500 $27 240 38% 91 33.7x

Referral Program $2,400 $2.34 1,026 3.1% 32 121.8x

Gym
Partnerships

$800 $40 20 38% 8 17.1x

Total $6,700 $45.80 1,323 38% 145 24.9x

Month Google Ads Social
Media

Content/SEO Events Other Total Expected
Leads

Expected
Customers

1 $3,000 $1,000 $500 $0 $0 $4,500 185 70

2 $3,000 $1,500 $500 $0 $0 $5,000 275 105

3 $3,000 $2,000 $500 $0 $0 $5,500 365 140

4 $3,000 $2,500 $500 $500 $0 $6,500 455 175

5 $3,000 $2,500 $500 $500 $0 $6,500 545 210

6 $3,000 $2,500 $500 $500 $0 $6,500 635 245

7 $3,000 $2,500 $500 $500 $0 $6,500 725 280

8 $3,000 $2,500 $500 $500 $0 $6,500 815 315

9 $3,000 $2,500 $500 $500 $0 $6,500 905 350

10 $3,000 $2,500 $500 $500 $0 $6,500 995 385

11 $3,000 $2,500 $500 $500 $0 $6,500 1,085 420

12 $3,000 $2,500 $500 $500 $0 $6,500 1,175 455



7. Operations

Daily operations: 9 AM-7 PM Mon-Fri, 9 AM-4 PM Sat. Capacity: 4 treatment rooms handle 18 clients/day (2.25

clients/room/hour). Key workflow: Online booking -> automated reminders -> 15-min consultation -> treatment ->

post-care text follow-up. Inventory management: Biweekly ZO Skin Health shipments with 30-day par levels. Medical

waste disposal: Sterisafe weekly pickups ($185/visit).

Technology stack prioritizes compliance: MedHub EHR ($150/month) for HIPAA-compliant records, Acuity Scheduling

($49/month) integrated with Salesforce Health Cloud ($125/user/month). Payment processing: Stripe ($0.30 + 2.9%

per transaction). Security: AWS encrypted storage ($75/month), biometric room access ($200/month).

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

Allergan Botox/Juvederm $8,200 Net 30 Suneva Medical

Cynosure Laser lease $1,200 36-month Sensus Healthcare

ZO Skin Health Skincare inventory $2,100 FOB destination SkinCeuticals

Sterisafe Medical waste $185 Month-to-month Sharps Compliance

MedHub EHR software $150 Annual NextGen Healthcare

Tool Purpose Monthly Cost Users Alternatives
Considered

MedHub HIPAA EHR $150 4 TherapyNotes
(rejected:
$220/month)

Salesforce Health
Cloud

CRM $500 3 HubSpot (rejected:
non-medical)

Acuity Scheduling Booking $49 2 Setmore (rejected:
$29, no EHR sync)

Stripe Payments $180 N/A Square (rejected:
3.5% fees)

Mailchimp Email marketing $100 1 Klaviyo (rejected:
$129)



8. Management Team

Organizational structure: Flat hierarchy with COO overseeing operations/marketing, Medical Director overseeing

clinical staff. Compensation: RNs $75k base + $5k bonus (15% above Austin median), Front Desk $45k. No equity for

non-founders; 10% profit-sharing pool for staff achieving 90%+ satisfaction scores.

Advisory board: Dr. Alan Torres (ex-Allergan sales director, 20+ years industry) advises on device procurement. Maria

Lopez (Hance Law Group) provides regulatory counsel at $250/hour retainer ($1,000/month minimum).

Month Role Salary Priority Source Onboarding
Time

1 Medical Director $15,000 Critical Internal N/A

1 COO $10,000 Critical Internal N/A

2 Lead RN $6,250 Critical Indeed 30 days

2 Front Desk $3,750 High Craigslist 14 days

3 Part-time RN $2,500 Medium Nurse.com 21 days

4 Marketing
Manager

$5,000 High LinkedIn 30 days



9. Financial Plan

Key assumptions: 15 new customers Month 1 growing to 45 by Month 12. Average revenue per customer: $285.

Monthly churn: 7.2%. COGS: 20% of revenue (products, disposables). Salaries: $295k Year 1 (61% of OpEx).

Marketing: $80,400 Year 1 (16.7% of OpEx). Break-even at 2,115 visits ($602,775 revenue).

Revenue model: 85% services (laser, injectables, body contouring), 10% retail skincare, 5% memberships. Growth

drivers: 38% consultation conversion, $2,850 LTV, 24.9x marketing ROI. Service mix shifts toward higher-margin body

sculpting (35% of Year 3 revenue vs. 25% Year 1).

Cost structure: 65% fixed costs ($313,300 Year 1: rent, salaries, software), 35% variable ($168,700: COGS,

marketing, supplies). Fixed costs grow 3% annually; variable costs scale with revenue. Rent increases 3% yearly per

lease terms.

Funding needs: $425,000 total. Use of funds: $185,000 buildout (43.5%), $142,000 equipment (33.4%), $25,000

inventory (5.9%), $18,000 tech (4.2%), $35,000 operating reserve (8.2%), $20,000 contingency (4.7%). $275,000

external funding provides 11.2 months runway to Month 14.

Category ItemCostNotes

Legal/Formation Texas
LLC
filing

$300State
fee

Licenses/Permits Texas
Medical
Board
permit

$2,500Non-refundable

Equipment CoolSculpting
machine

$65,000Purchased

Equipment Emsculpt
Neo

$48,000Purchased

Equipment Fraxel
laser

$29,000Leased
($1,200/month)

Technology Setup MedHub
EHR
setup

$5,000One-time



Initial Inventory ZO
Skin
Health
stock

$25,00030-day
supply

Marketing Launch Website
+
SEO

$8,000Webflow development

Working Capital 3-month
operating
reserve

$35,000Pre-revenue
runway

Insurance Annual
malpractice

$10,500$1M
per
incident

Professional Fees Accounting
setup

$3,500BDO
Austin

Office Setup 4
treatment
room
buildout

$185,000Medical-grade
finishes

Branding Logo
+
signage

$7,000Local
designer

Training Staff
certification

$4,200ASLMS
courses

Contingency 10%
buffer

$20,000Unplanned
costs

Total $425,000

Category TypeMonthly Cost Annual Cost Notes



Rent Fixed$7,200 $86,400 2,200
sq.
ft.
@
$3.27/sq.
ft.

Salaries Fixed$24,583 $295,000 6
staff,
15%
bonus
pool

Benefits Fixed$3,688 $44,250 15%
of
payroll

Insurance Fixed$875 $10,500 Malpractice
+
liability

Software Fixed$800 $9,600 EHR,
CRM,
scheduling

Utilities Fixed$1,000 $12,000 Electricity,
water,
internet

Marketing Variable$6,700 $80,400 As
per
channel
table

COGS Variable$11,333 $136,000 20%
of
$680k
revenue

Medical Supplies Variable$2,267 $27,200 Disposables,
linens

Loan Payment Fixed$2,350 $28,200 SBA
7(a)
$200k
@
7.5%,
10-yr

Waste Disposal Fixed$185 $2,220 Sterisafe
contract

Miscellaneous Variable$1,167 $14,000 Repairs,
travel



Fixed Total $38,583 $463,000

Variable Total $14,767 $177,400

Combined Total $53,350 $640,400

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12 Year
1

Revenue $30,000 $45,000 $60,000 $70,000 $80,000 $85,000 $90,000 $95,000 $100,000 $105,000 $110,000 $115,000 $985,000

COGS $6,000 $9,000 $12,000 $14,000 $16,000 $17,000 $18,000 $19,000 $20,000 $21,000 $22,000 $23,000 $197,000

Gross
Profit

$24,000 $36,000 $48,000 $56,000 $64,000 $68,000 $72,000 $76,000 $80,000 $84,000 $88,000 $92,000 $788,000

Marketing $4,500 $5,000 $5,500 $6,500 $6,500 $6,500 $6,500 $6,500 $6,500 $6,500 $6,500 $6,500 $75,500

Salaries $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $24,583 $295,000

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 $800 $800 $800 $800 $800 $800 $800 $800 $800 $800 $800 $800 $9,600

Insurance $875 $875 $875 $875 $875 $875 $875 $875 $875 $875 $875 $875 $10,500

Other
OpEx

$10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $10,000 $120,000

Total
OpEx

$47,958 $48,458 $48,958 $49,958 $49,458 $49,458 $49,958 $49,958 $49,958 $49,958 $49,958 $49,958 $599,000

EBITDA -$23,958 -$12,458 -$958 $6,042 $14,542 $18,542 $22,042 $26,042 $30,042 $34,042 $38,042 $42,042 $189,000

Depreciation$3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $3,333 $40,000

EBIT -$27,291 -$15,791 -$4,291 $2,709 $11,209 $15,209 $18,709 $22,709 $26,709 $30,709 $34,709 $38,709 $149,000

Interest $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $15,000

Taxes
(25%)

$0 $0 $0 $0 $2,487 $3,487 $4,387 $5,387 $6,387 $7,387 $8,387 $9,387 $45,750

Net
Income

-$28,541 -$17,041 -$5,541 $1,459 $7,472 $10,472 $13,072 $16,072 $19,072 $22,072 $25,072 $28,072 $88,250

Line
Item

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

Beginning
Cash

$425,000 $396,459 $379,418 $373,877 $375,336 $382,808 $393,280 $406,352 $422,424 $441,496 $463,568 $488,640

Cash
In

$30,000 $45,000 $60,000 $70,000 $80,000 $85,000 $90,000 $95,000 $100,000 $105,000 $110,000 $115,000

Funding $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0



Total
Cash
In

$30,000 $45,000 $60,000 $70,000 $80,000 $85,000 $90,000 $95,000 $100,000 $105,000 $110,000 $115,000

Cash
Out

$58,541 $61,541 $65,541 $68,541 $72,541 $74,541 $76,928 $78,928 $80,928 $82,928 $84,928 $86,928

COGS
Payments

$6,000 $9,000 $12,000 $14,000 $16,000 $17,000 $18,000 $19,000 $20,000 $21,000 $22,000 $23,000

OpEx
Payments

$47,958 $48,458 $48,958 $49,958 $49,458 $49,458 $49,958 $49,958 $49,958 $49,958 $49,958 $49,958

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

Debt
Service

$1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250 $1,250

Taxes $0 $0 $0 $0 $2,487 $3,487 $4,387 $5,387 $6,387 $7,387 $8,387 $9,387

Total
Cash
Out

$55,208 $58,708 $62,208 $65,208 $69,208 $71,208 $73,595 $75,595 $77,595 $79,595 $81,595 $83,595

Net
Cash
Flow

-$28,541 -$17,041 -$5,541 $4,792 $10,792 $13,792 $16,405 $19,405 $22,405 $25,405 $28,405 $31,405

Ending
Cash

$396,459 $379,418 $373,877 $378,669 $389,461 $403,253 $419,658 $439,063 $461,468 $486,873 $515,278 $546,683

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

Revenue $985,000 $275,000 $300,000 $325,000 $350,000 $400,000 $425,000 $450,000 $475,000 $1,750,000

COGS $197,000 $55,000 $60,000 $65,000 $70,000 $80,000 $85,000 $90,000 $95,000 $350,000

Gross
Profit

$788,000 $220,000 $240,000 $260,000 $280,000 $320,000 $340,000 $360,000 $380,000 $1,400,000

OpEx $599,000 $165,000 $170,000 $175,000 $180,000 $190,000 $195,000 $200,000 $205,000 $790,000

EBITDA $189,000 $55,000 $70,000 $85,000 $100,000 $130,000 $145,000 $160,000 $175,000 $610,000

Net
Income

$88,250 $25,000 $35,000 $45,000 $55,000 $75,000 $85,000 $95,000 $105,000 $360,000

Ending
Cash

$546,683 $621,683 $706,683 $801,683 $906,683 $1,031,683 $1,166,683 $1,311,683 $1,466,683 $1,466,683

Metric Value Calculation

Monthly Fixed Costs $38,583 As per OpEx table

Variable Cost per Service $57 $285 ARP x 20% COGS



Price per Service $285 Year 1 average

Contribution Margin per Unit $228 $285 - $57

Contribution Margin % 80% $228 / $285

Break-Even Units per Month 169 $38,583 / $228

Break-Even Revenue per Month $48,165 169 units x $285

Expected Break-Even Month Month 4 Projected revenue $70,000 >
$48,165

Safety Margin 31.2% ($70,000 - $48,165) / $70,000

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 80.0% 80.0% 80.0% 65-75% (ASLMS)

Operating Margin % 9.0% 15.8% 28.4% 10-20% (MedSpa
Insider)

Net Profit Margin % 9.0% 15.9% 20.6% 8-15% (IBISWorld)

Current Ratio 1.8 2.1 2.5 1.5+ healthy

CAC Payback 1.5 months 1.2 months 1.0 months 6-18 months
acceptable

LTV:CAC Ratio 24.8:1 28.3:1 31.7:1 3:1 minimum

Monthly Burn Rate $28,541 $0 $0 N/A

Runway (months) 14.9 N/A N/A N/A



10. Risk Analysis

Top risks: 1) Regulatory non-compliance (Probability 3/5, Impact 5/5): Texas Medical Board audits increased 22% in

2023. 2) Physician dependency (Probability 4/5, Impact 4/5): Dr. Ramirez handles 70% of consultations. 3) Economic

downturn (Probability 2/5, Impact 4/5): 2020 medspa revenue dropped 35% during lockdowns. 4) Reputation damage

(Probability 3/5, Impact 5/5): Negative reviews reduce bookings by 27% (ReviewTrackers 2023).

Mitigation: 1) Monthly compliance audits with Hance Law Group ($1,000/month retainer) 2) Cross-train RNs on

consultation protocols; hire part-time physician by Month 6 3) Build 6-month cash reserve ($546,683 by Year 1 end) 4)

Implement ReviewTrackers ($99/month) for real-time sentiment monitoring; 24-hour complaint resolution SLA.

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

Regulatory
non-compliance

3 5 15 Monthly audits;
HIPAA training

Pause
non-essential
services during
audit

Dr. Ramirez

Physician
dependency

4 4 16 Cross-train RNs;
hire part-time MD

Outsource
consultations to
Dermatology
Associates

Chen

Equipment failure 2 4 8 All devices under
service contract

Rent backup
units from
Cynosure
($1,500/week)

Chen

Staff turnover 3 3 9 15% bonus pool;
equity incentives

Use Aesthetic
Nurses Network
temp agency

Chen

Reputation
damage

3 5 15 ReviewTrackers
monitoring; 24h
response

Offer full refunds
+ complimentary
treatment

Lee

Economic
downturn

2 4 8 6-month cash
reserve

Launch $99
mini-treatment
menu

Chen

Competitor price
war

3 3 9 Loyalty program;
membership
model

Negotiate volume
discounts with
Allergan

Lee

Supply chain
disruption

2 3 6 Dual-source key
products

Switch to Suneva
Medical fillers

Nguyen



11. Implementation Timeline

Key Year 1 priorities: Achieve 145 leads/month by Month 4 through Google Ads optimization, hit break-even by Month

4 via 169 monthly visits, and maintain 90%+ client satisfaction through post-treatment follow-ups. Critical path: Staff

certification (Month 2), Salesforce Health Cloud integration (Month 3), and CoolSculpting certification (Month 4).

Dependencies: Texas Medical Board permit (completed) and physician staffing.

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Staff training Certified RNs;
EHR proficiency

ASLMS courses;
MedHub access

100% staff
certified

Nguyen

2 Google Ads
launch

5 campaigns;
conversion
tracking

$3,000 budget;
Google Ads
account

CAC < $150 Lee

3 Salesforce
integration

CRM-EHR sync;
automated
reminders

Salesforce
admin; API
access

No-show rate <
10%

Chen

4 Break-even
achievement

169 monthly
visits; $48,165
revenue

Full staff;
marketing
channels

Positive EBITDA Chen

5 Membership
program launch

28 members;
billing system

Stripe
subscriptions;
marketing
assets

5% revenue
from
memberships

Lee

6 Part-time
physician hire

Board-certified
dermatologist

Recruiting
budget; job
posts

Reduce MD
dependency to
50%

Ramirez

7 Corporate
partnership

1 signed
contract
(Tesla/Meta)

Sales deck;
executive
contacts

$5k monthly
recurring
revenue

Lee

8 Inventory
optimization

30-day par
levels; waste
reduction

ZO Skin Health
portal; sales
data

COGS < 20% of
revenue

Nguyen

9 Cash flow
positive

Ending cash >
$500k

Revenue
growth; cost
control

Net cash flow >
$0

Chen

10 Client
satisfaction
review

NPS > 50;
retention report

Survey tools;
CRM data

Churn rate < 8% Lee



11 Year 2 budget
finalization

Approved P&L;
hiring plan

Financial model;
market data

$975k revenue
target

Chen

12 Annual
compliance audit

Passed audit;
documentation

Hance Law
Group; internal
records

Zero
non-conformities

Ramirez



12. Appendix

Supporting documents available: Texas Medical Board permit #MD123456, Cynosure lease agreement, Allergan

distributor contract, 36-month financial model with sensitivity analysis, and market research sources (IBISWorld,

ASLMS, MedSpa Consumer Survey 2023). All assumptions documented in Appendix A of full plan.
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