Building a Perfume and Fragrance Business
Enterprise: A Detailed Sample Plan




TITLE PAGE

Scentura Labs LLC (LLC taxed as S-Corp). Founded March 15, 2024 in Portland, OR. Elena Marquez (ex-Aveda
Director of Product Innovation, launched 12 top-10 clean beauty products). We sell 50ml gender-neutral eau de

parfum at $98/bottle to urban consumers aged 25-40, targeting $1.2M Year 1 revenue at 68.8% gross margin. October
2024.



SECTION 1: EXECUTIVE SUMMARY

U.S. fragrance buyers reject 32% of purchases due to ingredient opacity (NPD Group, 2023), costing the industry
$3.9B annually in lost sales. Scentura Labs solves this with patented micro-encapsulation technology delivering 12+
hour longevity and full ingredient transparency. Our Olfactix Al scent quiz achieves 48% conversion by matching skin
chemistry to 8 core fragrances, reducing returns to 4.2% vs. industry average of 15.7%.

We sell direct at $98/bottle (68.8% gross margin) and wholesale at $58.80 (40% margin). Year 1 revenue: $1.2M from
12,200 units (78% DTC, 22% wholesale). Fixed costs: $850,000/year. Break-even at 1,050 units/month ($117,600
revenue) in Month 15 (Q3 Year 2). Path to profitability: Reduce CAC from $45 to $32 by Month 10 via loyalty program
driving 35% repeat purchase rate.

Seeking $750,000 seed funding (20% dilution). Use: $450,000 operations (60%), $187,500 marketing (25%), $112,500
R&D (15%). Funds enable 8-fragrance launch (Q2 2025), 50-boutique expansion (Year 3), and B Corp certification (Q2
2026). Projected 3.2x ROI by Year 5 via $18.6M SOM capture.



SECTION 2: COMPANY OVERVIEW

LLC taxed as S-Corp (optimal for founder distributions; saves 15.3% self-employment tax vs. partnership). Oregon
registration (0% corporate tax, $100 annual fee). 60/25/15 equity split reflecting $450k founder capital contribution and
$112.5k angel investment. Portland location chosen for access to clean beauty talent pool (22% lower labor costs vs.
NYC) and sustainable suppliers (78% within 200 miles).

Elena Marquez (CEO): Drove $28M revenue at Aveda via 3 patented formulations; reduced COGS 18% through
Grasse supply chain optimization. Jordan Taylor (COQ): Scaled Glossier DTC ops to $120M revenue; achieved 99.2%
order accuracy at $4.80/order fulfillment cost. Dr. Amir Patel (Perfumer): Developed 7 Leaps Award-winning scents;
20-year IFF/Givaudan veteran.

Date Milestone Status Next Steps
Mar 2024 Company formation, Complete N/A

EIN, DUNS
May 2024 Patent filed for Complete N/A

micro-encapsulation
tech (USPTO
#63/872,105)

Aug 2024 Shipment of 15,000 units Complete N/A
raw materials

Oct 2024 Shopify Plus site launch, Complete N/A
Klaviyo integration

Jan 2025 10-boutique Pending Finalize Credo Beauty
consignment contract by Dec 15
agreements signed

Apr 2025 8-fragrance launch, Planning Complete stability
Olfactix Al v1.0 testing by Mar 30

Jul 2025 Break-even at 1,050 Planning Reduce CAC to $38 by
units/month Jun

Oct 2025 First refill program Planning Secure 60-day supplier
shipment (78% opt-in terms

rate)



SECTION 3: MARKET ANALYSIS

TAM: $12.3B (U.S. total fragrance, Statista 2024). SAM: $3.1B (premium clean segment, $75+ bottles, Euromonitor
2024). SOM: $18.6M (0.6% SAM capture by Year 3 via 52,000 units at $122 AOV). Methodology: SAM derived from
2023 sales of Le Labo ($220M), Byredo ($180M), and D.S. & Durga ($95M) in U.S. premium channels. SOM based on
0.015% penetration of 12.4M target consumers (NielsenlQ 2024).

Target customer: Urban dwellers aged 25-40, $75k+ household income. 58% female, 38% male, 4% non-binary.
Willing to pay $95-$120 for 50ml (vs. $45 mass-market). Buys 1.7 fragrances/year (NPD 2023). 68% checks ingredient
labels; 42% discovery via Instagram (Statista 2024). Budget: $180/year on premium fragrance.

Key trends: Clean beauty ingredient checks up 22% YoY (NPD 2023). Gender-neutral segment growing at 11.2%
CAGR (Mintel 2024). DTC fragrance sales at 42% penetration (Statista 2024). Sustainability drives 61% of purchases
(NielsenlQ 2023).

Segment Size ($) Growth Rate Our Share Target Rationale

Premium Clean DTC $1.9B 9.1% 0.8% Al personalization
drives 2.3x
conversion vs.
competitors

Luxury Retail $820M 6.3% 0.3% Consignment model

(Sephora/Credo) reduces entry risk; 10
boutiques Year 1

Gender-Neutral $380M 11.2% 1.5% Patented longevity

Niche tech addresses core
pain point

Subscription Boxes $1.1B 4.7% 0.1% Not primary focus;
partner with
Scentbird Year 3

Category Total Addressable Serviceable Serviceable Methodology

Available Obtainable

U.S. Fragrance $12.3B N/A N/A Statista 2024

Market

Premium Clean N/A $3.1B N/A Euromonitor 2024

($75+) (Le Labo/Byredo
sales + clean beauty
premium)

Urban Target N/A N/A $18.6M 0.6% SAM capture

Demographic

via 52k units x $122
AQV Year 3



SECTION 4: COMPETITIVE ANALYSIS

Market leaders: Le Labo ($220M U.S. revenue, 1.8% SAM share), Byredo ($180M), D.S. & Durga ($95M). Le Labo's
in-store blending drives loyalty but lacks sustainability (only 32% recycled packaging). Byredo's luxury markup (72%
gross margin) sacrifices transparency. D.S. & Durga's inconsistent distribution limits scalability (only 200 U.S. doors).

Competitive advantages: 1) Olfactix Al achieves 48% quiz conversion (vs. 29% industry average) by analyzing
10,000+ scent reviews and skin pH data. 2) Micro-encapsulation extends longevity to 12+ hours (vs. 6-8 hours for
competitors; validated by 3rd-party IFRA testing). 3) 100% PCR glass bottles cost $2.10/unit (vs. $1.85 virgin glass)
but drive 23% higher conversion via sustainability claims. 4) B Corp pursuit (Q2 2026) aligns with 61% consumer
preference (NielsenlQ).

Patented longevity tech
(12+ hours)

48% Al quiz conversion
rate

68.8% gross margins

Limited retail footprint
Year 1

High CAC ($45) early
stage

Dependent on 3 key
suppliers

Home fragrance
expansion (Year 2)

Wellness aromachology
positioning

Corporate gifting
programs

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
Le Labo $220M $120 In-store 32% recycled 100% PCR
experience packaging; no glass; full
ingredient ingredient
transparency disclosure
Byredo $180M $150 Luxury High returns Al reduces
positioning (18.3%); opaque returns to 4.2%;
sourcing Grasse
traceability
D.S. & Durga $95M $110 Cult following Inconsistent Local suppliers;
stock; 27% 99% inventory
out-of-stocks availability
Pacifica $150M $48 Mass retail Low margins Premium pricing;
(42%); synthetic 100% natural
ingredients oils
Scentbird $85M $15.95/mo Subscription Low retention Refill program
model (52% churn) drives 35%
repeat rate
Strengths Weaknesses Opportunities Threats

FDA S.1013 ingredient
disclosure rules

Supply chain disruption
(vetiver ail)

Counterfeit risk on
Amazon



100% PCR packaging No physical stores California Prop 65 Le Labo price drop to
initially compliance lead $95



SECTION 5: PRODUCTS & SERVICES

Core product: 50ml eau de parfum with 20-25% fragrance oil concentration, organic sugarcane alcohol base, and
micro-encapsulated botanical essences. Shelf life: 36 months unopened. Olfactix Al quiz (9 questions) matches
customers to scents using skin chemistry data, reducing mismatched purchases by 63%. Refill program: 60ml PCR
vial at $78 (20% discount vs. new bottle) with FSC-certified shipping box.

Pricing: $98 base (vs. Le Labo $120) captures value from 12-hour longevity (validated by IFRA). Discovery set ($38 for
4x5ml) targets new customers (32% conversion to full-size). Limited editions ($118) use rare ingredients (e.g.,
$1,200/kg Moroccan rose). Wholesale price: $58.80 (40% margin), requiring $98 retail MSRP. Gross margin: 68.8%
(vs. 52% industry average for clean beauty) via direct sourcing and local production.

Tier

Discovery Set

Core Eau de

Parfum

Limited Edition

Wholesale

Metric

Price per unit

COGS per unit

Gross Profit per unit

Gross Margin %

CAC

Price

$38

$98

$118

$58.80

Features Target
Customer

4x5ml vials + New customers

quiz access

50ml, 8 scents, Primary buyers

refill program

Seasonal, rare Loyalty
ingredients members

50ml, Boutiques
consignment
model

Value

$98.00

$30.58

$67.42

68.8%

$45.00

Expected % Gross Margin
Revenue

18% 52.1%

67% 68.8%

12% 71.2%

3% 40.0%

Calculation/Notes

DTC core product

$12.40 oils + $8.20 packaging +
$4.10 labor + $5.88 fulfillment

$98.00 - $30.58

$67.42 / $98.00

$300k Year 1 marketing / 6,667
customers



LTV

LTV:CAC

Payback Period

$396.00

8.8x

3.2 months

($98 AQV x 1.8 orders/year x
68.8% GM) / (1 - 0.65 retention
rate)

$396 / $45 (benchmark: 3x)

CAC / (AQV x GM x retention rate)
=$45/($98 x 0.688 x 0.65)



SECTION 6: MARKETING & SALES

Primary channel: Performance marketing targeting high-intent keywords ("clean gender-neutral perfume"). Google Ads
CPC: $2.40 (beauty industry avg: $2.69). Conversion rate: 4.1% (vs. 2.8% DTC avg). Secondary: Micro-influencers
(5k-50k followers) at $250/post; 3.2% engagement rate drives 12% conversion. Tertiary: Boutique consignment (10

locations Year 1) with 40% wholesale margin. CAC decreases from $45 to $32 by Month 10 via loyalty program.

Sales cycle: 1) Awareness (Google/Instagram; 32% of traffic). 2) Olfactix Al quiz (48% conversion; 2.7 min avg time).
3) Purchase (DTC: 68% conversion; wholesale: 100% after consignment). 4) Retention (refill program: 78% opt-in;
35% repeat rate). Average cycle: 11 days (vs. 18 days industry avg). Abandoned cart recovery: 22% via SMS

(Klaviyo).

Retention: Scentura Circle loyalty program. Tier 1 (Scent Explorer): 5,000+ points (1 purchase) = free shipping. Tier 2
(Scent Curator): 15,000 points (3 purchases) = $10 refill discount. Tier 3 (Scent Alchemist): 40,000 points (8
purchases) = annual $75 gift set. Target churn: 5.2% monthly (vs. 7.1% DTC avg). Expansion revenue:

$28.50/customer/year via refills and limited editions.

Channel Monthly Budget
Google Ads $15,000
Instagram/TikTok $12,000
Influencers $8,000
Email/SMS $3,000

Retail $2,000

Partnerships

Month Google Ads Social
Media
1 $15,000 $12,000
2 $15,000 $12,000
3 $15,000 $12,000
4 $15,000 $12,000
5 $15,000 $12,000
6 $15,000 $12,000
7 $15,000 $12,000
8 $15,000 $12,000
9 $15,000 $12,000
10 $15,000 $10,000

11 $15,000 $10,000

Expected CAC

$38.50

$42.00

$32.00

$8.50

$18.00

Content/SEO

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

$5,000

E Conversion
L Rate

628.1%

480

326.0%

1,208%

50100%

Events

$0

$0

$0

$5,000

$5,000

$5,000

$0

$0

$0

$0

$0

Expected

Customers/Month

256

3.8%

160

30

50
Other Total
$3,000 $35,000
$3,000 $35,000
$3,000 $35,000
$3,000 $40,000
$3,000 $40,000
$3,000 $40,000
$3,000 $35,000
$3,000 $35,000
$3,000 $35,000
$3,000 $33,000
$3,000 $33,000

ROI

2.1x

182 1.8x

3.2x

12.4x

5.4x
Expected
Leads
1,475
1,475
1,475
1,975
1,975
1,975
1,475
1,475
1,475
1,275
1,275

Expected
Customers

60

60

60

400

600

800

900

950

1,000

1,050

1,100



12

$15,000

$10,000

$5,000

$0

$3,000

$33,000

1,275

1,200



SECTION 7: OPERATIONS

Production: Weekly 1,000-2,000 unit batches. 3-step QC: 1) Ingredient purity testing (HPLC), 2) pH/batch stability
(72-hour), 3) Final scent validation (Dr. Patel). Capacity: 15,000 units/month (scalable to 50,000 with $85k
automation). Fulfillment: In-house packing (2-day processing), USPS Ground Advantage ($4.20 avg cost), 99.1%
accuracy rate. Customer service: Gorgias Al handles 68% of queries; live agents resolve 92% of cases in <12 hours.

Key vendors: Robertet USA (fragrance oils; $18.50/kg vetiver; 12-month contract; 2% discount for 6-month
prepayment). Vertec Biosolvents (alcohol; $3.20/L; exclusive regional supplier). EcoPack Solutions (packaging;
$2.10/unit; local; 30-day payment terms). Backup: Mane SA (oils), Green Field Alcohol (alcohol), Noissue (packaging).

Vendor/Supplier

Service

Monthly Cost

Contract Terms

Backup Option

Robertet USA Fragrance oils $18,500 12 months, 2% Mane SA (France)
discount for 6-mo
prepay
Vertec Biosolvents Organic alcohol $4,800 Exclusive regional, Green Field Alcohol
60-day terms
EcoPack Solutions PCR glass bottles $12,600 30-day terms, Noissue
$0.05/unit discount at
10k/mo
USPS Shipping $4,200 Volume-based UPS
pricing
Gorgias Customer service $300 Month-to-month Zendesk
Tool Purpose Monthly Cost Users Alternatives
Considered
Shopify Plus E-commerce platform $2,000 5 BigCommerce
Klaviyo Email/SMS $450 3 Omnisend
marketing
NetSuite ERP/inventory $1,200 4 SAP Business One
Olfactix Al Scent profiling $800 2 Custom build
Triple Whale ROAS tracking $300 2 Northbeam



SECTION 8: MANAGEMENT TEAM

5 FTEs Year 1. CEO ($150k), COO ($120k), Marketing Manager ($85k), Production Lead ($65k), Customer
Experience ($55k). Salaries at 75th percentile for Portland beauty sector. No bonuses until profitability. Advisory board:
2 industry veterans (ex-CFO of Pacifica, ex-Head of R&D at Givaudan) compensated with 0.5% equity pool.

Month Role Salary Priority Source Onboarding
Time

1 CEO $12,500 1 Founder N/A

1 COO $10,000 1 Founder N/A

2 Production Lead $5,417 1 Indeed 30 days

3 Marketing $7,083 1 LinkedIn 45 days
Manager

4 Customer $4,583 2 Creative Circle 21 days
Experience

7 Part-time $3,333 2 Consultant 14 days

Perfumer



SECTION 9: FINANCIAL PLAN

Key assumptions: Month 4 launch. Month 4-6: 400-800 units/month. Month 7-12: Linear growth to 1,200 units/month.
AQV: $95 (Month 4) to $118 (Month 12). CAC: $45 (Month 4) to $32 (Month 12). Churn: 6.8% Month 4 to 5.2% Month
12. COGS: 31.2% of revenue. Fixed costs: $70,833/month. Variable OpEXx: 18.5% of revenue.

Revenue model: 78% DTC ($98 avg), 22% wholesale ($58.80 avg). Growth drivers: 1) Olfactix Al increasing
conversion from 29% to 48%. 2) Refill program driving 35% repeat rate. 3) Boutique expansion (10 Year 1 to 50 Year
3). Year 1 revenue: $1.2M (12,200 units). Year 3: $6.34M (52,000 units).

Cost structure: 65% fixed costs (salaries, rent, software), 35% variable (COGS, marketing, fulfilment). Fixed costs
scale at 8% annually. Variable costs scale linearly with revenue. Year 1 OpEx: $950,000 ($79,167/month). Year 3
OpEx: $3,800,000 ($316,667/month).

Funding: $750,000 seed (20% dilution). Runway: 18 months. Milestones: Product launch (Month 4), break-even
(Month 15), 50-boutique expansion (Month 30). $150k SBA CAPLines line of credit secured against inventory.

Category Ite Cc Notes

Legal/Formation LLC$2,506mpleted
filing,
S-Corp
election

Licenses/Permits FD/$1,206mpleted
cosmetic
registration,
Oregon
business
license

Equipment Blergii2g0edsed
tanks, ($1,200/mo)
HPLC
tester

Technology Setup Shof#$ O6Mhpleted
Plus
dev,
Olfactix
Al
build

Initial Inventory Raw  $15@0pPped Aug 2024
matzrials
3
moriths)



Marketing Launch

Working Capital

Insurance

Professional Fees

Website Development

Office Setup

Branding

Training

Contingency

Other

Total

InflLlgns @OMpleted
seed,

pre-launch

ads

6 $22T606rs
months Months
operating-6

buffar losses

Pro@ic AoAual
liability, premium
E&O

Acc325Dathpleted
legal
counsel

Custi8 Oothpleted
therne,
integrations

Furi$ttb@0mpleted
safety
systems

Packagifigmpleted
design,
logo

GMI88,(Pending
cert ficazion,
staff

10%  $75/004allocated buffer

of
tota

Tra\&9,J00mpleted
misc.

$750,000



Category

Rent

Salaries

Benefits

Insurance

Software

Utilities

Marketing

Professional Services

Supplies

Travel

Loan Payments

Other

Fixed Total

Variable Total

Combined Total

T Monthly Cost

Fix&6,000

Fix&82,500

Fix&6,500

Fix&d,000

Fix&d,750

Fix&800

Vargii@®00

Fix&d,167

Vargshaoo

Var$dhs00

Fix&0

Vargahls7

$51,917

$33,667

$85,584

Annual Cost

$72,000

$390,000

$78,000

$12,000

$57,000

$9,600

$300,000

$50,000

$36,000

$18,000

$0

$50,000

$623,000

$404,000

$1,027,000

Notes

3,200
sq

$24/sq
ftiyr

FTEs

20%
of
payroll

Shopify,
Klaviyo,
NetSuite

25%
of
revenue

Legal,
accountir

Lab/cons

Boutique
onboardi

Line

of
credit
unused

Misc.
OpEx



Line M1

Item

Revenue $0
COGS $0

Gross $0

Profit

Marketing $35,000
Salaries $25,000
Rent $6,000
Software  $2,000
Insurance $1,000
Other $25,000
OpEXx

Total $94,000
OpEx

EBITDA  -$94,000
Depreciatio$io

EBIT -$94,000
Interest = $0
Taxes $0
(25%)

Net -$94,000
Income

Line M1
Item

Beginninc  $750,000
Cash

Cash $0

In

(Revenue)

Cash $0

In

(Funding)

Total $0
Cash

In

Cash $0

Out

(COGS)

M2

$0

$0

$0

$35,000

$25,000

$6,000

$2,000

$1,000

$25,000

$94,000

-$94,000

$0

-$94,000

$0

$0

-$94,000

M2

$656,000

$0

$0

$0

$0

M3 M4 M5 M6 M7 M8 M9 M10 M11
$0 $50,000 $75,000 $100,000 $105,000 $110,000 $115,000 $120,000 $125,000
$0 $15,600 $23,400 $31,200 $32,760 $34,320 $35,880 $37,440 $39,000
$0 $34,400 $51,600 $68,800 $72,240 $75,680 $79,120 $82,560 $86,000
$35,000 $40,000 $40,000 $40,000 $35,000 $35,000 $35,000 $33,000 $33,000
$32,500 $32,500 $32,500 $32,500 $32,500 $32,500 $32,500 $32,500 $32,500
$6,000 $6,000 $6,000 $6,000 $6,000 $6,000 $6,000 $6,000 $6,000
$4,750 $4,750 $4,750 $4,750 $4,750 $4,750 $4,750 $4,750 $4,750
$1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $1,000
$25,000 $30,000 $30,000 $30,000 $25,000 $25,000 $25,000 $25,000 $25,000
$104,250 $114,250 $114,250 $114,250 $104,250 $104,250 $104,250 $102,250 $102,250
-$104,250 -$79,850 -$62,650 -$45,450 -$32,010 -$28,570 -$25,130 -$19,690 -$16,250
$0 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500
-$104,250 -$81,350 -$64,150 -$46,950 -$33,510 -$30,070 -$26,630 -$21,190 -$17,750
$0 $0 $0 $0 $0 $0 $0 $0 $0

$0 $0 $0 $0 $0 $0 $0 $0 $0
-$104,250 -$81,350 -$64,150 -$46,950 -$33,510 -$30,070 -$26,630 -$21,190 -$17,750
M3 M4 M5 M6 M7 M8 M9 M10
$562,000 $457,750 $376,250 $295,000 $231,490 $184,910 $135,840 $89,210
$0 $50,000  $75,000 = $100,000 $105,000 $110,000 $115,000 $120,000
$0 $0 $0 $0 $0 $0 $0 $0

$0 $50,000  $75,000  $100,000 $105,000 $110,000 $115,000 $120,000
$0 $15,600 = $23,400  $31,200 $32,760  $34,320 = $35,880  $37,440

M12

$133,333

$41,333

$92,000

$33,000

$32,500

$6,000

$4,750

$1,000

$25,000

$102,250

-$10,250

$1,500

-$11,750

$0

$0

-$11,750

M11

$48,020

$125,000

$0

$125,000

$39,000

Year
1
Total

$1,033,333

$321,033

$712,300

$429,000

$377,000

$72,000

$52,500

$12,000

$310,000

$1,252,500

-$540,200

$18,000

-$558,200

$0

$0

-$558,200

M12

$10,270

$133,333

$0

$133,333

$41,333



Cash $94,000  $94,000  $104,250

Out
(OpEX)

Cash $0 $0 $0
Out
(CapEx)

Cash $0 $0 $0
Out
(Debt)

Cash $0 $0 $0
Out
(Taxes)

Total $94,000  $94,000  $104,250

Cash
Out

Net -$94,000 -$94,000 -$104,250

Cash
Flow

Ending $656,000 $562,000 $457,750

Cash

Metric Y1 Y2 Q1

Revenue $1,033,333  $850,000

COGS $321,033 $265,200
Gross $712,300 $584,800
Profit
OpEXx $1,252,500 $525,000
EBITDA -$540,200 $59,800
Net -$558,200 $29,900
Income
Ending $0 $120,000
Cash

Metric

Monthly Fixed Costs

Variable Cost per Unit

Price per Unit

Contribution Margin per Unit

$0

$0

$0

Y2 Q2

$950,000

$296,400

$653,600

$525,000

$128,600

$85,900

$350,000

$114,250 $114,250

$0

$0

$0

$129,850 $137,650

-$79,850  -$62,650

$376,250 $295,000

Y2 Q3

$1,050,000

$327,600

$722,400

$525,000

$197,400

$141,900

$600,000

Value

$70,833

$31.82

$98.00

$66.18

$114,250

$0

$0

$0

$145,450

-$45,450

$231,490

Y2 Q4

$1,150,000

$358,800

$791,200

$525,000

$266,200

$197,900

$850,000

$104,250 $104,250 $104,250 $102,250 $102,250 $102,250

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

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

$137,010 $138,570 $140,130 $139,690 $141,250 $143,583

-$32,010 -$28,570 -$25,130  -$19,690 -$16,250 -$10,250

$184,910 $135,840 $89,210  $48,020  $10,270  $0

Y3 Q1

$1,600,000

$499,200

$1,100,800

$950,000

$150,800

$90,480

$1,200,000

Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total
$1,700,000 $1,800,000 $1,900,000 $7,000,000
$530,400 $561,600 $592,800 $2,184,000

$1,169,600 $1,238,400 $1,307,200 $4,816,000

$950,000 $950,000 $950,000 $3,800,000
$219,600 $288,400 $357,200 $1,016,000

$147,120 $203,760 $260,400 $701,760

$1,500,000 $1,800,000 $2,100,000 $2,100,000

Calculation

$850,000/ 12

$30.58 COGS + $1.24 fulfillment

DTC core product

$98.00 - $31.82



Contribution Margin % 67.5% $66.18 / $98.00

Break-Even Units per Month 1,070 $70,833/ $66.18

Break-Even Revenue per Month $104,860 1,070 units x $98.00
Expected Break-Even Month Month 15 Q3 Year 2 (per cash flow)
Safety Margin 12.5% ($117,600 projected Month 15

revenue - $104,860) / $117,600

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 68.8% 68.8% 68.8% 52.0% (clean beauty)

Operating Margin % -54.0% 6.3% 15.9% -15.0% (Year 1 DTC)

Net Profit Margin % -54.0% 6.4% 11.1% -20.0% (Year 1 DTC)

Current Ratio 1.0 21 3.0 15

Quick Ratio 0.8 1.8 2.5 1.0

CAC Payback 10.2 mo 6.8 mo 5.1 mo 9.0 mo

LTV:CAC Ratio 8.8x 10.2x 12.5x 3.0x

Monthly Burn Rate $46,517 $0 N/A $75,000

Runway (months) 16.1 Unlimited N/A 12.0



SECTION 10: RISK ANALYSIS

Top risks: 1) Supply chain disruption for vetiver oil (Probability 4/5, Impact 5/5). Vetiver accounts for 18% of oil costs;
2023 shortages spiked prices 37%. 2) FDA S.1013 ingredient disclosure rules (Prob 5/5, Impact 4/5) requiring full
allergen listing. 3) Le Labo price drop to $95 (Prob 3/5, Impact 4/5) eroding premium positioning. 4) Counterfeit
products on Amazon (Prob 4/5, Impact 3/5) damaging brand trust.

Mitigation: 1) Multi-source vetiver (Robertet + Mane SA); 6-month safety stock ($18,000 inventory). 2) Voluntary EU
allergen compliance by Month 6; $15k legal retainer for regulatory counsel. 3) Emphasize 12-hour longevity
(IFRA-certified) vs. Le Labo's 8 hours; loyalty program locks in 35% repeat rate. 4) Brand protection software
($500/mo) monitoring 200+ marketplaces; Amazon Transparency Program enroliment.

Risk Probability Impact Risk Score Mitigation Contingency Owner
Strategy Plan
Vetiver oil 4 5 20 6-month safety Switch to Haitian COO
shortage stock; dual vetiver (15%
sourcing lower cost)
FDA S.1013 5 4 20 Voluntary EU Reformulate with CEO
regulation compliance by alternative base

Month 6 notes
Competitor price 12 Loyalty program; Introduce $85 CEO
drop longevity claims "Essentials" line
Counterfeit 12 Brand protection Legal action via COO
products software Amazon Project

($500/mo) Zero
CAC over $50 12 Referral program Pause paid ads; Marketing

($15 credit) focus on organic
Production 10 GMP-certified Recall insurance Production
contamination lab; batch testing ($2,400/yr)
Retail partner 9 Consignment-to-buyoushift to DTC COO
default model focus; 10%

inventory buffer

Al quiz 8 Monthly model Free sample vial Marketing
inaccuracy retraining with every order



SECTION 11: IMPLEMENTATION TIMELINE

Priority 1: Achieve 48% Al quiz conversion by Month 6 via 10,000+ review dataset. Priority 2: Secure 60-day supplier
terms by Month 5 to extend runway. Priority 3: Hit 1,050 units/month break-even by Month 15. Critical path: Olfactix Al

v1.0 launch (Month 4) dependent on Klaviyo integration (Month 3).

Month Milestone Deliverables Resources Success Metric Owner
Needed
1 Finalize supplier Robertet, Vertec $50k deposit 60-day payment COO
contracts agreements terms secured
2 Complete 15k unit capacity $15k training 99% batch pass Production
production setup rate
3 Klaviyo-Olfactix Quiz live on site $8k dev 45% quiz Marketing
integration conversion
4 Product launch 8 scents $40k marketing 400 units sold CEO
available
5 Boutique 10 consignment 2 sales trips $15k wholesale COO
onboarding agreements revenue
6 Refill program 60ml PCR vials $12k inventory 70% opt-in rate Marketing
launch
7 IFRA longevity 3rd-party $5k testing 12+ hour claim CEO
report validation certified
8 Customer Scentura Circle $3k creative 30% repeat rate Marketing
retention push tiers
9 Inventory NetSuite $2k setup 99.5% stock COO
optimization automation accuracy
10 CAC reduction Influencer $0 CAC < $38 Marketing
performance
review
11 B Corp Documentation $10k legal Application CEO
application prep submitted
12 Break-even Financial model $0 Path to Month CEO

analysis

update

15 break-even



SECTION 12: APPENDIX

Available documentation: IFRA test reports, Robertet supply agreement, Olfactix Al training dataset (10,247 reviews),
SBA CAPLines term sheet. All financial assumptions validated against Euromonitor, Statista, and NPD Group
2023-2024 datasets. Full sensitivity analysis shows viability with 20% lower revenue or 15% higher COGS.
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