
US Pizza restaurant Business Case: An Extensive

Sample Plan

Urban Hearth Pizza Co., LLC (founded January 2024), is a Denver-based fast-casual restaurant operating from 1630

E 17th Ave. Founder Elena Ramirez (AVPN-certified pizzaiola, ex-Basta sous-chef) and COO Jordan Lee (ex-Modern

Market operations manager) target $450,000 Year 1 revenue with $22 average ticket and 65% gross margin through

wood-fired Neapolitan pizzas priced $14-$18.



SECTION 1: EXECUTIVE SUMMARY

Denver fast-casual pizza restaurants lose $12.6M annually due to undifferentiated offerings (Denver Metro Chamber,

2023). Urban Hearth solves this with AVPN-certified pizzas using 85% Colorado-sourced ingredients at $14-$18 price

points. We capture market share by charging 18% premiums over chains while maintaining 65% gross margins

through 35% food costs. Year 1 targets 125 daily covers (45,625 annual), $450,000 revenue, and 11.1% net margins.

We generate revenue through dine-in (55% of sales), digital orders (45%), and catering (3% in Year 1). Food costs are

fixed at 35% via pre-negotiated farm contracts (Full Circle Farm produce at $2.10/lb vs. market $2.45). Break-even

requires 1,591 monthly covers ($35,002 revenue) at $22 average ticket. Profitability achieved Month 9 with $189,000

Year 3 net income.

We seek $460,000 funding: $100,000 owner equity, $360,000 SBA 7(a) loan (7.5% interest, 10-year amortization).

Funds allocated to $233,000 build-out ($120k leasehold, $95k equipment, $18k POS), $55,000 inventory/operating

reserves, and $172,000 working capital. This funds 18-month runway to capture 0.4% of Denver's $112M pizza SOM,

delivering 397% cumulative 3-year ROI on equity.



SECTION 2: COMPANY OVERVIEW

Urban Hearth Pizza Co. operates as a Colorado LLC (formation cost $500) for liability protection and pass-through

taxation. We lease 2,200 sq. ft. in Denver's Capitol Hill (1.5M annual foot traffic, $4,000/month rent) targeting the

128,000 residents within 3 miles (median income $85,200, 42% college-educated). Ownership: Elena Ramirez (70%,

$70,000 equity), Jordan Lee (30%, $30,000 equity).

Elena Ramirez (CEO) trained 6 months at AVPN-accredited pizzerias in Naples, reducing dough waste to 1.8% vs.

industry 5.2%. Jordan Lee (COO) scaled Modern Market's Denver unit to $1.2M revenue in 14 months with 22%

EBITDA margins. Maria Thompson (Marketing, part-time) grew Illegal Pete's email list by 37% in 2022 via

geo-targeted SMS campaigns.

Date Milestone Status Next Steps

Jan 2024 LLC formation, location
lease signed

Complete Finalize build-out
permits

Mar 2024 Stefano Ferrara oven
installed ($48,000)

Complete Staff hiring (deadline
May 1)

May 2024 Soft launch (50%
capacity)

Pending Optimize kitchen
throughput to 8 min/pie

Aug 2024 Hit 100 daily covers Pending Launch catering
program

Dec 2024 Break even (1,591
covers/month)

Pending Negotiate Year 2 farm
contracts

Jun 2025 65% repeat customer
rate

Pending Implement loyalty app



SECTION 3: MARKET ANALYSIS

TAM: $57.4B US pizza industry (IBISWorld 2023). SAM: $410M Colorado fast-casual pizza segment (7.2% annual

growth). SOM: $112M Denver metro pizza sales (1.5M population, 75,000 households spending $1,493/year on

pizza). Urban Hearth targets $450,000 Year 1 revenue (0.4% SOM), scaling to $980,000 by Year 3 (0.88% SOM) via

5% annual market share growth.

Primary customers: Urban professionals (25-45, 55% of sales, $85k+ income, 2.1 visits/month), young families (30-50,

30% of sales, $120 average family check), students (18-28, 15% of sales, $18 average check). 68% pay premiums for

local ingredients (NRA 2023), with 42% ordering pizza weekly (Technomic).

Key trends: Local sourcing demand up 19% CAGR (2020-2023), hybrid ordering at 61% penetration (Toast 2023),

vegan pizza sales growing at 19% CAGR. Denver's pizza market grows at 5.3% annually (Denver EDC).

Segment Size ($) Growth Rate Our Share Target Rationale

Urban Professionals $61.6M 6.1% 0.5% Proximity to 12,000
office workers within
1 mile

Young Families $33.6M 4.8% 0.7% 32% of Capitol Hill
residents have
children under 18

Students $16.8M 7.2% 0.3% CU Denver 1.2 miles
away (29,000
students)

Health-Conscious $22.4M 12.1% 1.2% 19% CAGR in vegan
options demand

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

National $57.4B N/A N/A IBISWorld 2023
report

Colorado N/A $410M N/A State sales tax data
+ NRA segmentation

Denver Metro N/A N/A $112M (1.5M pop) x ($1,493
avg
spend/household) x
(50k households)



SECTION 4: COMPETITIVE ANALYSIS

Dominant competitors: Pizzeria Locale ($1.8M Denver revenue, 8% market share, $14-$16 pies), Sam's Italian ($1.2M

revenue, 5% share), Pizza Lab ($950k revenue, 4% share). Domino's controls 22% of delivery volume but has 3.2/5

Google rating vs. our target 4.8. MOD Pizza averages $20.50 tickets with 58% gross margins.

Our advantages: 1) AVPN certification reduces dough costs by 12% via optimized hydration (industry 62% vs. our

50%); 2) Full Circle Farm contracts cut produce costs 14.3% ($2.10/lb vs. $2.45 market); 3) Toast POS enables 22%

lower labor costs through predictive scheduling; 4) Compostable packaging attracts 37% of eco-conscious diners

(Denver survey).

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

Pizzeria Locale $1.8M $14-$16 Chipotle backing Standardized
taste (3.7/5
Yelp)

Hand-stretched
dough, local
ingredients

Sam's Italian $1.2M $13-$15 Loyal following No online
ordering

Hybrid ordering
(45% digital
sales)

Pizza Lab $950k $18-$24 Instagram
appeal

Long wait times
(avg 28 min)

8-min pie
throughput

MOD Pizza $1.5M $10-$15 National scale 58% gross
margin

65% gross
margin via local
sourcing

Dominos $3.2M $12-$14 Delivery speed 3.2/5 rating Superior quality
(4.8+ target)

Strengths Weaknesses Opportunities Threats

AVPN-certified chef
(1.8% dough waste)

New brand (0
awareness)

Denver's 5.3% pizza
market growth

Rising flour costs (+8%
YoY)

85% local ingredients
(14.3% cost savings)

Limited seating (60
indoor)

19% CAGR vegan pizza
demand

Staff turnover (industry
73%)

65% gross margin (vs
58% avg)

No delivery fleet CU Denver partnership
potential

New MOD Pizza
opening 0.8 miles away

Hybrid ordering model
(45% digital)

$350k startup funding
gap

City sustainability grants
($15k available)

Alcohol license delays



SECTION 5: PRODUCTS & SERVICES

We serve wood-fired Neapolitan pizzas (10"/14") using Caputo 00 flour, San Marzano DOP tomatoes, and

house-made mozzarella. Each pie cooks in 90 seconds at 900F in Stefano Ferrara oven. Standard menu: 5 core

pizzas ($14-$18), 4 small plates ($6-$12), 8 beverages ($4-$13). Catering includes office lunch boxes ($12/person)

and pizza classes ($45/person).

Pricing uses odd-number psychology ($14, $16, $18) with 15-20% premiums over chains. Margherita at $14 (vs

Pizzeria Locale's $13) delivers 68.5% gross margin due to $4.41 COGS (35% food cost). Family Night bundle ($45 for

2 pizzas + salad + knots) increases average ticket 28% to $28.20.

Tier Price Features Target
Customer

% Revenue Gross Margin

Classic Pizza $14-$16 10" Neapolitan,
3 toppings max

Urban
professionals

65% 68.5%

Premium Pizza $17-$18 Truffle, vegan
cheese, GF
crust +$3

Health-conscious 20% 65.2%

Small Plates $6-$12 Burrata, roasted
veggies, garlic
knots

All segments 10% 72.1%

Catering $12-$50 Office boxes,
events, classes

Businesses 5% 58.3%

Metric Value Calculation/Notes

Price per unit $22.00 ($14.50 food + $7.50 bev) weighted
avg

COGS per unit $7.70 35% food cost ($5.08) + 25% bev
cost ($2.62)

Gross Profit/unit $14.30 $22.00 - $7.70

Gross Margin % 65.0% $14.30 / $22.00

CAC $28.50 $15k annual marketing / 526 new
customers



LTV $308.00 ($22 x 1.8 visits/mo x 35% margin x
12 mo) / 15% churn

LTV:CAC 10.8x $308 / $28.50 (industry avg 3x)

Payback Period 1.9 months $28.50 CAC / ($22 x 1.8 x 35%
monthly profit)



SECTION 6: MARKETING & SALES

Go-to-market focuses on high-intent digital channels: Google Ads targeting "wood-fired pizza Denver" (CPC $2.40,

250 clicks/mo), Instagram food photography (3 posts/week, $13.33/post), and local SEO via "Denver pizza guide" blog

content. Pre-launch, we secure 500 email signups through Capitol Hill Farmers Market sampling (500 samples at

$1.20/unit cost).

Sales cycle: Awareness (Google/local search) -> Consideration (4.8+ Google rating, 3.2% website conversion) ->

Conversion (in-store/digital order, 28% third-party delivery fee acceptance) -> Retention (Hearth Rewards app, 35%

repeat rate target). Average conversion: 14.5% walk-ins, 28% online orders.

Retention via SMS flash sales (15% redemption rate), post-purchase surveys (10% off next order), and referral

program ($15 off for both parties). Target 15% monthly churn (industry 22%), with expansion revenue from catering

(5% of Year 1 revenue scaling to 15% by Year 3).

Channel Monthly Budget CAC Leads/Mo Conv. Rate Customers/Mo ROI

Google Ads $600 $60.00 250 4.0% 10 483%

Instagram $400 $44.44 180 5.0% 9 641%

Local SEO $300 $37.50 160 3.75% 6 712%

Farmer's Market $200 $40.00 100 5.0% 5 550%

Total $1,500 $28.50 690 4.35% 30 605%

Month Google Ads Social
Media

Content/SEO Events Other Total Leads Customers

1 $600 $400 $300 $200 $0 $1,500 690 30

2 $600 $400 $300 $200 $0 $1,500 759 33

3 $600 $400 $300 $200 $0 $1,500 835 36

4 $600 $400 $300 $150 $50 $1,500 918 40

5 $600 $400 $300 $100 $100 $1,500 1,010 44

6 $600 $400 $300 $50 $150 $1,500 1,111 48

7 $600 $400 $300 $0 $200 $1,500 1,222 53

8 $600 $400 $300 $0 $200 $1,500 1,344 58

9 $600 $400 $300 $0 $200 $1,500 1,479 64

10 $600 $400 $300 $0 $200 $1,500 1,627 71

11 $600 $400 $300 $0 $200 $1,500 1,789 78

12 $600 $400 $300 $0 $200 $1,500 1,968 86



SECTION 7: OPERATIONS

Daily workflow: 5 AM produce delivery -> 9 AM staff prep (dough, sauces) -> 11 AM service (peak 12-1 PM, 5-7 PM)

-> 10 PM close. Kitchen throughput: 8 min/pie (45 pies/hour capacity). Staffing: 1 GM ($4,583/mo), 1 chef ($4,167), 2

cooks ($3,333 each), 4 servers ($2,917 each), 2 cashiers ($2,500 each), 1 dishwasher ($2,083). Total payroll:

$12,917/mo ($155,000/year).

Key suppliers: Italian Food Center (San Marzano tomatoes, $1.80/can, 30-day terms), Full Circle Farm (produce,

$2.10/lb, net 15), Haystack Mountain (goat cheese, $5.20/lb, COD). Technology: Toast POS ($1,200/mo, includes

inventory tracking), MarketMan ($150/mo), HubSpot ($400/mo).

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

Italian Food Center San Marzano
tomatoes

$1,200 Net 30, 2% discount Italian Specialty
Foods (CO)

Full Circle Farm Produce $2,100 Net 15, 5% penalty
late

Denver Urban
Gardens

Haystack Mountain Goat cheese $850 COD Willow Creek Dairy

Toast POS Point of sale $1,200 12-mo contract Square

DoorDash Delivery $1,800 15% commission Uber Eats (18%
commission)

Tool Purpose Monthly Cost Users Alternatives
Considered

Toast POS Sales, inventory,
labor

$1,200 12 Square ($900/mo, no
inventory)

MarketMan Inventory
management

$150 3 Upserve ($200/mo)

HubSpot CRM, email, SMS $400 2 Mailchimp ($50/mo,
no SMS)

QuickBooks Online Accounting $50 2 Xero ($30/mo)

Verkada Security cameras $99 2 Ring ($30/mo)



SECTION 8: MANAGEMENT TEAM

Organizational structure: CEO (Elena Ramirez), COO (Jordan Lee), part-time Marketing Lead (Maria Thompson).

Salaries: CEO $65,000 (Year 1), COO $60,000, Marketing $30,000. No bonuses until Year 2 profitability. Equity: 70%

Ramirez, 30% Lee. Key hires funded by SBA loan include full-time chef ($50,000) and GM ($55,000).

Advisory board: Michael Chen (ex-VP Operations, Modern Market, 0.5% equity), Lisa Rodriguez (Denver restaurant

licensing attorney, $150/hr retainer). Compensation: Chen receives $500/month stipend + equity; Rodriguez on

retainer.

Month Role Salary Priority Source Onboarding
Time

1 Chef $50,000 Critical Industry referral 30 days

1 Cashiers (2) $30,000 Critical Craigslist 14 days

2 Cooks (2) $40,000 High Indeed 21 days

3 Servers (4) $48,000 High Restaurant
hiring event

14 days

4 Dishwasher $25,000 Medium Craigslist 14 days

6 Marketing Lead
(FT)

$45,000 Low LinkedIn 30 days



SECTION 9: FINANCIAL PLAN

Key assumptions: Month 1: 75 daily covers, $18.50 avg ticket. Month 12: 125 daily covers, $22.00 avg ticket. Food

cost: 35% fixed via farm contracts. Beverage cost: 25%. Monthly churn: 15% (industry 22%). CAC: $28.50. Staff

turnover: 45% (industry 73%) due to $18/hr starting wage + tips. Rent: $4,000 fixed for 5 years.

Revenue model: 55% dine-in (65% food, 35% bev), 45% digital (70% food, 30% bev). Growth drivers: Digital orders

(growing from 35% to 50% of sales), catering (3% to 15% of revenue), and average ticket growth (5.8% annually).

Year 3 revenue: $980,000 = (125 covers/day x $23.10 avg ticket x 350 days).

Cost structure: 35% COGS (food/beverage), 34.2% labor (including 20% benefits), 12.5% occupancy (rent, utilities),

3.3% marketing. Fixed costs: $16,250/mo (rent, salaries, software). Variable costs: 35% COGS + 12% labor + 15%

third-party fees. Labor scales at 0.8 staff per 25 covers.

Funding: $460,000 total. Use: $233,000 build-out, $55,000 inventory/operating reserves, $172,000 working capital.

Funds 18 months of operations to hit $55,000 monthly revenue (break-even). Milestones: Month 5 (100 daily covers),

Month 9 (profitability), Month 12 ($450,000 revenue).

Category ItemCost Notes

Legal/Formation LLC
filing,
operating
agreement

$500 CO
Secretary
of
State
fee
$50

Licenses/Permits Food
service,
alcohol,
signage

$8,500 DPS
license
$3,200,
TABC
$500

Equipment Stefano
Ferrara
oven

$48,000 Imported
from
Naples

Equipment Refrigeration,
prep
stations

$47,000 Used
equipment
purchase

Technology Setup Toast
POS
hardware

$12,000 4
terminals,
kitchen
display



Technology Setup Website,
online
ordering

$6,000 Shopify
+
Orderly
integration

Initial Inventory Food,
beverage,
packaging

$30,000 2-week
supply
buffer

Marketing Launch Pre-launch
sampling,
ads

$25,000 Farmer's
market,
Google
Ads

Working Capital 6
months
operating
expenses

$136,500 $22,750/mo
x
6

Insurance Annual
general
liability

$6,000 $500/mo
premium

Professional Fees Accounting
setup

$2,500 QuickBooks
configuration

Office/Facility Leasehold
improvements

$120,000 Ventilation,
ADA
compliance

Branding/Design Menu,
signage,
uniforms

$10,000 Local
designer
contract

Training Staff
certification

$3,000 ServSafe,
TIPS
training

Contingency (10%) Unplanned
costs

$23,500 10%
of
hard
costs



Total $460,000

Category TypeMonthly Cost Annual Cost Notes

Rent Fixed$4,000 $48,000 5-year
fixed
lease

Salaries Fixed$10,833 $130,000 GM,
chef,
part-time
marketing

Benefits Fixed$2,167 $26,000 20%
of
payroll

Insurance Fixed$500 $6,000 General
liability,
workers'
comp

Software Fixed$1,849 $22,188 Toast,
MarketMan,
HubSpot

Utilities Fixed$1,000 $12,000 Gas,
electric,
water

Marketing Fixed$1,500 $18,000 Digital
channels

Loan Payment Fixed$2,905 $34,860 SBA
7(a)
amortization

Food Inventory Variable$13,125 $157,500 35%
of
$37,500
avg
monthly
revenue

Beverage Inventory Variable$2,813 $33,750 25%
of
$11,250
avg
monthly
bev
revenue



Third-Party Fees Variable$2,025 $24,300 15%
of
$13,500
delivery
revenue

Hourly Labor Variable$5,750 $69,000 12
staff
@
$18/hr,
1,917
hrs/mo

Fixed Total $22,754 $273,048

Variable Total $23,713 $284,550

Combined Total $46,467 $557,598

Line
Item

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

Revenue $25,000 $27,500 $30,250 $33,275 $36,603 $40,263 $44,289 $48,718 $53,590 $58,949 $64,844 $71,328 $450,000

COGS $8,750 $9,625 $10,588 $11,646 $12,811 $14,092 $15,501 $17,051 $18,756 $20,632 $22,695 $24,965 $157,500

Gross
Profit

$16,250 $17,875 $19,662 $21,629 $23,792 $26,171 $28,788 $31,667 $34,834 $38,317 $42,149 $46,363 $292,500

Marketing $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $1,500 $18,000

Salaries $13,000 $13,000 $13,000 $13,000 $13,000 $15,500 $15,500 $15,500 $15,500 $15,500 $15,500 $15,500 $170,000

Rent $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $4,000 $48,000

Software $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $1,849 $22,188

Insurance $500 $500 $500 $500 $500 $500 $500 $500 $500 $500 $500 $500 $6,000

Other
OpEx

$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

Total
OpEx

$23,349 $23,349 $23,349 $23,349 $23,349 $25,849 $25,849 $25,849 $25,849 $25,849 $25,849 $25,849 $294,188

EBITDA -$7,099 -$5,474 -$3,687 -$1,720 $443 $322 $2,939 $5,818 $8,985 $12,468 $16,300 $20,514 -$1,688

Depreciation$3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $3,833 $46,000

EBIT -$10,932 -$9,307 -$7,520 -$5,553 -$3,390 -$3,511 -$894 $1,985 $5,152 $8,635 $12,467 $16,681 -$47,688

Interest $1,792 $1,779 $1,765 $1,751 $1,737 $1,723 $1,709 $1,695 $1,681 $1,667 $1,652 $1,638 $20,625

Taxes
(25%)

$0 $0 $0 $0 $0 $0 $0 $0 $908 $2,576 $3,529 $4,575 $11,260

Net
Income

-$12,724 -$11,086 -$9,285 -$7,304 -$5,127 -$5,234 -$2,603 $290 $5,025 $9,536 $14,340 $18,634 -$50,000



Line
Item

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

Beginning
Cash

$172,000 $159,276 $148,190 $138,905 $131,601 $126,474 $121,240 $118,637 $118,927 $123,952 $133,488 $147,828

Cash
In

$25,000 $27,500 $30,250 $33,275 $36,603 $40,263 $44,289 $48,718 $53,590 $58,949 $64,844 $71,328

Funding $288,000 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Total
Cash
In

$313,000 $27,500 $30,250 $33,275 $36,603 $40,263 $44,289 $48,718 $53,590 $58,949 $64,844 $71,328

Cash
Out

$290,276 $28,614 $31,065 $34,095 $37,046 $41,787 $44,153 $45,733 $48,565 $49,413 $50,504 $52,694

Net
Cash
Flow

$22,724 -$1,114 -$815 -$820 -$443 -$1,524 $136 $2,985 $5,025 $9,536 $14,340 $18,634

Ending
Cash

$159,276 $148,190 $138,905 $131,601 $126,474 $121,240 $118,637 $118,927 $123,952 $133,488 $147,828 $166,462

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

Revenue $450,000 $202,500 $216,675 $231,842 $248,071 $265,436 $283,017 $302,828 $323,026 $980,000

COGS $157,500 $70,875 $75,836 $81,145 $86,825 $92,903 $99,056 $106,000 $113,059 $343,000

Gross
Profit

$292,500 $131,625 $140,839 $150,697 $161,246 $172,533 $183,961 $196,828 $209,967 $637,000

OpEx $294,188 $128,250 $131,456 $134,743 $138,112 $141,564 $145,099 $148,726 $152,444 $448,000

EBITDA -$1,688 $3,375 $9,383 $15,954 $23,134 $30,969 $38,862 $48,102 $57,523 $189,000

Net
Income

-$50,000 -$10,000 $15,000 $35,000 $55,000 $75,000 $95,000 $115,000 $135,000 $189,000

Ending
Cash

$166,462 $156,462 $171,462 $206,462 $261,462 $336,462 $431,462 $546,462 $681,462 $681,462

Metric Value Calculation

Monthly Fixed Costs $22,754 Rent $4,000 + Salaries $10,833 +
Benefits $2,167 + Insurance $500 +
Software $1,849 + Utilities $1,000 +
Marketing $1,500 + Loan $2,905

Variable Cost per Unit $7.70 35% food cost ($5.08) + 25% bev
cost ($2.62)

Price per Unit $22.00 Weighted average ticket



Contribution Margin $14.30 $22.00 - $7.70

Contribution Margin % 65.0% $14.30 / $22.00

Break-Even Units 1,591 $22,754 / $14.30

Break-Even Revenue $35,002 1,591 units x $22.00

Expected Break-Even Month 8 Month 8 revenue $48,718 >
$35,002

Safety Margin 27.3% ($48,718 - $35,002) / $48,718

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 65.0% 65.0% 65.0% 60-65% (pizza)

Operating Margin % -0.4% 12.7% 19.3% 10-15% (mature)

Net Profit Margin % -11.1% 18.3% 19.3% 15-20%

Current Ratio 1.8 2.1 2.5 1.5+ healthy

Quick Ratio 1.2 1.5 1.8 1.0+ healthy

CAC Payback 1.9 mo 1.7 mo 1.5 mo 6-18 mo acceptable

LTV:CAC Ratio 10.8x 12.1x 13.5x 3x minimum

Monthly Burn Rate $4,167 $0 $0 N/A

Runway 18 mo N/A N/A 12+ mo ideal



SECTION 10: RISK ANALYSIS

Top risks: 1) Staff turnover (probability 4/5, impact 5/5) - industry average 73% vs our 45% target; 2) Flour cost

inflation (prob 5/5, impact 4/5) - 2023 wheat prices up 8%; 3) New MOD Pizza location (prob 3/5, impact 4/5) opening

0.8 miles away; 4) Health code violation (prob 2/5, impact 5/5) risking 30-day closure.

Mitigation: 1) $18/hr starting wage + 10% retention bonus reduces turnover to 45%; 2) Signed secondary flour contract

with King Arthur Baking at +8% cost; 3) Launched "MOD Buster" promo (free garlic knots with MOD receipt) within 30

days of competitor opening; 4) Weekly HACCP audits cut violation risk by 70%.

Risk Probability ImpactRisk Score Mitigation
Strategy

Contingency
Plan

Owner

Staff turnover
>60%

4 5 20 $18/hr wage +
10% annual
bonus

Partner with
culinary school
for interns

Lee

Flour cost +10% 5 4 20 King Arthur
Baking contract
at +8% cost

Reduce portion
size 5%
(undetectable)

Ramirez

New competitor
within 1 mile

3 4 12 "MOD Buster"
promo (free
knots)

Launch pizza
subscription
($80/4 pies)

Thompson

Health code
violation

2 5 10 Weekly HACCP
audits

Pre-approved
temporary
kitchen

Lee

Rent increase
>5%

3 3 9 5-year fixed
lease

Negotiate
revenue share
clause

Ramirez

Alcohol license
delay

2 4 8 TIPS-certified
staff on day 1

Focus on
non-alcoholic
Italian sodas

Lee

Third-party fee
increase

4 2 8 Drive direct
orders via app
(15% discount)

Reduce
DoorDash
coverage radius

Thompson

Supply chain
disruption

3 3 9 2-week inventory
buffer

Activate
secondary
suppliers within
48h

Ramirez



SECTION 11: IMPLEMENTATION TIMELINE

First 12 months prioritize achieving 100 daily covers by Month 5 and profitability by Month 9. Critical path: Kitchen

throughput optimization (target 8 min/pie) and digital order conversion rate (current 3.2%, target 4.35%).

Dependencies: POS integration completion by Day 1, staff certification by opening.

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Soft launch 50% capacity
operation

Staff trained,
POS live

80 covers/day,
4.0+ Google
rating

Lee

2 Optimize kitchen
flow

8 min/pie
throughput

Process maps,
staff drills

45 pies/hour
capacity

Ramirez

3 Launch loyalty
program

Hearth Rewards
app live

HubSpot
integration

20% app
adoption rate

Thompson

4 Hit 90 daily
covers

Consistent lunch
rush

CU Denver
partnership

90 covers/day
sustained 7 days

Lee

5 100 daily covers Peak
lunch/dinner flow

Additional cook
hired

100 covers/day,
20% repeat rate

Ramirez

6 Launch catering Office lunch
program

Menu printed,
sales script

$2,000 catering
revenue

Thompson

7 Hit 110 daily
covers

Weekend event
success

"Pizza & Jazz"
nights

110 covers/day,
25% repeat rate

Lee

8 Profitability Positive net
income

Cost control
systems

$290 net income
(Month 8)

Ramirez

9 35% repeat rate Loyalty program
traction

App referral
bonuses

35% repeat
customer rate

Thompson

10 120 daily covers Expanded
catering revenue

Additional
delivery driver

120 covers/day,
$5,000 catering

Lee

11 Year 1 revenue
target

$450,000
cumulative

Q4 holiday
promotions

$450,000
revenue
achieved

Ramirez

12 Year 2 planning Boulder
expansion
research

Market analysis
report

Site selection
criteria finalized

Lee



SECTION 12: APPENDIX

Supporting documents available: Full financial model with daily sales tracking, signed supplier contracts (Full Circle

Farm, Italian Food Center), Toast POS throughput reports, Denver Health Department inspection checklist. All

assumptions validated against National Restaurant Association 2023 benchmarks and Denver Metro Chamber

economic data.
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