Sample Business Plan to Help You Start a
Skincare product line Venture

Luminelle Botanicals LLC, founded March 2024 in Portland, OR, is a PhD-formulated clean skincare brand targeting
$1.18M Year 1 revenue at 67% gross margin. Dr. Elena Ramirez (ex-Algenist R&D Lead, 3 patents) and Marcus Chen
(ex-Glossier Director, 300% YoY growth) launched with $750K seed funding for 6-product DTC launch targeting

women 25-45 at $44.33 average price point.



SECTION 1: EXECUTIVE SUMMARY

78% of US skincare consumers prioritize ingredient transparency (NielsenlQ 2023), yet 61% distrust "clean beauty"
claims due to greenwashing. Luminelle solves this with EWG-verified, patent-pending botanical actives (bakuchiol/sea
fennel complex) and radical pricing transparency (3x COGS vs. industry 5-8x). We charge $36-$58 per product with
$14.00 average COGS, validated by 3 months of clinical testing at Dermatest USA.

We operate DTC via Shopify (72% of Year 1 revenue) and 50 indie retailers (28% by Year 2). Year 1 average order
value: $82. Gross margin: 67% ($378K COGS on $1.18M revenue). Operating expenses: $620K (52.5% of revenue).
Break-even at Month 18 with $45K fixed costs and $58.40 contribution margin per unit. Path to profitability: Reduce
CAC from $16.70 to $12.50 by Year 2 through referral program (targeting 22% of new customers).

Seeking $750K seed funding: $300K (40%) for inventory, $187.5K (25%) for marketing, $150K (20%) salaries, $75K
(10%) R&D, $37.5K (5%) contingency. Funding enables 12-month inventory coverage, 200% AOV growth via TikTok
ads ($5K/month budget), and B Corp certification. Projected 3.5x ROI by Year 3 with $756K net profit on $4.2M
revenue.



SECTION 2: COMPANY OVERVIEW

Luminelle Botanicals LLC is an Oregon-registered LLC electing S-Corp status for tax efficiency. Portland location
provides access to 127 clean beauty suppliers within 150 miles (Oregon Business Council data) and 30% lower lab
leasing costs ($28/sq. ft.) vs. NYC/SF. Ownership: Dr. Elena Ramirez (60%), Marcus Chen (25%), Pacific Northwest
Ventures (15%).

Dr. Elena Ramirez (CEO) developed Algenist's $48M revenue Upcycle line (2021-2023) using her natural
emulsification patents. Marcus Chen (CMO) grew Glossier's DTC revenue from $120M to $480M (2018-2022) with
28% repeat customer rate. Jordan Lee (Head of Ops) reduced Herbivore's fulfillment costs by 22% managing
ShipBob's 3PL network.

Date Milestone Status Next Steps
Mar 2024 Company formation Complete Finalize S-Corp election
Apr 2024 Manufacturing contract Complete First production run
signed
May 2024 Stability testing complete In Progress Package compliance
verification
Jun 2024 Shopify store launch Pending Integrate Klaviyo/Triple
Whale
Jul 2024 First 50 retall Pending Negotiate Credo/Follain
partnerships terms
Aug 2024 Initial $100K marketing Pending Optimize Meta ad CTR
campaign to 3.2%
Dec 2024 14,400 customers Pending Launch refill program
acquired
Jun 2025 Break-even achieved Pending Secure $100K SBA line

of credit



SECTION 3: MARKET ANALYSIS

TAM: $18.2B US skincare market (IBISWorld 2023). SAM: $8.7B natural/organic segment growing at 9.2% CAGR
(Statista). SOM: $1.1B premium DTC clean beauty. Luminelle targets 0.5% SOM ($5.5M) by Year 3 using 0.0005%
addressable customer penetration (14,400 of 28.8M target women 25-45 earning $75K+).

Primary customers: Women 25-45, 72% college-educated, $92K median household income. 68% check ingredient
labels (CSP Institute), 44% discover via TikTok (eMarketer). Budget: $35-$65 per product, 3.2 products per routine.
Secondary: Men 30-50 (18% of target) spending 22% more per transaction.

Key trends: 1) Skinimalism - 61% prefer multi-functional products (McKinsey); 2) Sustainable packaging demand up
37% YoY; 3) Bakuchiol searches up 210% (Google Trends); 4) Clinical validation required by 53% of buyers
(COSMOS).

Segment Size ($) Growth Rate Our Share Target Rationale

West Coast DTC 320M 12.1% 0.37% Lower CAC ($14.20
vs $18.50 national)

Indie Retail 185M 9.8% 0.21% 50 store launch in Q4
(CA/IOR/WA) 2024
Gen ZDTC 210M 18.3% 0.15% TikTok focus; $32

avg price point

Men's Skincare 155M 14.7% 0.08% Gender-neutral
formulations

Category Total Addressable Serviceable Serviceable Methodology
Available Obtainable
US Skincare 18.2B 8.7B 1.1B IBISWorld TAM x

47.8% natural
segment x 12.6%
premium DTC

Target Customers 28.8M 14.1M 176,250 Census data x 48.9%
income $75K+ x
12.5% clean beauty
buyers



SECTION 4: COMPETITIVE ANALYSIS

Market leaders: Youth to the People ($120M est. revenue), Herbivore ($85M), The Ordinary ($410M). Weaknesses:
YTTP's 8x markup ($68 serum vs $8.50 COGS), Herbivore's plastic-heavy packaging (28% recycled content), The
Ordinary's clinical claims triggering FDA warnings (2022).

Competitive advantages: 1) Proprietary bakuchiol complex (patent-pending US20240056789) validated in 12-week trial
showing 31% wrinkle reduction (vs 28% for retinol); 2) 100% recyclable packaging with 42% lower carbon footprint
(Climate Neutral audit); 3) 3x markup ($58 serum at $19.33 COGS) vs 5-8x industry standard; 4) 92% customer
service satisfaction target (vs Glossier's 84%) via Zendesk SLA.

PhD formulation
expertise (12+ years)

67% gross margin (vs
55% avg)

3PL cost: $3.20/order
(vs $4.10 avg)

Limited retail distribution
(Year 1)

Brand awareness 0%
pre-launch

Dependenton 1
manufacturer

SPF 30 launch (Q1
2025)

TikTok Gen Z growth
(18.3% CAGR)

B Corp certification
premium (+22%
willingness to pay)

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation
Youth to People 120M 38-68 Sephora 8x markup; 3x markup;
presence greenwashing EWG verified
allegations
Herbivore 85M 40-72 Instagram 28% recycled 100%
aesthetic packaging recyclable;
carbon-neutral
shipping
The Ordinary 410M 5-20 Price FDA warning Full clinical
accessibility letters (2022) validation; no
drug claims
Drunk Elephant 320M 48-98 Dermatologist Shiseido Independent;
endorsements ownership transparent
sourcing
CeraVe 1.2B 12-25 Drugstore Parabens/sulfates 100% clean
distribution ingredients
Strengths Weaknesses Opportunities Threats

FDA crackdown on
"clean" claims

Botanical ingredient
shortages (2023: 37%
increase)

Meta ad costs up 19%
YoY



Customer service SLA: No physical stores Refill program (projected Amazon private label
24 hours 15% cost reduction) competition



SECTION 5: PRODUCTS & SERVICES

Core line: 6 products targeting specific concerns with clinically dosed actives. Radiance Renewal Serum: 2% bakuchiol
+ 5% fermented niacinamide in 1oz glass bottle. Formulated for sensitive skin (validated by 30-subject patch test
showing 0% irritation). Shelf life: 24 months. Manufacturing: 1,200 units/batch at Green Chemistry Labs ($18.92/unit
COGS).

Pricing set at 3x COGS ($19.33 avg COGS -> $58 avg price) vs industry 5-8x. Competitive benchmark: 18% below
YTTP ($68 serum), 32% above The Ordinary ($44 equivalent). Margin structure: 67% gross margin after 32% COGS
(includes $0.85/unit ShipBob fee). Tiered pricing drives AOV: Serum + Moisturizer bundle at $99 (12% higher margin
vs single items).

Tier Price Features Target Expected % Gross Margin
Customer Revenue
Core Products 36-58 Single SKU First-time buyers 68% 67%
Bundles 99-125 Serum + Repeat 22% 71%
Moisturizer customers
Refill Program 32-52 Pouch-only Eco-conscious 10% 74%
(70% less
plastic)
Metric Value Calculation/Notes
Price per unit 44.33 Average of 6 SKUs
COGS per unit 14.63 Raw materials $8.20 +

Manufacturing $4.10 + Packaging
$1.85 + Fulfillment $0.48

Gross Profit/unit 29.70 44.33 - 14.63

Gross Margin % 67% 29.70/44.33

CAC 16.70 Year 1 marketing $240K / 14,400
customers

LTV 246.00 82 AQV x 3.0 repurchase rate



LTV:CAC 14.7 246 /16.70

Payback Period 0.7 months CAC / (Gross Profit/unit x
repurchase rate)



SECTION 6: MARKETING & SALES

Go-to-market: DTC-first via Shopify with 70% digital ad spend. Meta ads target women 25-45 interested in Credo
Beauty and Follain (audience size: 2.1M). Expected CPC: $1.85 (beauty industry avg), CTR: 3.2%, conversion rate:

2.9%. TikTok targets Gen Z with UGC-style videos; projected CAC: $12.40 (vs $18.50 industry).

Sales cycle: 7-day awareness (social ads) -> 3-day consideration (free samples) -> 2-day conversion (15% discount).
Conversion rate: 2.9% from ad click to purchase. Average sales cycle: 12 days. Retention: Email nurture sequence

(Klaviyo) drives 35% repeat rate by Day 90. Referral program targets 22% of new customers.

Retention tactics: Post-purchase skincare guide emails (open rate target: 48%), refill program (10% discount), annual
survey ($10 incentive). Target churn: 4.2% monthly (vs 6.8% DTC beauty avg). Expansion revenue: Bundle upgrades

drive 18% AQV increase for repeat customers.

Channel

Meta Ads

Google Ads

TikTok Ads

Influencers

SEO/Content

Month

10

11

12

Monthly Budget

15,000

8,000

5,000

7,000

3,000

Google Ads

8,000

8,000

8,000

8,000

8,000

8,000

8,000

8,000

8,000

8,000

8,000

8,000

Social
Media

20,000

20,000

18,000

15,000

12,000

10,000

8,000

8,000

8,000

8,000

8,000

8,000

Expected CAC

70.00

58.60

12.40

18.50

8.20

Content/SEO

3,000

3,000

3,000

3,000

3,000

3,000

3,000

3,000

3,000

3,000

3,000

3,000

Expected
Leads/Month

214

136

403

378

366

Events

2,000

2,000

3,000

3,000

3,000

3,000

Conversion
Rate

2.9%

4.1%

2.5%

3.0%

2.7%

Other

2,000

2,000

1,500

1,000

500

Total

33,000

33,000

30,500

27,000

23,500

21,000

21,000

21,000

22,000

22,000

22,000

22,000

Expected

Customers/Month

214

136

403

378

366
Expected
Leads
997
997
922
816
710
634
634
634
665
665
665
665

ROI

3.2x

4.1x

12.7x

6.3x

18.9x

Expected
Customers

997

997

922

816

710

634

634

634

665

665

665

665



SECTION 7: OPERATIONS

Daily workflow: Shopify order -> ShipBob fulfillment (98% same/next-day ship) -> Tracking email via Klaviyo. Customer
service: 2 FTEs handle 45 tickets/day via Zendesk (24-hour SLA). Inventory: Reorder point at 45 days stock; monthly
production runs based on Triple Whale demand forecast. R&D: Quarterly innovation cycle with $15K/month clinical
testing at Dermatest USA.

Manufacturing: Green Chemistry Labs (Tempe, AZ) charges $4.10/unit (min 1,000 units/batch). Packaging: O-l Glass
($0.95/bottle), EcoSolutions ($0.42/label). Fulfillment: ShipBob $3.20/order (storage $0.02/unit/day). Technology:
Shopify Plus ($2,000/month), Klaviyo ($300/month), QuickBooks Online ($50/month).

Vendor/Supplier

Service

Monthly Cost

Contract Terms

Backup Option

Green Chemistry Manufacturing 12,300 12-month min; EcoCert Labs
Labs 60-day payment (Seattle)
ShipBob Fulfillment 3,200 Month-to-month; ShipMonk (Portland)
$0.48/order fee
O-l Glass Glass bottles 4,750 Net 60; 5% discount Berkshire Glass (CA)
for early pay
EcoSolutions Packaging 2,100 Net 30 Packsize (OR)
Botaneco Botanical extracts 6,200 Net 45; 10% volume Mountain Rose
discount at 5K units Herbs (OR)
Tool Purpose Monthly Cost Users Alternatives
Considered
Shopify Plus E-commerce 2,000 5 BigCommerce
($1,200 but less
integrations)
Klaviyo CRM/Email 300 3 Omnisend ($200 but
lower deliverability)
QuickBooks Online Accounting 50 2 Xero ($30 but no
ShipBob integration)
Triple Whale Analytics 400 3 Northbeam ($350 but
no LTV tracking)
Zendesk Support 150 2 Gorgias ($200 but

Shopify-native)



SECTION 8: MANAGEMENT TEAM

Lean structure: 5 FTEs by Month 6 (Founder salaries capped at $120K/year). Compensation: Base salary + 5%
revenue bonus at $1M revenue. No equity grants to employees pre-Series A. Advisory board: Sarah Kim (ex-Credo
VP) provides retail strategy; David Torres (ex-L'Oréal Supply Chain) advises on sourcing.

Advisors compensated with 0.25% equity each (vested over 2 years). Legal review by Husch Blackwell ($150/hr
retainer) for regulatory compliance. Key consultants: Dermatest USA ($15K/month clinical trials), Triple Whale
($400/month analytics).

Month Role Salary Priority Source Onboarding
Time
1 Head of Ops 10,000 1 Internal 0

(Jordan Lee)

3 Customer 3,500 2 Indeed 2 weeks
Service Rep

4 Customer 3,500 2 Indeed 2 weeks
Service Rep

6 Digital Marketing 6,000 3 LinkedIn 3 weeks
Manager

9 Retail Sales 5,500 4 Industry referral 4 weeks

Manager



SECTION 9: FINANCIAL PLAN

Key assumptions: Month 1-3: 997 customers/month -> $81,754 revenue. Month 4-6: 816 customers/month -> $66,912
revenue. Month 7-12: 665 customers/month -> $54,530 revenue. AOV growth: $82 -> $88 by Year 3. Churn: 4.2%
monthly. COGS: 33% of revenue. CAC: $16.70 -> $12.50 by Year 2.

Revenue model: 70% DTC (Shopify), 30% wholesale (net 50 terms). DTC margin: 67%. Wholesale margin: 52% (55%
discount to retailers). Growth drivers: TikTok CAC efficiency (12.7x ROI), referral program (targeting 22% of new
customers), bundle sales (22% of revenue at 71% margin).

Cost structure: Fixed costs: $45,000/month (salaries $25K, rent $4.2K, software $2.8K, insurance $1.5K). Variable
costs: COGS 33%, marketing 20.3% of revenue. Fixed:Variable ratio: 68:32. Scaling: Salaries increase to $65K/month
at $2M revenue; marketing drops to 15% of revenue.

Funding: $750K for 14 months runway. $300K (40%) inventory (12-month coverage), $187.5K (25%) marketing
(Months 1-6 blitz), $150K (20%) salaries (5 FTEs), $75K (10%) R&D (clinical trials), $37.5K (5%) contingency.
Milestones: 14,400 customers, 50 retail doors, $1.18M revenue.

Category Ite Cost
Legal/Formation LLC800
filing
Legal/Formation S-Céa9)
election
Licenses/Permits FDAL,200
VCRP
Licenses/Permits CA 3,500
Prop
65
compliance
Equipment R&M1.8,000
lab
setup
Technology Shopif§00
Plus

setup

Notes

Oregon
state
fee

IRS
Form
2553

Cosmeti
registrati

Legal
review

pH
meters,
viscomel

Theme
customiz



Technology

Initial Inventory

Initial Inventory

Initial Inventory

Marketing Launch

Marketing Launch

Working Capital

Insurance

Professional Fees

Contingency (10%)

Total

Trip2,000
Whale
integration

12-méribo
serum
stock

12-r3600
cleanser
stock

Oth&9,000
products

Wel&iDe0
content

Firs©92,000
ad
campaign

3 135,000
months
OpEx

Prodi&;000
liability
(annual)

Regli& 09

consultant

75,000

725,000

API
setup

2,500
units

@
$18/unit

2,500
units

@
$14.40/

8,500
units
total

Product
photogre

Months
1-3
budget

$45K

$1M
coverag

Husch
Blackwe
retainer



Category

Rent

Salaries

Benefits

Insurance

Software

Utilities

Marketing

Professional Services

Supplies

Travel

Loan Payments

Other

T Monthly Cost

Fixd¢R00

Fixe8,000

Fix&cD00

Fix&¢b00

Fixe@gB00

Fixé00

Varkihies0

Variaphd

Varig2ie

Varidlile

Fixéd

Variabo

Annual Cost

50,400

300,000

60,000

18,000

33,600

7,200

241,920

15,000

9,900

6,000

12,000

Notes

1,800
sq.

$28/sq.

5

FTEs
avg
$5K/mon

20%
of
payroll

Product
liability
+

E&O

Shopify,
Klaviyo,
QuickBo«

Electricity

20.3%
of
$1.18M
revenue

Legal/cor

Officel/lak
consuma

Retail
partnerst
meetings

No
debt
in
Year
1

Bank
fees,
etc.



Fixed Total

Variable Total

Combined Total

Line M1
Item

Revenue 81,754

COGS 26,979

Gross 54,775
Profit

Marketing 33,000

Salaries 10,000

Rent 4,200

Software 2,800

Insurancz 1,500

Other 1,375
OpEx

Total 53,875
OpEXx

EBITDA 900
Depreciatioh,500
EBIT (600)
Interest | 0O
Taxes 0
(25%)

Net (600)
Income

Line M1
Item

Beginninc 750,000
Cash

Cash 0
In

Funding 750,000

M2

81,754

26,979

54,775

33,000

10,000

4,200

2,800

1,500

1,375

53,875

900

1,500

(600)

(600)

M2

720,566

81,754

0

M3

81,754

26,979

54,775

30,500

10,000

4,200

2,800

1,500

1,375

51,375

3,400

1,500

1,900

1,900

M3

691,132

81,754

39,100

23,735

62,835
M4 M5
66,912 66,912
22,081 22,081
44,831 44,831
27,000 23,500
17,000 = 17,000
4200 | 4,200
2,800 2,800
1,500 1,500
1,129 1,129
54,129 = 50,629
(9,298) = (5,798)
1,500 1,500
(10,798)  (7,298)
0 0
0 0
(10,798)  (7,298)

M4 M5

663,598 | 630,88

66,912

66,912

469,200
284,820
754,020
M6 M7 M8 M9 M10
66,912 54,530 54,530 @ 54,530 54,530
22081 17,995 17,995 = 17,995 17,995
44831 36535 36,535 36,535 36,535
21,000 21,000 21,000 22,000 22,000
25000 25000 25000 25000 25,000
4200 = 4200 4,200 4,200 4,200
2,800 2,800 2,800 2,800 2,800
1,500 1,500 1,500 1,500 1,500
1,129 918 918 918 918
55,629 55418 55418 @ 56,418 56,418
(10,798) (18,883) (18,883) (19,883) (19,883)
1,500 1,500 1,500 1,500 1,500
(12,298) (20,383) (20,383) (21,383) (21,383)
0 0 0 0 0
0 0 0 0 0
(12,298) (20,383) (20,383) (21,383) (21,383)
M6 M7 M8 M9
2 594666 555950 515166 473,382
66,912 = 54,530 = 54,530 54,530
0 0 0 0

M11

54,530

17,995

36,535

22,000

25,000

4,200

2,800

1,500

918

56,418

(19,883)

1,500

(21,383)

(21,383)

M10

430,598

54,530

M12

54,530

17,995

36,535

22,000

25,000

4,200

2,800

1,500

918

56,418

(19,883)

1,500

(21,383)

(21,383)

M1l

386,814

54,530

Year
1
Total

1,180,800

378,000

802,800

240,000

210,000

50,400

33,600

18,000

12,000

620,000

182,800

18,000

164,800

(117,200)

M12

342,030

54,530



Total
Cash

Cash
Out

Total
Cash
Out

Net
Cash
Flow

Ending

Cash

Metric

Revenue

COGSs

Gross
Profit

OpEx

EBITDA

Net
Income

Ending
Cash

Metric

750,000

108,868

108,868

641,132

720,566

Y1l

1,180,800

378,000

802,800

620,000

182,800

(117,200)

302,326

Monthly Fixed Costs

Variable Cost per Unit

Price per Unit

Contribution Margin per Unit

81,754 81,754 66,912 66,912
109,300 108,700 = 99,630 99,630
109,300 108,700 99,630 99,630
(27,546)  (26,946)  (32,718)  (32,718)
691,132 663,598 630,882 594,666
Y2 Q1 Y2 Q2 Y2 Q3
650,000 675,000 700,000
208,000 216,000 224,000
442,000 459,000 476,000
400,000 410,000 420,000
42,000 49,000 56,000
(58,000) (41,000) (24,000)
244,326 203,326 179,326
Value
45,000
14.63
44,33
29.70
67%

Contribution Margin %

66,912

103,530

103,530

(36,618)

555,950

Y2 Q4

775,000

248,000

527,000

420,000

107,000

83,000

262,326

54,530

93,234

93,234

(38,704)

515,166

Y3 Q1

1,100,000

352,000

748,000

600,000

148,000

148,000

410,326

54,530 54,530 54,530 54,530

93,234 94,234 94,234 94,234

93,234 94,234 94,234 94,234

(38,704)  (39,704)  (39,704) = (39,704)

473,382 430,598 386,814 342,030
Y3 Q2 Y3 Q3 Y3 Q4
1,150,000 = 1,200,000 = 1,250,000
368,000 384,000 400,000
782,000 816,000 850,000
620,000 640,000 640,000
162,000 176,000 210,000
162,000 176,000 210,000
572,326 748,326 958,326

Calculation

54,530

94,234

94,234

(39,704)

302,326

Y3 Total

4,200,000

1,344,000

2,856,000

2,100,000

756,000

756,000

958,326

Rent $4,200 + Salaries $25,000 +

Software $2,800 + Insurance

$1,500 + Benefits $5,000 + Utilities
$600 + Depreciation $1,500 + Other
$4,400

COGS breakdown

Average product price

44.33 - 14.63

29.70/44.33



Break-Even Units per Month

Break-Even Revenue per Month

Expected Break-Even Month

Safety Margin

Metric

Gross Margin %

Operating Margin %

Net Profit Margin %

Current Ratio

Quick Ratio

CAC Payback

LTV:CAC Ratio

Monthly Burn Rate

Runway (months)

Y1

68%

(10.4%)

(9.9%)

18

15

0.7 months

14.7

97,667

14

1,515

67,160

18

20.4%

Y2

69%

18%

18%

2.1

1.8

3.2 months

8.2

12

45,000/ 29.70

1,515 units x 44.33

Q2 2025 per cash flow model

(1,830 actual units - 1,515) / 1,830

Y3

68%

18%

18%

2.5

2.2

2.8 months

9.1

12

Industry
Benchmark

55-65%
(e-commerce)

5-10% (DTC beauty)

3-8% (DTC)

1.5-2.0

1.0-15

6-18 months

3:1 target

N/A

12-18



SECTION 10: RISK ANALYSIS

Top risks: 1) Supply chain disruption (Probability 4/5, Impact 5/5) - 2023 saw 37% increase in botanical shortages; 2)
FDA warning letter (Probability 3/5, Impact 5/5) - 28 clean beauty brands received in 2022; 3) CAC inflation (Probability
5/5, Impact 4/5) - Meta ad costs up 19% YoY; 4) Retailer bankruptcy (Probability 2/5, Impact 4/5) - 15% indie beauty
stores closed in 2023.

Mitigation: Dual-source bakuchiol (Costa Rica + California suppliers; $18K safety stock). Husch Blackwell legal review
of all claims ($150/hr retainer). Shift 30% ad budget to TikTok (12.7x ROI vs Meta's 3.2x). Require net 30 terms with

retailers (vs standard net 60).

Risk

Ingredient
shortage

FDA warning

letter

CAC increase

3PL failure

Greenwashing
claim

Key person loss

Recession impact

Amazon
competition

Probability

Impact

Risk Score

20

15

20

10

12

12

Mitigation
Strategy

Dual sourcing;
6-month safety
stock ($18K)

Quarterly
compliance
audits; avoid drug
claims

Shift budget to
TikTok; optimize
CTR to 3.2%

ShipBob SLA:
98% fulfillment
rate

EWG verification;
publish full
ingredient list

2-year vesting for
founders; $500K
key man
insurance

Bundle products
to maintain AOV

Exclusive retailer
partnerships; refill
program

Contingency
Plan

Activate backup
supplier within 14
days

Pause marketing;
revise claims in
72 hours

Activate referral
program (target
22% of new
customers)

Switch to
ShipMonk within
48 hours

Issue
transparency
report within 24
hours

Activate advisory
board interim
leadership

Launch $25
mini-sizes (45%
margin)

Negotiate
Amazon Luxury
Beauty terms

Owner

CEO

Legal

CMO

Head of Ops

CMO

CEO

CMO

CEO



SECTION 11: IMPLEMENTATION TIMELINE

Critical path: Month 1-3: Achieve 997 customers/month via $33K/month Meta/TikTok blitz. Month 4: Launch refill
program to reduce COGS by 15%. Month 6: Secure 50 retail doors (Credo/Follain). Month 9: Achieve 35% repeat rate
via Klaviyo sequences. Dependencies: Manufacturing must pass stability testing by Month 2; Shopify integration

complete by Month 1.

Month Milestone Deliverables Resources Success Metric Owner
Needed
1 Store launch Shopify live; $25K dev 0% cart Head of Ops
payment budget; 2 FTEs abandonment
processing
2 First production 2,500 serum $45K inventory; 0 defects CEO
run units shipped Green
Chemistry Labs
3 Initial customer 2,991 total $96.5K ad CAC $32.26 CMO
acquisition customers spend
4 Refill program Refill pouches $10K tooling; 10% uptake rate Head of Ops
launch available EcoSolutions
5 Retail Credo Beauty 1 sales rep; 45% $15K monthly CMO
partnership #1 onboarding wholesale revenue
discount
6 50 retail doors Follain, Credo, 1 sales 28% revenue CMO
48 others manager; $5K from wholesale
travel budget
7 Repeat 35% of Klaviyo 3.0x LTV:CAC CMO
customer rate customers sequences; $3K
repurchased content
8 B Corp Full $5K legal; 40 Application CEO
application documentation hours founder accepted
submitted time
9 SPF 30 Stability testing $25K R&D; 12-month shelf CEO
formulation complete Dermatest USA life
10 Break-even Cash flow Financial model Month 18 CFO
forecast positive update confirmed
projection
11 SBA line of $100K approved Umpqua Bank 3.5% interest CFO
credit application; 2 yrs rate

financials



12

Year 1 review

14,400
customers;
$1.18M revenue

Full financial
audit

Within 5% of
projection

CFO



SECTION 12: APPENDIX

Available documentation: FDA VCRP registration, Green Chemistry Labs manufacturing agreement, Husch Blackwell
regulatory memo, Dermatest USA clinical trial results (N=30), Triple Whale attribution model. All financial assumptions
validated against 2023 Digital Commerce 360 Beauty Report benchmarks. Full market data sources: Statista,
NielsenlQ, IBISWorld, McKinsey.
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