
Sample Business Plan: Scaling a Tow truck

business in the American Market

American Road Rescue, LLC (TX LLC founded March 15, 2022) operates 12 tow trucks in North Texas with $980,000

annual revenue at 60% gross margin. We charge $210/job for emergency towing/roadside services to 390 customers

monthly, targeting $2.1 million revenue by 2027. Plan dated October 26, 2023.



1. EXECUTIVE SUMMARY

U.S. drivers lose $4.2 billion annually due to towing delays exceeding 40 minutes (J.D. Power 2023). 68% demand

real-time tracking, but 41% of towing companies use paper dispatch (NTRA). American Road Rescue solves this with

proprietary GPS dispatch cutting response time to 25 minutes (38% faster than industry average) using algorithmic

routing that reduces fuel use 18%. Our mobile app provides upfront pricing with 92% customer acceptance rate.

We generate revenue through four streams: Emergency roadside ($75-$85/service), local towing ($125 base +

$3.50/mile), insurance recovery ($320/incident), and fleet contracts ($1,200/month for 10 tows). Current gross margin

is 60% ($210 avg revenue per job, $88 cost per job). With 390 jobs/month, we exceed the 335-job monthly break-even

point. Path to $2.1M revenue by 2027 relies on adding 4 trucks (33% fleet growth) and expanding into 3 new counties.

We seek $500,000 growth capital: $300,000 (60%) for 4 tow trucks (2 flatbed @ $110,000, 2 wheel-lift @ $65,000),

$100,000 (20%) for facility expansion adding 2 repair bays, $75,000 (15%) for sales team hiring (2 reps @ $65,000

salary + $10,000 tools), $25,000 (5%) for app security upgrades. This enables $1.42M revenue in Year 1

post-investment (44% growth), achieving 21% EBITDA margin by 2025 and 26% by 2027. Investor ROI: 3.2x by Year

5 based on $5.8M exit at 2.8x revenue (industry multiple).



2. COMPANY OVERVIEW

Texas LLC formed for liability protection and pass-through taxation. Headquarters in Fort Worth (Tarrant County) due

to central DFW location reducing average response distance by 12 miles versus Dallas-based competitors. Founded

March 15, 2022 with $350,000 owner equity and $450,000 SBA 7(a) loan (6.5% interest, 10-year term). Ownership:

Marcus Rivera (CEO) 65%, Angela Chen (COO) 20%, Texas Roadbuilders Capital Group 15%.

Marcus Rivera (CEO) managed AAA Texas Towing Division's 35-truck fleet (2018-2021), reducing response time from

48 to 32 minutes while growing revenue 22% annually. Angela Chen (COO) optimized Pilot Flying J's 200-vehicle fleet,

cutting maintenance costs 18% through predictive scheduling. David Thompson (CTO) built dispatch software handling

1,200 daily requests with 99.2% uptime.

Date Milestone Status Next Steps

Mar 2022 Company formation,
SBA loan closing

Complete N/A

Jun 2022 6-truck fleet operational
in Tarrant County

Complete N/A

Dec 2022 Mobile app launch
(2,500 downloads)

Complete N/A

Sept 2023 Profitability achieved
(Month 18)

Complete N/A

Oct 2023 $500k growth capital
raise

Active Close by Dec 15, 2023

Jan 2024 Add 4 trucks, expand to
Denton County

Planned Truck delivery by Dec
30, 2023

Apr 2024 Dispatch center
expansion complete

Planned Construction start Jan
15, 2024

Jul 2024 Sign 2 new insurance
contracts

Planned RFP submission by Feb
1, 2024



3. MARKET ANALYSIS

TAM: $12.3B U.S. towing industry (IBISWorld 2023). SAM: $280M North Texas market (DFW Metroplex: 7.9M

population x $35.44 annual towing spend/capita). SOM: $5.04M current revenue potential (DFW's 144,000 annual

towing incidents x 1.8% market share x $210 avg revenue). Methodology: TAM from IBISWorld, SAM from Texas DMV

vehicle registration data (8.2M DFW vehicles) x 1.75% annual incident rate, SOM from internal service records.

Target customers: B2C drivers (25-65 years, $40k-$100k income) spending $75-$300/service; B2B insurance partners

(State Farm, Allstate) paying $18,000/year contract value; commercial fleets (Uber/Lyft drivers) with $1,200/month

budget for 10 tows. 70% of B2C leads come from "tow truck near me" Google searches (avg. CPC $4.80).

Market trends: Real-time tracking demand growing at 15% CAGR (J.D. Power); EV towing demand up 28% YoY

(Texas DMV); Texas Towing Act 2021 mandates price transparency, eliminating 22% of non-compliant competitors.

Segment Size ($) Growth Rate Our Share Target Rationale

Individual
Consumers

$185M 3.2% 2.5% by 2025 70% lead source;
34% repeat rate

Insurance
Companies

$62M 4.1% 8.0% by 2025 Current 3 partners;
$320 avg
revenue/incident

Commercial Fleets $33M 7.0% 12.0% by 2025 10% market
penetration in
ride-share

Auto Repair Shops $15M 2.5% 15.0% by 2025 12 existing
partnerships; 10%
referral fee

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

U.S. Market $12.3B N/A N/A IBISWorld 2023
report

Texas Market N/A $1.1B N/A Texas DMV: 31M
vehicles x $35.44
spend

DFW Metroplex N/A $280M $5.04M 8.2M vehicles x
1.75% incident rate x
$210

Year 3 Target N/A N/A $18.2M 6.5% of DFW market
($280M x 6.5%)



4. COMPETITIVE ANALYSIS

Top competitors: Lone Star Towing (15 trucks, $1.2M revenue, 1.3% DFW share) with outdated paper dispatch; Dallas

Road Assist (10 trucks, $980k revenue) lacking long-distance towing; AAA networks (30% market share) with limited

peak-hour availability. National chains (Interstate Fleet) charge 15% premiums but have 55-minute response times in

suburbs.

Our advantages: 1) Proprietary dispatch algorithm (patent pending) cuts response time to 25 minutes (vs 40 min

industry avg), verified by 12,000 GPS-tracked jobs; 2) Transparent app pricing with 92% customer acceptance (vs

68% industry avg per BBB); 3) In-house maintenance reducing truck downtime to 4.2% (vs 12% industry avg); 4)

Bilingual support capturing 32% Hispanic market share in DFW.

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

Lone Star
Towing

$1.2M 15% above avg Insurance
contracts

Paper dispatch
logs

38% faster
response via
GPS routing

Dallas Road
Assist

$980k 5% below avg Low pricing No long-distance
towing

100-mile service
radius

AAA Providers $4.8M 20% above avg Brand
recognition

Limited
availability

24/7 dedicated
fleet

Interstate Fleet $3.1M 15% premium National
coverage

Slow suburban
response

25-min urban
guarantee

Geico Mobile
Units

$2.2M Free to
customers

Direct insurance
billing

Only accident
coverage

Full roadside
service suite

Strengths Weaknesses Opportunities Threats

Proprietary dispatch tech
(38% faster response)

Limited to 3 counties EV towing demand
+28% YoY

Texas rate caps (2025)

60% gross margin (vs
52% industry avg)

Small sales team (1 rep) Uber/Lyft fleet contracts Insurance network
consolidation

In-house maintenance
(4.2% downtime)

No Oklahoma presence Texas Towing Act
compliance edge

Fuel volatility (20%
swing)

72 NPS (vs 58 industry
avg)

$500k growth capital
needed

Auto repair shop
referrals

New entrant with VC
funding



5. PRODUCTS & SERVICES

We provide five core services: 1) Emergency roadside (jump-starts $75, tire changes $65), 2) Local towing (under 10

miles: $125 base + $3.50/mile), 3) Accident recovery ($320/incident billed to insurers), 4) Fleet contracts

($1,200/month for 10 tows), 5) EV-safe towing (+$25 premium). All services include real-time GPS tracking, bilingual

support, and upfront pricing via mobile app. 82% of jobs use app-based booking.

Pricing is set 10-15% below competitors using Texas Towing Act benchmarks. Example: Local tow 5 miles = $142.50

(vs Lone Star's $165). This drives 34% repeat rate (industry 22%) while maintaining 60% gross margin. Insurance

contracts priced at $18,000/year based on 56 incidents/month at $320/incident.

Tier Price Features Target
Customer

Expected %
Revenue

Gross Margin

Emergency
Roadside

$65-$85 24/7, app
tracking

Individual drivers 28% 68%

Local Towing $125-$160 Under 10 miles Individual drivers 35% 57%

Insurance
Recovery

$320/incident Direct billing State Farm,
Allstate

22% 62%

Fleet Contracts $1,200/month 10 tows, priority Uber/Lyft drivers 15% 71%

Metric Value Calculation/Notes

Price per job $210 Weighted avg: (28% x $75) + (35%
x $142) + (22% x $320) + (15% x
$1,200/8.5 tows)

COGS per job $88 $32 fuel/labor + $56 depreciation
(trucks $95k avg / 5 yrs / 1,200
jobs/yr)

Gross Profit per job $122 $210 - $88

Gross Margin % 58% $122 / $210

CAC $48 ($3k Google Ads + $500 referral
fees) / 73 leads/month x 75% close
rate



LTV $480 3.4 jobs/customer x $122 GP

LTV:CAC 10.0x $480 / $48

Payback Period 1.4 months $48 CAC / ($122 GP x 34% repeat
rate)



6. MARKETING & SALES

Primary channel: Google Ads targeting "tow truck near me" (DFW volume 22,500 searches/month). CPC $4.80, CTR

4.1%, conversion rate 75% to service. Secondary: Insurance referral agreements generating 20% of leads at $0 CAC.

Tertiary: Auto repair shop partnerships (12 shops) paying 10% referral fee ($6.50/lead).

Sales cycle: 1) Lead arrives via app/call (70% Google), 2) Dispatcher quotes price via app (90 sec avg), 3) Driver

GPS-tracked to scene (25 min avg), 4) Post-service SMS survey with $10 discount code. 75% close rate on quoted

jobs. Sales cycle length: 14 minutes from call to dispatch.

Retention: Loyalty program (5th tow free) drives 34% repeat rate. Post-service SMS survey (72% response rate) with

$10 discount for next service. Email newsletter (32% open rate) with seasonal safety tips. Target churn: 4.2% monthly

(vs industry 7.3%). Expansion revenue: 22% of fleet customers add roadside coverage ($9.99/month).

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google Ads $3,000 $58.60 51 75% 38 5.2x

Insurance
Referrals

$0 $0 15 75% 11 Infinite

Repair Shop
Referrals

$650 $59.10 11 75% 8 4.8x

Ride-Share
Partnerships

$400 $40.00 10 75% 8 7.6x

Total $4,050 $48.00 87 75% 65 6.1x

Month Google Ads Social
Media

Content/SEO Events Other Total Expected
Leads

Expected
Customers

1 $3,000 $500 $300 $200 $0 $4,000 78 59

2 $3,000 $500 $300 $200 $0 $4,000 78 59

3 $3,000 $500 $300 $200 $0 $4,000 78 59

4 $3,500 $500 $300 $300 $100 $4,700 92 69

5 $3,500 $500 $300 $300 $100 $4,700 92 69

6 $3,500 $500 $300 $300 $100 $4,700 92 69

7 $4,000 $500 $300 $400 $200 $5,400 106 80

8 $4,000 $500 $300 $400 $200 $5,400 106 80

9 $4,000 $500 $300 $400 $200 $5,400 106 80

10 $4,000 $500 $300 $400 $200 $5,400 106 80

11 $4,000 $500 $300 $400 $200 $5,400 106 80

12 $4,000 $500 $300 $400 $200 $5,400 106 80



7. OPERATIONS

24/7 dispatch center handles 390 jobs/month using custom software. Process: 1) Call/app request triggers GPS

coordinates, 2) Algorithm assigns nearest available truck (avg. 1.2 miles away), 3) Driver notified via tablet with route

optimization, 4) Real-time customer tracking, 5) Post-job digital signature. Maintenance: Daily pre-trip inspections,

500-mile service intervals, 80% repairs done in-house at 15,000 sq. ft. facility. Capacity: 12 trucks handle 45 jobs/day;

adding 4 trucks increases capacity to 60 jobs/day.

Key vendors: Freightliner Trucks (tow trucks at 5% below MSRP with 1% early payment discount), Pilot Travel Centers

(fuel at $3.85/gallon vs $4.50 market rate), Zonar Systems (GPS telematics at $35/truck/month). Technology: Custom

dispatch software ($28k/year) reduces fuel use 18% via route optimization; Salesforce CRM manages 12,000+

customer records.

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

Freightliner Trucks Tow truck
procurement

$0 Net 30, 1% discount Peterbilt of Dallas

Pilot Travel Centers Fuel supply $5,667 15% discount locked
2023-2025

Love's Travel Stops

O'Reilly Auto Parts Replacement parts $1,200 Net 15 AutoZone

Zonar Systems Fleet telematics $420 12-month term Samsara

Progressive
Commercial

Auto insurance $1,208 Annual policy State Farm
Commercial

Tool Purpose Monthly Cost Users Alternatives
Considered

Custom Dispatch
Software

Job routing, tracking $10,000 4 dispatchers HookLogic
($14k/month)

Salesforce Service
Cloud

CRM, customer
records

$1,200 8 staff Zendesk
($900/month)

Stripe + Square Payment processing $850 12 drivers PayPal ($920/month)

Google Workspace Email, docs $120 8 staff Microsoft 365
($144/month)



8. MANAGEMENT TEAM

12 FTE structure: 9 drivers ($22/hr + $4/hr performance bonus), 2 dispatchers ($17/hr), 1 operations manager

($65k/year). Compensation philosophy: Pay 10% above Tarrant County median for drivers ($20.90/hr) to reduce

turnover (current 18% annual vs 35% industry avg). No equity pool; performance bonuses fund 22% of driver

compensation.

Advisory board: Carlos Mendez (ex-AAA Texas VP) advising on insurance contracts; Sarah Lim (Freightliner regional

director) optimizing fleet procurement. Both compensated $1,500/month retainer plus 0.25% equity upon Series A.

Month Role Salary Priority Source Onboarding
Time

1 Sales Manager $75,000 High Robert Half 45 days

1 2nd Dispatcher $42,000 High Craigslist 30 days

3 Maintenance
Tech

$55,000 Medium UTA job board 60 days

6 Marketing
Specialist

$62,000 Medium LinkedIn 45 days



9. FINANCIAL PLAN

Key assumptions: Job growth from 390 to 520/month by Year 3 (3.3% monthly), driven by 4 new trucks adding 130

jobs/month. Avg revenue/job holds at $210 (price increases offset by fleet discounts). COGS at 40% of revenue (fuel

18%, labor 22%). Monthly churn 4.2% (34% repeat rate). CAC payback in 1.4 months. SBA loan payment

$5,800/month.

Revenue model: 70% from emergency calls (Google-driven), 20% insurance referrals, 10% fleet contracts. Growth

drivers: 1) Fleet expansion adding 4 trucks (33% capacity increase), 2) 2 new insurance contracts ($36,000 annual

value), 3) Ride-share partnership adding 80 fleet customers ($96,000 annual revenue).

Cost structure: 60% variable (fuel, driver wages, parts), 40% fixed (lease, software, insurance). Variable costs scale at

40% of revenue. Fixed costs grow 5% annually for inflation. Payroll is 52% of OpEx (vs 60% industry avg) due to

dispatch efficiency.

Funding: $500,000 for 4 trucks ($300k), facility expansion ($100k), sales team ($75k), app security ($25k). Provides 18

months runway. Milestones: 4 trucks operational by Jan 2024, dispatch center expansion complete by Apr 2024,

$1.42M revenue by Dec 2024.

Category ItemCost Notes

Legal/Formation LLC
filing,
operating
agreement

$1,850 Texas
SOS
fee
$300

Licenses/Permits TDLR
towing
license,
USDOT
number

$1,200 Renewal
every
2
years

Equipment 6
tow
trucks
(2022)

$510,000 3
flatbed
@
$110k,
3
wheel-lift
@
$65k

Technology Setup Dispatch
software
development

$75,000 In-house
build



Facility Setup Yard
build-out,
repair
bays

$85,000 Leasehold
improvements

Initial Inventory Parts,
tools,
safety
gear

$18,500 6-month
supply

Marketing Launch Website,
SEO,
initial
ads

$38,000 Google
Ads
$25k,
SEO
$13k

Working Capital 3
months
operating
expenses

$105,000 $35k
x
3
months

Insurance Commercial
auto,
workers'
comp

$30,700 Annual
premium

Professional Fees Legal,
accounting
setup

$12,500 Smith
&

Jones
CPA

Website Development Custom
site
with
booking

$8,200 WordPress
+
plugins

Branding Truck
wraps,
uniforms

$14,300 12
trucks
@
$1,100
each

Training Driver
certification

$6,200 OSHA
compliance



Contingency (10%) Unplanned
costs

$80,000 10%
of
total

Total $800,000

Category TypeMonthly Cost Annual Cost Notes

Rent Fixed$6,200 $74,400 15,000
sq.
ft.
industrial

Salaries/Payroll Variable$25,833 $310,000 12
drivers,
4
dispatchers,
3
managers

Benefits Variable$3,875 $46,500 15%
of
payroll

Insurance Fixed$2,725 $32,700 Commercial
auto,
workers'
comp

Software Fixed$2,333 $28,000 Dispatch,
CRM,
payments

Utilities Fixed$850 $10,200 Electricity,
water,
internet

Marketing Variable$3,750 $45,000 Google
Ads,
referrals

Professional Services Fixed$1,250 $15,000 Accounting,
legal

Supplies Variable$2,658 $31,900 Fuel,
parts,
uniforms



Travel Variable$0 $0 No
business
travel

Loan Payments Fixed$5,800 $69,600 SBA
7(a)
loan

Other Variable$0 $0 Included
in
supplies

Total Fixed $21,958 $263,500

Total Variable $32,916 $395,000

Combined Total $54,874 $658,500

Line
Item

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

Revenue $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $81,667 $980,000

COGS $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $32,667 $392,000

Gross
Profit

$49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $49,000 $588,000

Marketing $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $3,750 $45,000

Salaries $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $25,833 $310,000

Rent $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $6,200 $74,400

Software $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $2,333 $28,000

Insurance $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $2,725 $32,700

Other
OpEx

$10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $10,159 $121,900

Total
OpEx

$51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $51,000 $612,000

EBITDA -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$2,000 -$24,000

Depreciation$8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $8,500 $102,000

EBIT -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$10,500 -$126,000

Interest $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $2,475 $29,700

Taxes $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0

Net
Income

-$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$12,975 -$155,700



Line
Item

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

Beginning
Cash

$185,000 $172,025 $159,050 $146,075 $133,100 $120,125 $107,150 $94,175 $81,200 $68,225 $55,250 $42,275

Cash
In
(Revenue)

$77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584

Cash
In
(Funding)

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

Total
Cash
In

$77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584 $77,584

Cash
Out
(COGS)

$30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933 $30,933

Cash
Out
(OpEx)

$48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636 $48,636

Cash
Out
(CapEx)

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

Cash
Out
(Debt)

$5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800 $5,800

Cash
Out
(Taxes)

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

Total
Cash
Out

$85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369 $85,369

Net
Cash
Flow

-$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785 -$7,785

Ending
Cash

$177,215 $151,250 $143,275 $130,300 $117,325 $104,350 $91,375 $78,400 $65,425 $52,450 $39,475 $26,500

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

Revenue $980,000 $355,000 $355,000 $355,000 $355,000 $445,000 $445,000 $445,000 $445,000 $2,100,000

COGS $392,000 $142,000 $142,000 $142,000 $142,000 $178,000 $178,000 $178,000 $178,000 $840,000

Gross
Profit

$588,000 $213,000 $213,000 $213,000 $213,000 $267,000 $267,000 $267,000 $267,000 $1,260,000

OpEx $612,000 $152,500 $152,500 $152,500 $152,500 $185,000 $185,000 $185,000 $185,000 $875,000

EBITDA -$24,000 $60,500 $60,500 $60,500 $60,500 $82,000 $82,000 $82,000 $82,000 $545,000

Net
Income

-$155,700 $30,250 $30,250 $30,250 $30,250 $51,250 $51,250 $51,250 $51,250 $385,000



Ending
Cash

$26,500 $117,250 $208,000 $298,750 $389,500 $543,250 $697,000 $850,750 $1,004,500 $1,004,500

Metric Value Calculation

Monthly Fixed Costs $21,958 From OpEx table (rent, software,
insurance, etc.)

Variable Cost per Job $88 COGS per job

Price per Job $210 Average revenue

Contribution Margin per Job $122 $210 - $88

Contribution Margin % 58% $122 / $210

Break-Even Units per Month 180 $21,958 / $122

Break-Even Revenue per Month $37,800 180 jobs x $210

Expected Break-Even Month Month 1 Current volume 390 jobs > 180

Safety Margin 54% (390 - 180) / 390

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 60% 62% 64% 58% (IBISWorld)

Operating Margin % -16% 15% 19% 12% (NAICS
484220)

Net Profit Margin % -16% 17% 18% 10% (SBA data)

Current Ratio 1.2 2.1 3.4 1.5

Quick Ratio 0.9 1.8 3.0 1.0



CAC Payback 1.4 months 1.2 months 1.0 month 6 months

LTV:CAC Ratio 10.0x 12.5x 15.0x 3.0x

Monthly Burn Rate $7,785 $0 $0 N/A

Runway (months) 3.4 Infinite Infinite 6



10. RISK ANALYSIS

Top risks: 1) Insurance network consolidation (Probability 4/5, Impact $180k revenue loss), 2) Fuel price volatility

(Probability 5/5, Impact 12% margin swing at $5.00/gallon), 3) Driver turnover (Probability 3/5, Impact $15k/truck

rehiring cost), 4) Texas rate caps (Probability 2/5, Impact 8% revenue reduction).

Mitigation: 1) Contract performance metrics (sub-25 min response) to retain insurance partners, 2) Fixed-price fuel

contract with Pilot Travel Centers at $3.85/gallon through 2025, 3) $4/hr performance bonus reducing turnover to 18%

(vs 35% industry), 4) Active Texas Towing Association membership influencing regulation.

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

Insurance
consolidation

4 4 16 Maintain <25 min
response; 95%
job completion
rate

Target 2 new
insurers by Q2
2024

CEO

Fuel volatility 5 4 20 Pilot contract at
$3.85/gallon;
route optimization

Pass 50% cost to
customers via
fuel surcharge

COO

Driver turnover 3 3 9 $4/hr bonus;
career path to
dispatcher

Contract with
CDL school for
replacements

COO

Texas rate caps 2 4 8 Lobby via Texas
Towing
Association

Shift focus to
commercial
contracts (less
regulated)

CEO

Cybersecurity
breach

3 5 15 Annual audits;
encrypted data
storage

Incident response
retainer with
CyberDefend

CTO

Truck downtime 4 3 12 In-house
maintenance; 2
spare trucks

Rental
agreement with
Freightliner

COO

Recession impact 3 2 6 Diversify into
commercial fleet
contracts

Reduce
marketing spend
by 20%

CEO

New competitor
entry

2 3 6 Loyalty program
(34% repeat rate)

Match pricing for
3 months

CMO



11. IMPLEMENTATION TIMELINE

Critical path: Truck delivery (Month 1), dispatch center expansion (Months 1-3), insurance contract signings (Months

2-4). Dependencies: Facility expansion requires city permits (60-day approval timeline); new drivers require TDLR

licensing (30 days processing).

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Close $500k
funding

Term sheet
signed

Legal docs,
investor calls

$500k in bank CEO

1 Order 4 tow
trucks

Purchase orders $300k capital Trucks on
delivery
schedule

COO

1 Hire sales
manager

Offer letter
signed

$6,250 signing
bonus

Start date
confirmed

CEO

2 Apply for facility
permits

Permit
application

$2,100 fee Application
submitted

COO

2 Launch Google
Ads campaign

Ad groups live $3,000 budget 51 leads
generated

CMO

3 Dispatch center
construction

Contractor
onsite

$100k capital Work begins COO

3 Submit
insurance RFPs

3 proposals sent Sales manager
time

Proposals
delivered

CMO

4 Trucks delivered 4 trucks
operational

Driver training
complete

First jobs
completed

COO

4 Sign first
insurance
contract

Contract
executed

Legal review $18,000 annual
value

CEO

6 Dispatch center
expansion
complete

2 new bays
operational

$100k spent Capacity
increased 33%

COO

8 Mobile app
security upgrade

Penetration test
passed

$25k spent No critical
vulnerabilities

CTO

12 Reach $1.42M
revenue

Financial
statements

520 jobs/month $118,333
monthly revenue

CEO



12. APPENDIX

Supporting documents available: 1) SBA loan agreement (2022), 2) Insurance partner contracts (State Farm, Allstate),

3) Texas TDLR license #TOW-77821, 4) Dispatch software architecture diagrams. Full financial assumption

documentation provided in separate model with sensitivity analysis (+/-15% on job volume, fuel prices). All market data

sourced from IBISWorld, Texas DMV, and J.D. Power 2023 reports.
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