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1. Executive summary

1.1 Executive Summary
FreshNest is a weekly subscription meal kit business for families. Each week, subscribers receive a
box of pre-portioned, child-tested recipe ingredients that scale to household size and cook in about 30
minutes, with a menu that can be changed with a single tap if a recipe does not fit the week. The
business has been running as a paid pilot in Austin, Texas since March 2026, and Phase 1 of this plan
is to expand that proven model into two additional U.S. metro areas within a 90-day delivery window,
using the existing recipe and fulfilment playbook rather than building new systems from scratch. A
deferred Phase 2 would launch co-branded boxes with two supermarket chains that have already
signed letters of intent, and would fund a second fulfilment site, both financed from a planned pre-seed
raise rather than the initial launch budget.

FreshNest serves busy, dual-income or single-parent households in U.S. metro areas with at least one
child at home, people who want a home-cooked family dinner most nights but lack the time or mental
bandwidth to plan a menu, shop for the right ingredients, and cook something their children will
actually eat. The subscribing parent is the buyer, decision maker, and budget owner, while the whole
family is the user, since recipes are explicitly child-tested and children's preferences influence renewal
even though they do not pay. This is modeled as a business-to-consumer product, competing for
discretionary household spend against other consumer subscription meal-kit brands rather than
against B2B or marketplace models.

The meal kit category is large and growing by every research estimate available, though the reports
disagree on exact size and methodology, so any single number should be read as a rough range. One
report values the global market at $22.8 billion in 2024, growing to $67.4 billion by 2034 at a 14.5
percent annual rate [12]. A second report starts from a higher base, $29.47 billion in 2025, projecting
growth to $128.75 billion by 2034 at a 17.80 percent annual rate [10]. A third cites an 18.88 percent
growth rate from 2021 to 2024, reaching $65.67 billion by 2031 [7]. None of these reports break out a
United States-only figure, and FreshNest's near-term footprint of three U.S. metro areas has not been
sized directly from the available sources; we treat the near-term addressable market as a small,
undefined slice of these global totals.
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The data also confirms that families with children, FreshNest's chosen customer, are the largest single
buyer group in the category rather than a niche within it. One report finds the household segment holds
roughly 81 percent share of the market, that families with children account for about 46 percent of
household subscriptions, and that nearly 63 percent of subscribers order meal kits specifically for
family dinners [11]. Consumers in the same data say they buy meal kits to save prep time, cut food
waste, and shop less often, the same fatigue FreshNest was built to solve, and subscription flexibility
and recipe personalization are linked to measurable gains in retention and repeat purchase [11]. Mobile
apps generate close to 77 percent of residential purchases and digital grocery shopping has passed 74
percent adoption among online shoppers [11], which is why we recommend prioritizing mobile-first
signup and grocery-adjacent placement, including the two supermarket letters of intent already in
hand, ahead of print or desktop channels.

Pre-portioned ingredients, a roughly 30-minute cook time, an app for managing the weekly menu, and
portions that scale to household size are already standard at HelloFresh, Home Chef, Factor, and Blue
Apron, so FreshNest treats these as the entry ticket rather than the differentiator. The offer's first real
point of difference is a stated, testable promise that no competitor makes: that a recipe has been
checked against real children before it ships, with a defined fallback, such as a credit or a free one-tap
swap, if a recipe fails with a subscriber's own child. The second point of difference is a small, pre-
decided menu with a true one-tap swap, in place of the large browse-everything catalog that
reintroduces the planning burden the buyer is trying to escape. A supporting, lower-priority feature lets
any subscriber scale portions within one plan rather than switching to a separate family tier, the way
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Home Chef currently requires. We have not directly verified how many taps or how much browsing
competitor apps require to change a weekly recipe, so that specific comparison is flagged for hands-
on testing before it is used in marketing claims.

The founder already has 68 percent six-week retention and a $94 average order value from the Austin
pilot, along with a working fulfilment operation, which puts this expansion in a stronger starting
position than a from-zero launch. We take the founder's operational and sales capability, evidenced by
successfully running a 120-household paid pilot and negotiating two supermarket letters of intent, as a
reasonable basis for closing further retail partnerships, though the founder's specific prior professional
background has not been documented. No approvals are yet confirmed for food handling, labeling, or
the supermarket co-branding agreements, and these should be tracked as open items rather than
assumed to be in place.

The ask for this phase is under $50,000 to launch the expansion into two new metro areas within 90
days, covering incremental go-to-market and light operational costs rather than new fulfilment build-
out. A separate $750,000 pre-seed round is being raised to fund a second fulfilment site and the recipe
team needed to support the co-branded supermarket boxes and additional metro volume in Phase 2.
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2. Company and vision

2.1 Company and Vision

2.1.1 Who We Are

FreshNest is a weekly subscription meal-kit service built for families who want a home-cooked dinner
on the table without the time or mental effort of planning, shopping, and prepping it themselves. The
founder has been running the business as a live, paying operation rather than a concept on paper: a
six-week paid pilot with 120 households in Austin, Texas, since March 2026, with a fulfilment operation
that already produces weekly boxes for real subscribers. That pilot has produced 68 percent six-week
retention and a $94 average order value, figures that put the founder in the position of optimizing an
existing operation rather than starting from zero.

We assume, based on the fact that the founder ran this pilot for six weeks before seeking outside
capital and negotiated letters of intent with two supermarket chains, that the founder brings prior
experience in food service, subscription consumer products, or operations management, though the
founder's specific professional background has not been documented and should not be overstated.
What is documented is the founder's active relationship with at least two supermarket chains that have
signed co-branded box letters of intent, and access to investors willing to evaluate a $750,000 pre-
seed round.

2.1.2 The Problem We Exist to Solve

Busy parents want to put a healthy, home-cooked dinner on the table most nights of the week, but
they do not have the time or mental bandwidth to plan a menu, shop for the right ingredients, and cook
something their children will actually eat, so they default to takeout, frozen food, or repeating the same
few easy meals.

This is not a one-time frustration. Meal planning fatigue recurs every week, and we read the 68 percent
six-week retention in the Austin pilot as evidence that the product is solving a problem that resurfaces
often enough to justify a standing subscription rather than a single purchase.

2.1.3 The Business Idea

FreshNest delivers a box of pre-portioned, child-tested recipe ingredients each week. Recipes scale to
household size, cook in about 30 minutes, and can be changed with a single tap if a recipe does not fit
a subscriber's week. The company operates as a business-to-consumer subscription business, by the
founder's own description, which means we treat the relevant comparables as consumer subscription
products competing for discretionary household spend rather than a B2B or marketplace model.

The near-term plan is to expand the proven Austin model into two additional U.S. metro areas within a
90-day delivery window, using the existing recipe and fulfilment playbook rather than building new
systems from scratch. A second phase, launching the co-branded boxes with the two supermarket
chains under signed letters of intent and building a second fulfilment site, is deferred and funded from
the pre-seed raise rather than the initial launch budget.
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2.1.4 Who We Serve

Our primary customer is the busy, dual-income or single-parent household in a U.S. metro area with at
least one child at home, wanting home-cooked family dinners but lacking the time to plan, shop, or
prep during the week. A secondary segment reaches us through the co-branded supermarket boxes,
first encountering FreshNest inside a retail partner's store or loyalty program rather than through direct-
to-consumer marketing.

The parent who manages the household food budget is the buyer, the decision maker, and the budget
owner, typically the person who signs up for and pays the subscription, drawing from household
discretionary or grocery spend. The whole family is the user, since meals are cooked and eaten
together, and because recipes are explicitly child-tested, children's food preferences influence renewal
decisions even though they are not the paying customer.

2.1.5 Our Values and Approach

We are building from a proven, working pilot rather than a hypothesis, and we intend to keep that
discipline as we grow: expand what already works in Austin before adding complexity, and treat the
retail co-branding opportunity as a funded second phase rather than a distraction from the core
expansion. We recommend treating regulatory and partnership approvals, including food handling,
labeling, and the formal supermarket co-branding agreements, as open items to be confirmed rather
than assumed to be in place, since none are confirmed on file yet.

We expect the $50,000 launch budget for the two new metro areas to cover incremental go-to-market
and light operational costs rather than new fulfilment infrastructure, with the heavier investments, a
second fulfilment site and the recipe team, funded separately from the $750,000 pre-seed round. This
separation of a lean, proven expansion budget from a larger capital raise for infrastructure reflects our
intent to grow at a pace we can operate reliably, in the United States only, with no international
operations in scope at this stage.
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3. Market and customer

3.1 Market and Customer

3.1.1 Market size and shape

FreshNest is a direct-to-consumer weekly subscription box, so the right comparables are consumer
meal-kit brands and household discretionary spend, not enterprise or marketplace benchmarks. The
founder's brief describes pre-portioned boxes sold directly to households on a recurring weekly cycle,
which matches a business-to-consumer classification. That means the comparables used throughout
this section, and later in pricing and unit-economics work, are consumer subscription meal-kit
companies such as the ones named below, not B2B software or two-sided marketplace models.

Meal kit delivery is a real and expanding category by every research estimate available, but the size
and growth rate vary a lot depending on which report you read, so any single number should be
treated as a rough range rather than a precise figure. One report values the global market at $22.8
billion in 2024, growing to $67.4 billion by 2034 at a 14.5 percent annual rate [12]. A second report
starts from a higher base, $29.47 billion in 2025, and projects growth to $128.75 billion by 2034 at a
17.80 percent annual rate [10]. A third report cites an even faster 18.88 percent growth rate from 2021
to 2024, reaching $65.67 billion by 2031 [7]. Separately, industry-association data cited in one report
puts total meal kit subscribers above 28 million [7].

Exhibit 3.1: Forecast annual growth rate (CAGR) for the global meal kit delivery market, by
research report and forecast period
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Exhibit 3.2: Global meal kit delivery market size by research report, base year to forecast year
(USD billions)

Report Base year Base year size Forecast year Forecast year size CAGR

Report 6 [12] 2024 $22.8B 2034 $67.4B 14.5%

Report 4 [10] 2025 $29.47B 2034 $128.75B 17.80%

Report 1 [7] not stated not stated 2031 $65.67B 18.88% (2021-2024 period)

The three reports do not agree on methodology, base year, or forecast horizon, which is why the
figures in Exhibit 3.2 span such a wide range. We note that none of the three reports break out a United
States-only market size in the material reviewed; all figures above are global. FreshNest's near-term
addressable market, three U.S. metro areas, is a small slice of any of these totals, and we have not
sized it directly from the available sources. We treat any near-term market-share projection for
FreshNest as an assumption until local data is gathered.

3.1.2 Customer segments and pain

The data confirms that families with children, not singles or couples, make up the biggest share of
meal kit buyers, which lines up directly with FreshNest's chosen beachhead customer. One report finds
the household segment holds roughly 81 percent share of the market, that families with children
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account for about 46 percent of household subscriptions, and that nearly 63 percent of subscribers
order meal kits specifically for family dinners [11]. The same report finds mobile applications generate
close to 77 percent of residential purchases and that digital grocery shopping has passed 74 percent
adoption among online shoppers [11], which together point to where a busy parent is already looking:
on a phone, inside a grocery or delivery app, rather than through a desktop search or a print catalog.

Exhibit 3.3: Family and digital-channel share of the meal kit market (percent of category or
purchases, 2025-2026 estimates)

Given how concentrated purchases are in mobile apps and digital grocery, we recommend prioritizing
mobile-first signup flows and grocery-adjacent placement, including the two supermarket letters of
intent already in hand, over channels like print or desktop search advertising.

Consumers say they buy meal kits to save time, cut food waste, and shop less often, which is the
same fatigue FreshNest's founder identified as the core problem for busy parents. In the same industry
survey data, more than 68 percent of consumers say they prefer meal solutions that reduce
preparation time, about 61 percent of subscribers say they value pre-portioned ingredients because it
cuts household food waste, and 43 percent of families say they choose meal kits specifically to shop
for groceries less often [11]. The same source links subscription flexibility, the ability to skip or change
a week, to a 24 percent improvement in retention, and links recipe personalization to a 21 percent
increase in repeat purchases [11]. This is a direct match to FreshNest's one-tap menu swap feature,
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which is a flexibility and personalization mechanism in the same category the data says drives
retention.

Turning from category-wide data to FreshNest's own customer research, we have organized the target
buyer into three working segments. These are hypotheses built from pilot data and category evidence
rather than a fully validated customer base, so we treat the segment table below as a starting point for
further testing rather than a settled fact.

3.1 Target Customer Hypotheses

Segment Problem Urgency Current
Alternative

Budget Signal Evidence

Dual-income or
single parents in
metro areas, at
least one child
at home, both
work full time

Cannot find the
time or mental
energy to plan a
weekly menu, shop
for it, and cook
something the kids
will actually eat

High,
recurring
nightly

Takeout
apps, frozen
dinners,
repeating the
same 4-5
easy meals

$94 average
order value
already being
paid weekly in
the Austin pilot
(founder data)

Pilot retention of 68
percent after six
weeks shows
repeat willingness
to pay

Households
reached through
the two
supermarket co-
branded boxes
(letters of intent
signed)

Same planning and
prep fatigue, but
discovered through
a store they already
shop at rather than
by searching for a
meal kit

Moderate,
same
recurring
pain but
lower initial
intent to
seek out a
subscription

Regular
grocery run
plus takeout
on busy
nights

Unproven; likely
price-sensitive
since they did not
seek out a
premium
subscription on
their own

Grocery shopping
habits and loyalty-
program exposure
noted as the entry
point for this group

Parents of picky
or young eaters
who abandon
standard meal
kits because a
child will not eat
the recipe

Buys a kit, cooks it,
and the child
refuses to eat it,
wasting the money
and the effort

High but
narrower
than the
general
planning
fatigue

Cooking a
separate "kid
meal"
(chicken
nuggets,
pasta)
alongside
the adult
meal

Willing to pay a
premium for kits
verified to work
with children,
similar to
services
marketed
specifically for
kids

Reviewers note
some services build
swap and
substitution options
specifically to
handle "even the
pickiest eaters at
the table" [6]

We assume the second and third segments carry more price sensitivity or narrower demand than the
first, primary segment, since the evidence for those two rests on category-level patterns and reviewer
commentary rather than FreshNest's own pilot numbers.

Customers are not buying a box of ingredients. They are buying back their evening and their peace of
mind at the dinner table. Review evidence from a leading competitor states that 91 percent of
customers feel healthier with a HelloFresh subscription, that 93 percent of customers feel less stressed
at dinner time, and that 98 percent of customers save time on meals. Those three outcomes, feeling
healthier, feeling less stressed, and saving time, are the actual purchase, not the recipe cards or the
ingredients themselves.
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A separate source frames the same trade explicitly: meal kits are bought to remove the planning
burden, but the value only holds if the cooking itself is not the obstacle, since "meal kits from services
like HelloFresh or Blue Apron address the planning problem by sending ingredients and recipes, but
they still require 30 to 45 minutes of active cooking, which does not solve the exhaustion issue." This
tells us FreshNest's 30-minute promise is competing on the same axis as every other kit in the
category, and we expect the real differentiation to come from something else, most likely the child-
tested angle and the one-tap swap, since those map to jobs competitors have not fully solved.

Family-specific buyers are also buying a way to feed everyone from one order rather than cooking
twice. Home Chef markets a distinct "Family Plan" specifically because "the Family Plan offers easy-
to-make, cost-effective meals with family-friendly flavors, sold in increments of four servings,"
confirming that "feeds the whole household without extra work" is a purchase in its own right, separate
from the individual meal-kit experience.

Parents buy to escape a specific, recurring moment of dread at the end of the workday, and they buy
now when that moment is about to repeat itself for the umpteenth time this month. The clearest
description of the motivation comes from a source describing the exact scene FreshNest is selling
relief from: "it is 6:15 PM, you just walked in the door after a full workday, the kids are hungry,
homework has not started, and the ingredients you bought Sunday are still sitting in the fridge, half of
them probably questionable at this point, and the familiar question hangs in the air: 'What's for
dinner?'" That single moment, repeated several times a week, is the emotional trigger behind the
purchase decision, not a one-time need.

Decision fatigue itself, separate from the cooking, is called out directly in kid-focused meal delivery
reviews: "many parents suffer from decision fatigue after managing the schedules of multiple family
members throughout the week and fielding a wide range of questions, especially with young children in
the family," and "sometimes the last thing you want to do is weed through a database of hundreds of
meals to decide what to have for dinner that week." This is direct evidence that a curated, pre-decided
menu with an easy swap, rather than an open-ended catalog to browse, is closer to what tired parents
actually want, which supports FreshNest's one-tap swap design over a browse-everything model.

Health guilt is a secondary but real motivator. One source ties consistent family dinners to measurable
outcomes, noting that "research shows family meals three or more times weekly reduce childhood
obesity risk by 12 percent and increase healthy eating by 24 percent, regardless of whether the meal
was cooked from scratch." That gives a parent a self-justifying reason to keep paying for the
subscription even in a week when they are tempted to cancel and order takeout instead.

Not every household considers the value proposition compelling, and we treat that skepticism as
useful signal rather than dismiss it. A discussion thread pushes back on the core time-savings claim,
arguing that "meal kits mean you are not planning those meals, are not making a shopping list for what
is needed for those meals, and are not shopping for those," but for a household with an already-
efficient shopping routine, the savings can feel marginal. This is a real objection from a subset of the
market and should shape messaging: we expect FreshNest's pitch to work best for parents who feel
the planning and decision burden acutely, not for households that already run an efficient routine.
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3.1.3 Competitive landscape

HelloFresh, Home Chef, Factor, and Blue Apron already deliver the core FreshNest promise of pre-
portioned, family-friendly dinners with app-based menu control, so these four set the quality floor
FreshNest must clear on day one, not the
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4. Offer and value

4.1 Offer and Value

4.1.1 The Product

FreshNest is a meal-kit subscription built around pre-portioned ingredients, recipes designed for about
30 minutes of active cooking, portions that scale to household size, and an app for managing the
weekly menu. These four mechanics are the entry ticket to this category rather than a point of
differentiation. Prior competitor research confirmed that HelloFresh, Home Chef, Factor, and Blue
Apron already deliver all four as standard, and Home Chef goes further by offering a dedicated Family
Plan with family-friendly flavors in four-serving increments. Because at least one competitor already
treats "feeds the whole household without cooking twice" as solved, FreshNest cannot claim it as new,
and we assume any offer that stops at these four items would be seen by customers as
interchangeable with the incumbents on price and convenience alone.

Exhibit 4.1: Table-stakes features FreshNest must match at launch, and where the competitive
benchmark comes from.

Feature Why it is required Competitive benchmark

Pre-portioned
ingredients per
recipe

Removes the shopping and measuring
step, the baseline promise of every meal kit

Standard across all four direct competitors
identified in prior research

Recipes cookable in
about 30 minutes

Matches the time budget of a working
parent on a weeknight

Standard across all four direct competitors

Portions that scale
to household size

Feeds the whole family from one box
without doubling recipes

Already offered as a named plan tier (Home
Chef Family Plan, four-serving increments)

App or web control
of the weekly menu

Lets the subscriber manage what arrives
without a phone call

Standard across all four direct competitors

4.1.2 Value Proposition and Differentiation

The first real differentiator we are building the offer around is a stated, testable promise that none of
the four direct competitors makes: that a recipe has already been checked against real children before
it ships, with a fallback if it fails anyway. Customer research documented a segment of parents whose
meal-kit subscriptions fail not because the box arrives late or the ingredients are wrong, but because a
child refuses the recipe on the plate. Today those parents cook a second, separate kids' meal
alongside the box they already paid for, which quietly doubles their evening workload and erodes the
reason they subscribed in the first place. Competitor family plans address serving size, not taste risk,
and none of the four publishes a child-testing process or a remedy for a recipe a child will not eat,
which leaves this failure mode open for FreshNest to own.

We recommend making the child-tested claim concrete and falsifiable rather than a marketing
adjective. FreshNest should state how a recipe qualifies, for example tested with a panel of children
before it is added to rotation, and back that claim with a stated fallback if a recipe fails with a
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subscriber's own child, such as an automatic credit or a free one-tap swap to a backup recipe for that
same week. A vague "kid-approved" label without a mechanism behind it would be indistinguishable
from what competitors already imply in their marketing.

The second differentiator is a small, pre-decided menu with a true one-tap swap, replacing the large
browse-everything catalog that turns "no more planning" back into "yet another decision." Customer
research established that the emotional trigger for this buyer is a repeated end-of-day moment of
dread, not a one-time need, and that many parents specifically do not want to weed through a long list
of options to decide what the family eats that week. A large recipe catalog, of the kind meal-kit
reviewers describe at the incumbents, reintroduces the exact browsing and choosing FreshNest is
meant to remove. A short, curated default menu with a single tap to swap a recipe out matches what
this buyer is actually paying to avoid.

We expect that competitor apps require more taps and more browsing to change a weekly recipe than
FreshNest's one-tap swap would, though this has not been directly verified against competitor apps in
this project. It should be tested with a hands-on walkthrough before it is used as a marketing claim,
and it is being added to the validation plan rather than asserted outright.

A smaller, related gap concerns household size. Where a competitor makes a household scale up by
switching to a separate "family" plan tier, FreshNest's offer should let any subscriber scale portions
within their existing plan in one tap, so growing a household never means re-subscribing to something
new. Home Chef's Family Plan already proves that competitors treat family-size portions as a distinct
product line rather than a setting inside one subscription. That is a real convenience for competitors,
but it also creates friction: a subscriber whose household grows, or who is cooking for visiting relatives
one week, has to change plans rather than adjust a slider. We treat this as a lighter-weight fix than the
two gaps above, more a parity-plus improvement than a fire the customer is actively suffering from,
and it belongs in the offer as a supporting feature rather than the headline claim.

4.1.3 Minimum Differentiated Offer

The minimum differentiated offer is the table-stakes bundle in Exhibit 4.1, plus a stated child-approval
guarantee with a concrete fallback mechanism, plus a curated, small default menu with a genuine one-
tap swap in place of a large browsable catalog.
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5. Go to market

5.1 Go to Market

5.1.1 Customer Segment Targeting

Our first go to market push should target dual income and single parents with at least one child at
home who are already inside a partner supermarket's loyalty program or already searching for a meal
kit style fix, rather than the broad universe of "busy parents." This is the narrowest slice of the target
market where FreshNest can realistically win most of the sales it approaches, and it is the same profile
already proven in Austin: parents who feel the nightly "what's for dinner" scramble often enough that a
$94 average weekly order is worth paying for six weeks running.

Two considerations narrow this further for the next two metros. First, meal kits solve the planning and
shopping problem, not the cooking problem itself, since they still require 30 to 45 minutes of active
cooking. That means the right early customer is a parent who is worn out by deciding and shopping,
not a parent who is worn out by cooking itself. Recommending FreshNest to someone who wants
meals fully cooked for them, a different category of prepared meal service, would mismatch the
product and waste acquisition spend on the wrong household [25]. Second, the two supermarket
partnerships already in place give FreshNest a ready made pool of grocery shoppers who have shown
they buy family dinner ingredients weekly and who trust the retail brand. Channel marketing
partnerships like this are built specifically to help a smaller brand borrow a retailer's existing customer
relationship and distribution reach rather than build cold audience trust from scratch [26].

We assume the two supermarket chains with signed letters of intent operate stores in at least one of
the two new expansion metros. This needs confirming before the co-branded channel can be
scheduled into the 90 day plan.

We recommend defining the first buyer in each new metro as a parent who is either an active loyalty
program member of one of the two partner supermarket chains, or someone actively comparing meal
kit options online, rather than the full population of parents with children, so that both budget and
messaging stay concentrated on people close to a purchase decision.

5.1.2 Channel Options

The supermarket co-branded partnership and a referral program built on the existing Austin base are
the two channels with the best combination of intent, cost, and speed for the next 90 days. Paid social
and search are useful test channels but carry the acquisition cost risk the whole meal kit category is
known for.

Every channel below is scored against the same starting customer: a partner store loyalty member or
an active meal kit searcher in one of the two new metros.
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Channel Customer
Intent

Cost Speed Scalability Operational
Difficulty

Status

Co-branded
supermarket
placement (in-store
and loyalty app,
tied to signed LOIs)

High,
reaches
people
already
buying family
groceries

Low, largely
partner-funded
or revenue-
share

Medium,
depends on
retailer
onboarding
timeline

High,
scales with
number of
partner
stores

Medium,
needs co-
packing and
revenue-share
terms finalized

Recomme
nded, run
in parallel
with
referral

Referral program
from the 120-
household Austin
base

High,
referred by a
trusted
parent

Very low,
credit-based

Fast, can
launch
immediately

Medium,
capped by
current
customer
count

Low Recomme
nded, start
immediate
ly

Geo-targeted paid
social
(Meta/Instagram) in
new metros

Medium to
high,
interest-
based parent
targeting

Medium to
high, category
is known for
high
acquisition
cost [29]

Fast, live
within days

High,
spend-
scalable

Low to
medium

Test,
capped
budget

Google search ads
for local meal-kit
terms

High, active
searchers

Medium to
high,
competitive
keyword
category

Fast High Low Secondary
, capped
budget

Local parenting
groups and micro-
influencer seeding

Medium Low Medium Low to
medium

Low Supportin
g, low-
cost test

School and
daycare
partnerships
(flyers, newsletters)

Medium Low Slow, tied
to school
calendars
and
approvals

Low Medium,
requires
institutional
approval

Fast-
follow, not
for the 90-
day
window

Local radio and
direct mail

Low to
medium

Medium to high Slow Medium Low Deprioritiz
ed for this
launch
budget

Radio and direct mail were considered because they are standard tools for reaching a defined local
audience such as parents driving to school or work [26], but both carry production lead times and per-
contact costs that do not fit a launch budget under $50,000 spread across two metros. We are setting
these aside for now rather than ruling them out permanently.
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5.1.3 Recommended Primary Channel

The co-branded supermarket partnership should be the primary channel for the two new metros, run
alongside an immediate, near zero cost referral program built on the Austin base.

Why the supermarket partnership leads. The two signed letters of intent are already a distribution
advantage most first time meal kit founders do not have. Channel partnerships of this kind work by
pairing a smaller brand's product with a larger partner's existing customer trust and reach, which
shortens the distance between "never heard of FreshNest" and "willing to try a box" [26]. Because the
retailer already carries the cost of the physical footprint and the shopper relationship, we expect this
channel to require a smaller share of the launch budget than building comparable reach through paid
advertising, which the category has repeatedly struggled to do profitably [29]. It also matches the
target customer defined above: someone already buying groceries for dinner, not someone who needs
to be convinced meal kit subscriptions exist.

Why referral runs alongside it, not after it. Referral should launch on day one rather than waiting for
the supermarket rollout, because it costs almost nothing and the Austin base already has six weeks of
proof that customers stay. A parent who has already stuck with FreshNest through six weeks of orders
is a credible source of word of mouth for a household considering the same decision, and running
referral in parallel rather than in sequence lets FreshNest capture low cost signups while the
supermarket onboarding timeline plays out.
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6. Operations and team

6.1 Operations and Team
FreshNest already runs a live operation in Austin, Texas, where the business has served 120
households with 68 percent retention after six weeks and a $94 average weekly order value since
March 2026. The day-to-day model there, pre-portioned recipes, a household-size portion scale, and a
one-tap swap mechanic that lets a family change the week's menu, is the model the founder plans to
copy into two additional metro areas within 90 days rather than redesign from scratch.

For those two new metros, we expect the business to run on contracted commercial kitchens rather
than owned facilities, since the stated $50,000 launch budget does not support building new fulfilment
sites from the ground up. Building a second owned site is treated as a separate initiative, funded by
the $750,000 pre-seed round the founder is raising, and it sits outside this 90-day operating plan.

6.1.1 Team and day-to-day roles

We assume the core paid team during expansion will include a founder or operations lead drawing a
modest salary, a contracted recipe developer handling ongoing recipe rotation and child-panel testing
beyond the one-time recipe research already budgeted, and kitchen and delivery staff working through
the new commissary relationships. The founder's team has proven it can run recipe development, a
paid pilot, fulfilment operations, and retail partner negotiations at a 120-household scale in Austin, but
it has not yet proven it can operate two additional fulfilment or courier relationships at the same time.
That gap is the main thing this expansion is designed to test.

Whether kitchen and packing staff will be classified as employees and delivery couriers as contractors
has not been settled by the founder. That classification will affect Texas Workforce Commission and
federal payroll obligations as the two new metros come online, and we recommend it be decided
before hiring begins in either location.

6.1.2 Monthly fixed costs of running the expanded operation

We estimate that expanding into two new metros adds about $13,900 a month in fixed costs on top of
whatever Austin already spends to run its own operation. These are the costs that do not move with
box volume in the short run: people, software, insurance, and the base retainer for contracted kitchen
capacity in each new metro.
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Item Description Cost Sourc
e

Stat
us

Founder / operations draw Modest owner compensation during early
multi-metro expansion

$3,000/month Assum
ption

Ong
oing

Recipe development and
child-panel testing
(contract)

Ongoing recipe rotation and testing beyond
the one-time R&D listed under startup costs

$2,000/month Assum
ption

Ong
oing

New-metro commissary/co-
packer base retainers

Facility access fee for contracted kitchen
capacity, per new metro

$6,000/month
($3,000 x 2
metros)

Assum
ption

Ong
oing

Software and app
hosting/maintenance

Subscription platform, app hosting, delivery-
zone logic

$600/month Assum
ption

Ong
oing

Insurance premiums

The source material for this cost line is incomplete beyond the insurance entry, so we have not filled in
a figure or description that the founder has not supplied. We recommend the founder confirm the
insurance premium amount and any remaining fixed cost lines before finalizing the operating budget.

6.1.3 What must be running on day one in each new metro

The first version of the two-metro expansion is meant to reuse Austin's recipes, swap mechanic, and
subscription model exactly, adding only the minimum new fulfilment, delivery, and support capacity
needed to serve two new metros. A co-branded retail box, a second owned facility, and a larger recipe
team are all held back for a later phase.

Area Must Have Excluded
From MVP

Manual
Workaround

Evidence
Needed

Status

Subscri
ption
and
checko
ut

Sign-up flow, plan
selection, household
size input, recurring
weekly billing

Gift
subscriptions,
multi-tier
loyalty pricing

None needed;
standard
subscription
commerce tooling
covers this

Confirm $94
average order
value holds
outside Austin

Proven mechanic
in Austin; new-
metro pricing is a
hypothesis

Menu
and
one-
tap
swap

Weekly curated menu
(small set of recipes),
one-tap swap to a
backup recipe, portion-
scaling control

Full searchable
recipe catalog,
personalized
nutrition
filtering

None; this is core
to the
differentiated offer
and must ship in
version one

Verify swap
usage rate and
satisfaction
match Austin
baseline

Assumed to
transfer directly
from the Austin
build, pending
confirmation

6.1.4 Compliance obligations that touch daily operations

Running the two new metros day to day also means clearing a set of standing compliance obligations
rather than a one-time filing. General industry guidance confirms that launching a meal delivery service
requires compliance with various permits and certifications, and that operators must ensure their
service meets local food safety regulations and hygiene standards to operate legally [18]. We have not
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verified the exact permit names, fees, or inspection cadence against a named agency for Austin or the
two future metros, so we treat these as standing requirements pending local confirmation.

Day-to-day billing operations also carry consumer protection weight: recurring weekly charges put
FreshNest inside subscription and "negative option" rules that require clear disclosure of price,
frequency, and an easy path to cancel. We have not verified the specific disclosure wording or
cancellation-flow requirements against a named regulator, and we recommend treating a written terms
of service, privacy policy, and refund or credit policy as must-have operating documents before any
new metro goes live, since they are the customer-facing evidence of those billing and consumer
protection obligations.

Finally, a registered entity, most likely an LLC or corporation, will need foreign qualification to operate in
each new state once a physical fulfilment site or employees are placed there. The founder has not
confirmed the current entity type or registered agent status, so we treat this as a standing requirement
to clear before the two new metros begin shipping, rather than a step already completed.
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7. Financials

7.1 Financials

7.1.1 Revenue Model

FreshNest earns money one weekly box at a time, so the revenue model is built around the household
that keeps showing up for a box rather than a generic customer-times-spend formula. The 60-month
projection work confirms Formula A, the direct-to-consumer weekly subscription, as the model the
business plan is built around, replacing the provisional pick used earlier in this research. The formula
and its supporting lifetime-value calculation are:

Weekly Recurring Revenue = Active Subscribing Households x Weekly Fulfillment Rate x 
Average Order Value per Box

Household Lifetime Value = Average Order Value per Box x Contribution Margin % x Expected 
Active Weeks (set by the weekly cohort retention rate)

Weekly Fulfillment Rate is the share of active households that actually receive a box in a given week
rather than using the one-tap swap to skip it. Expected Active Weeks is governed by a weekly
retention curve rather than a monthly or annual one, because the box, the recipe swap, and the churn
decision all happen on a weekly cycle. This structure is grounded in founder-stated pilot data: 120 paid
Austin households, 68 percent still active after six weeks, and a $94 average order value.

Two alternative formulas were run through the same 60-month model and did not win. Formula B is a
co-branded retail or wholesale box sold through supermarket partners, priced at 75 percent of the
direct-to-consumer average order value with a thinner 36 percent contribution margin; it depends on
two signed letters of intent that do not yet carry confirmed volume or final pricing, and it takes ten
months and $135,975 in cash to turn net-positive, producing a five-year cumulative net of about $5.4
million, roughly one-fifth of Formula A. Formula C layers an add-on attach upsell, such as a dessert or
snack kit, onto the core box. It stays viable as a complementary revenue layer on top of Formula A
once real attach-rate data exists, since its own economics are unproven pending an add-on pilot.

7.1.2 Unit Economics

The unit economics behind Formula A rest on eleven inputs. Four of them are measured facts from the
Austin pilot: the $94 average order value, the 68 percent six-week retention rate, the 38 percent
contribution margin per box, and the $48,792 one-time launch budget. The rest are reasoned
assumptions built to stay internally consistent with those facts, and we recommend checking them
against real vendor and campaign data within the first two quarters of expansion. We treat the $13,900
monthly fixed-cost base as the company's entire incremental overhead for the two new metros, on the
assumption that Austin's existing costs are already covered by Austin's existing revenue. As the
household base grows, we scale fixed cost with both new-metro count and a household-based
support cost of about $1.20 per household per month, rather than holding it flat at $13,900; this
scaling rule is itself an assumption and should be checked against real hiring and facility costs once
the business grows past the two-metro base.
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The table below sets out each input, whether it is used in the Month-1 Break-Even Minimum default
scenario, its source, and how confident we are in it.

Input Value Default
(Month-1
BE min)?

Source Confidence

Average order
value (AOV)

$94.00 per box Yes Austin pilot fact High

Weekly
household
retention

93.8% Yes Derived from 68% six-week
retention (pilot fact)

Medium (single
6-week cohort)

Monthly
retention
(derived)

75.72% (24.28% monthly
churn)

Yes Calculated from weekly
retention compounded over
4.345 weeks

Medium

Contribution
margin per box

38% ($35.72) Yes Founder cost breakdown High

Startup/launch
cost

$48,792 one-time Yes Founder cost breakdown High

Base fixed
operating cost

$13,900 per month (2 new
metros)

Yes Founder cost breakdown High

Blended
customer
acquisition cost

$54 per household (40%
referral $25, 20% retail $40,
40% paid $90)

No (Base
only)

Assumption, weighted from
founder CAC-by-channel
estimates

Low,
unvalidated mix

Wholesale (co-
branded) box
price

$70.50 (75% of DTC AOV) No Revenue-model estimate Low, no signed
pricing yet

Wholesale
contribution
per box

$25.38 (36%) No We assume DTC variable
cost minus last-mile delivery

Low, not vendor-
confirmed

Add-on attach
rate and
economics

35% attach, $12 price, $6
assumed cost

No Revenue-model hypothesis Low, unproven,
add to validation
plan

Fulfillment
capacity per
metro/site

~2,500 households before a
new site is needed

No Assumption, tied to
$750,000 pre-seed funding
a second site

Low

7.1.3 Monthly Projections

The projection horizon is five years, modeled monthly across 60 periods, with the Month-1 Break-Even
Minimums treated as the default scenario alongside Base, Downside, and Upside cases. All dollar
figures are nominal and are not adjusted for inflation. Run out over five years, Formula A and Formula
C both turn cash-positive from month one and generate well over $27 million in cumulative net by year
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five, while Formula B does not turn net-positive until month ten and produces roughly one-fifth as
much value over the same period.

Weekly retention and referral-driven household growth score highest on ease and impact relative to
their operational complexity, and this scoring lines up with the Formula A result, since Formula A's own
Base-case projection assumes household count grows steadily from 120 to 7,000 over five years, a
path that depends on exactly these two levers. Each variable below is scored on a 1 to 5 scale, with a
composite of ease times impact divided by complexity used as a ranking aid rather than a final answer.

7.1.4 Month-One Break-Even Minimum Analysis

Formula A needs about 90 subscribing households, Formula C needs about 85, because the add-on
adds a little extra margin per household, and Formula B needs about 149 wholesale boxes a week
company-wide, before month-one revenue covers month-one cost. These thresholds become the
Default scenario for each formula. Formula A's number matters most in practice: Austin already has
120 paying households, which sits comfortably above its 90-household floor before a single new metro
household is added.

Exhibit 7.1: Minimum scale needed for revenue to cover cost in the first operating month, by
formula.

Formula Variable Minim
um
value

Month
-1
revenu
e

Mont
h-1
cost

Brea
k-
even
?

Notes

A: DTC
subscript
ion

Active
households

90 $36,75
9

$35,5
98

Yes
(+$1,
160)

Austin's existing 120 households already clear
this floor

C: DTC +
add-on
upsell

Active
households
(with 35%
attach)

85 $36,26
8

$35,6
02

Yes
(+$66
6)

Extra $500/month packing-complexity cost is
included; without it the threshold would be
lower

B: Co-
branded
retail

Boxes sold
per week,
company-
wide

149 $45,64
2

$45,6
11

Yes
(+$31
)

Requires stores to be live and shipping at full
assumed volume from month 1, which the
signed letters of intent do not yet guarantee

We assume Formula B's minimum reflects retail shelf placement already live and generating volume in
month 1. In reality, retail sales cycles from signed letter of intent to shelf placement typically run several
months, so this threshold is a mathematical floor rather than an operational plan. The Base case for
Formula B models the realistic delay instead.
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8. Risks and mitigation

8.1 Risks and Mitigation

8.1.1 Context

FreshNest is a paying, revenue-generating business already operating in one market, which changes
the risk profile from a pure startup bet to an expansion bet with real but unproven assumptions. The
venture runs a six-week-old paid pilot of 120 households in Austin, Texas, with 68 percent six-week
retention and a $94 average order value. The founder is raising $750,000 in pre-seed funding to add a
second fulfillment site and grow the recipe team, and is simultaneously trying to open two additional
metro areas within 90 days on a startup budget under $50,000. Two supermarket chains have signed
non-binding letters of intent for a co-branded box, but no volume, pricing, or contract terms are
confirmed. Entity type, registered agent, food facility classification in new metros, sales tax treatment
of meal kits, and subscription-billing disclosure language are all unconfirmed as of August 5, 2026.
These open items, layered onto a tight budget and an aggressive 90-day timeline, are the source of
most risks below.

8.1.2 Risk Scoring

Score Likelihood Impact

1 Rare Low operational or financial effect

2 Unlikely Manageable delay or cost

3 Possible Meaningful cost, delay, compliance, or trust issue

4 Likely Serious launch, financial, legal, or customer impact

5 Almost certain Could stop launch, cause major loss, or create major legal exposure

Exhibit: Top risks plotted by likelihood and impact, current assessment as of August 2026.

The chart shows four risks sitting in the highest-impact band (food facility classification, food safety
incident, licensing delay, and retention worse than modeled), meaning these deserve resolution before
new-metro deliveries start rather than after.

8.1.3 Top Risks and How We Plan to Address Them

Expansion budget overrun before first new-metro delivery. The $48,792 expansion budget leaves
only about $1,200 of headroom against the $50,000 cap, so a single missed line item can stop the
launch before it starts. We plan to track spend weekly against the budget line by line and hold the
contingency reserve untouched until commissary onboarding and permits are confirmed. We will need
actual invoices from co-packer onboarding and permit fees in the first new metro to know whether this
holds.

A 90-day timeline slip from new-metro licensing. Health department permits, food handler
certification, and foreign-state qualification are unconfirmed for the two new metros and can take
weeks each. We recommend filing all license and permit applications on day one of metro selection
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and selecting pre-vetted commissary partners that already hold current permits. Confirming actual
permit processing times for each target metro's health department is the evidence we still need.

A retention curve that turns out worse than the modeled constant rate. Household lifetime value of
roughly $574 rests on only six weeks of Austin data extrapolated as a constant weekly churn rate. If
churn accelerates after week six, lifetime value and payback assumptions break. We plan to extend
cohort tracking past week six immediately and rebuild the projection on an observed curve rather than
a constant-rate assumption, which will require twelve to sixteen weeks of actual retention data per
cohort.

Customer acquisition cost exceeding pilot assumptions in new metros. Austin's 120 households
were likely reached through low-cost, founder-driven channels that may not repeat once paid
acquisition is needed in unfamiliar metros. We recommend running a small, capped paid-channel test
before committing marketing budget and tracking cost per household weekly by channel, using the
first month of actual paid channel spend and resulting signups in a new metro as the check on this
assumption.

Ingredient cost volatility compressing contribution margin. Food cost is 37 percent of the $94
average order value, so a swing in meat, dairy, or produce pricing directly narrows the 38 percent
contribution margin the whole model depends on. We plan to lock short-term pricing with suppliers
where possible and keep a rotating set of lower-cost protein options in the recipe library to swap in
during price spikes. Supplier quotes and price history for the core protein and produce list would
confirm how exposed the model really is.

Sales tax misclassification of meal kits in new states. Whether a meal kit counts as an exempt
grocery item or a taxable prepared-food product is unconfirmed, and getting it wrong risks back taxes
and penalties once volume grows. We recommend confirming taxability with a state tax advisor before
pricing in each new metro and registering for sales tax collection before the first sale there, backed by
written guidance or a ruling from each new state's tax authority.

Food facility classification uncertainty for new sites. It is not yet confirmed whether repackaging
raw meat, dairy, or cut produce at the new commissary sites triggers federal food-facility registration
rather than a simple local retail food permit. We plan to get written confirmation of facility classification
from each new site's local health authority before opening, given this sits in the highest-impact band of
the risk chart above.

8.1.4 Related Legal and Tax Exposures Feeding These Risks

Several of the risks above trace back to unresolved legal and tax questions rather than operational
ones, and the same evidence needed to close the risk register also closes these open items.

On the legal side, food subscription box businesses generally require registration of business name,
business license, certificate of occupancy, foodservice license, employer identification number, food
handler's permit, and building health permit, and these are expected to be secured before launch in
each new metro to avoid penalties or lawsuits [13]. We assume Austin coverage exists from the pilot,
but new-metro licenses are not yet confirmed. Meal kit components that include raw meat, dairy, or cut
produce require a home processor permit or access to a commercial kitchen, since many states'
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cottage food laws only protect shelf-stable items, baked goods, or jams [14]; we assume the Austin
site is already a licensed commercial facility, but this must be confirmed before opening either new
site. Cottage food and food-safety rules vary state by state [14], and delivery partners must be
equipped with temperature-controlled trucks for perishable items [13], both of which are unconfirmed
for the two new metros. We have not yet documented a written child-testing protocol to support the
"child-tested" recipe claim, which we treat as an objective performance claim that would need
substantiation under general truth-in-advertising principles; this is not covered in the sourced materials
and needs attorney verification. Auto-renewal and negative-option disclosure rules, which several
states including California impose on recurring subscriptions, are also not yet drafted into the terms of
service and checkout flow and need state-by-state legal review.

On the tax side, Texas sales and use tax and the Texas franchise tax are the two obligations FreshNest
almost certainly owes today from the Austin pilot [38][39]. The franchise tax applies to total revenue
rather than profit, so contribution margin does not shield the business from it, and we recommend
budgeting for it as a fixed compliance cost tied to gross box revenue [39]. Every expansion state and
the wholesale channel to supermarket partners create new sales tax obligations that depend on states
and volumes the founder has not yet finalized [38]. Because meal kits mix tax-exempt grocery items
with a bundled box price, the product creates a taxability question that most physical-goods
subscriptions do not face, and competitor practice in the category treats sales tax as an amount
added at checkout rather than folded into the listed price, which is consistent with treating the box as
a taxable or partially taxable bundle rather than assuming it is grocery-exempt by default [40]. We
expect that selling at volume through the co-branded supermarket box will eventually create economic
nexus once sales volume or transaction count crosses a given state's threshold [38], and that this
could extend to state corporate income tax nexus in the same states [39], though both depend on the
final LOI volume and geography, which are not yet confirmed. Hiring fulfillment staff at the planned
second site will also require registering for state unemployment insurance and withholding in whatever
state that site is located, and the staffing plan for that site is not yet finalized.

Taken together, the risk register and the underlying legal and tax open items point to the same short list
of actions: confirm entity type and facility classification, register and permit each new metro before the
first delivery, get written tax guidance per state before pricing, and extend retention and acquisition-
cost tracking past the pilot's first six weeks before scaling spend on the strength of Austin's numbers
alone.
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9. Next steps and ask

9.1 Next steps and ask
The next 90 days are about proving the two channels we believe will carry the new-metro launch and
confirming the handful of assumptions the financial model depends on before we commit further
budget to them.

9.1.1 What we plan to do in the next 90 days

We recommend starting the referral program immediately. It costs almost nothing, it can launch right
away, and it draws on six weeks of proof from the Austin base that customers stay once they join.
Alongside it, we plan to move the co-branded supermarket partnership into active planning, since the
two signed letters of intent already give FreshNest a distribution advantage that most first-time meal-
kit founders do not have, and channel partnerships of this kind work by pairing a smaller brand's
product with a larger partner's existing customer trust and reach [26].

Before we can schedule the co-branded channel into this plan with confidence, we need to confirm
that the two supermarket chains with signed letters of intent actually operate stores in at least one of
the two new expansion metros. We assume this is the case, but it has not yet been verified, and the
whole sequencing of the primary channel depends on it.

We also recommend defining the first buyer in each new metro narrowly: a parent who is either an
active loyalty-program member of one of the two partner chains, or someone actively comparing meal-
kit options online, rather than the broader population of parents with children. Recommending
FreshNest to a household that wants meals fully cooked for them, rather than shopped and planned for
them, would mismatch the product and waste acquisition spend on the wrong customer [25].

Within the 90-day window we expect to run geo-targeted paid social and Google search ads for local
meal-kit terms as capped-budget tests only, not as primary spend, since the category is known for
high acquisition costs [29]. Local parenting groups and micro-influencer seeding can run as a low-cost
supporting test in the same window. School and daycare partnerships, along with local radio and direct
mail, are set aside for now rather than ruled out, since their lead times and per-contact costs do not fit
a launch budget under $50,000 spread across two metros; we may revisit them as fast-follows once
the two lead channels are running.

On the financial side, we treat the eleven inputs behind the five-year projection as a mix of proven facts
and working assumptions that need checking in the field. The average order value, contribution margin,
launch cost, and base fixed cost come directly from the Austin pilot and founder cost notes and we
treat those as solid. The blended customer acquisition cost, the wholesale box price and contribution,
the add-on attach rate and economics, and the fulfillment capacity ceiling per metro are our own
working assumptions, built to be internally consistent with the pilot facts, and we recommend
validating them against real vendor and campaign data within the first two quarters of expansion. We
also assume that fixed cost scales with both new-metro count and a household-based support cost of
about $1.20 per household per month once the business grows past the two-metro base; this scaling
rule is itself an assumption and should be checked against real hiring and facility costs as we go.
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Because Formula B's break-even minimum assumes retail shelf placement is already live and shipping
at full assumed volume in month one, and retail sales cycles from signed letter of intent to shelf
placement typically run several months, we are treating that threshold as a mathematical floor rather
than an operational target for the 90-day window. Our near-term operating focus stays on Formula A,
the direct-to-consumer subscription, since Austin's existing 120 households already clear its break-
even floor before a single new-metro household is added.

9.2 Month-One Break-Even Minimum Analysis
Formula A needs about 90 subscribing households, Formula C needs about 85 (because the
add-on adds a little extra margin per household), and Formula B needs about 149 wholesale
boxes a week company-wide, before month-one revenue covers month-one cost. These
thresholds become the Default scenario for each formula. Formula A's number matters most in
practice: Austin already has 120 paying households, which sits comfortably above its 90-household
floor before a single new metro household is added.

Exhibit 9.1: Minimum scale needed for revenue to cover cost in the first operating month, by
formula.

Formula Variable Minim
um
value

Month
-1
revenu
e

Mont
h-1
cost

Brea
k-
even
?

Notes

A: DTC
subscript
ion

Active
households

90 $36,75
9

$35,5
98

Yes
(+$1,
160)

Austin's existing 120 households already clear
this floor

C: DTC +
add-on
upsell

Active
households
(with 35%
attach)

85 $36,26
8

$35,6
02

Yes
(+$66
6)

Extra $500/month packing-complexity cost is
included; without it the threshold would be
lower

B: Co-
branded
retail

Boxes sold
per week,
company-
wide

149 $45,64
2

$45,6
11

Yes
(+$31
)

Requires stores to be live and shipping at full
assumed volume from month 1, which the
signed letters of intent do not yet guarantee

We assume Formula B's minimum assumes retail shelf placement is already live and generating
volume in month 1. In reality, retail sales cycles from signed letter of intent to shelf placement typically
run several months, so this threshold is a mathematical floor, not an operational plan; the Base case for
Formula B models the realistic delay instead.

9.2.1 What we need from funders, teammates, and partners

From our supermarket partners, we need the co-packing and revenue-share terms finalized so the co-
branded channel can move from letter of intent to a scheduled rollout, and we need confirmation of
which store locations fall inside the two new expansion metros.
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From funders, the near-term ask is support for the capped test budget for paid social and search, kept
within the under-$50,000 launch budget across the two metros, and continued visibility into the
$750,000 pre-seed figure tied to opening a second fulfillment site once a metro approaches its roughly
2,500-household capacity.

From the team, we need someone to own validating the working assumptions in the model, specifically
the blended customer acquisition cost by channel, the wholesale box economics, and the add-on
attach rate, against real vendor quotes and early campaign performance during the first two quarters of
expansion, so the Base, Downside, and Upside scenarios can be updated with measured figures rather
than assumptions.
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