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1. Executive Summary

This plan sets out a Bespoke Furniture Manufacturing business in India — designing and making custom and
made-to-order furniture in solid timber, veneer and engineered panel : seating, tables, casegoods, beds and
joinery — for interior designers and architects, hospitality and contract clients, direct residential commissions,

restoration work and export.

This is the second product-manufacturing model in the vertical, and it is the deliberate opposite of the modular business.
Modular chases standardisation and is undone by site variation. Bespoke abandons standardisation

altogether — and must therefore earn its margin from craft and design rather than from repeatability.

The governing fact: every piece is a prototype. There is no learning curve across units, no economy of scale, and no
second run to recover a first-run mistake. Quoting in this business is estimation, not calculation — a number arrived
at by informed judgement about a thing nobody has made before. And that produces an exposure precisely inverse to the
fashion-jewellery plan earlier in this library: a make-to-order workshop carries NO finished-goods risk whatsoever —
nothing is made that has not been ordered — but it carries TOTAL estimation risk. Mis-quote a piece and you
build it anyway, at the agreed price, with no recourse. The client has done nothing wrong; you simply agreed to a number

that was too low, and you are contractually bound to deliver against it.

The remedy is unglamorous and almost never implemented: close the estimating loop. Most workshops in this
trade never compare what a job actually cost against what they quoted, which means they repeat the same mis-
estimate on the same category of work for years without ever seeing it. This plan runs estimating as a separate
function with actual-versus-quoted feedback on every job, and tracks jobs delivered within 5% of estimate rising
from 44% to 78%. That single discipline drives rework and estimation shortfall down from 6.3% to 4.8% of revenue and is

the largest contributor to the swing from loss to profit.

And a material reality no CAD file controls: timber moves. Solid wood expands and contracts with humidity, and
moisture content is the single most important technical variable in Indian furniture manufacture. Timber worked
at 16-18% moisture in a humid coastal workshop and installed in an air-conditioned interior that stabilises at 6-8% will
shrink, crack and open at the joints — months later, in the client's home, and unmistakably as the maker's
fault. Kiln seasoning to the moisture content of the destination environment is not refinement; it is the difference between a
piece that lasts a generation and a warranty callback. It is why this plan funds a seasoning kiln at 14.5% of project cost — an

item most workshops at this scale simply do without.

This plan models a business requiring 2.2 crore (390 lakh promoter + X80 lakh term loan + 50 lakh working-capital
finance), moving from ¥6 crore revenue and a 25 lakh loss in Year 1 to ¥14.25 crore revenue and ¥1.03 crore

profit by Year 3. (Bespoke furniture; craft-led, estimation-exposed — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A bespoke furniture manufacturer — in-house design and detailing, timber selection and seasoning, machining,
joinery, hand craft, upholstery coordination and finishing; supplying designers and architects, hospitality and contract

clients, direct residential commissions, restoration work and export orders.
Vision: To make furniture that is still tight in its joints when the room around it has been redecorated twice.

Mission: Season timber for where the piece will live, not where it was made; estimate honestly and learn from every job;

and never let a piece leave with a finish we would not put our name on.



Legal structure options

o Private Limited — suits hospitality and contract clients, export documentation and equipment finance.
e LLP — workable for a design-led workshop serving designers and private clients.

¢ Proprietorship — the traditional form in this trade and viable at small scale, though it limits contract and export work.

Regulatory anchor: factory licence, labour compliance, and pollution-control consent covering wood dust and
finishing solvents — a spray booth handling PU and lacquer emits VOCs and is both a health and a fire risk,
requiring extraction, containment and proper storage of flammables. Timber legality matters more than most workshops
assume: state forest transit permits govern movement of timber, imported species require customs and
phytosanitary documentation, and several rosewoods (Dalbergia) are CITES-listed, making undocumented
trade an offence rather than a procurement shortcut. FSC or equivalent chain-of-custody certification is
effectively required for export and increasingly requested by hospitality clients. Fire safety in a workshop holding
seasoned timber, dust and solvents deserves genuine attention rather than a nominal extinguisher. Consumer-protection
rules apply to advertised species and finish claims — describing veneered engineered board as solid timber is

misdescription — and contract work brings the usual retention, defect-liability and site-safety obligations.

3. Promoter & Ownership

Led by a promoter with furniture making, joinery, product design or workshop-management background. Three
competences decide outcomes: estimating judgement, since the quotation is where this business makes or loses its money
and there is no second chance to price a bespoke piece; timber knowledge — species behaviour, seasoning, grain selection
and defect reading, none of which can be delegated to software; and craft leadership, because the workshop's output is
only as good as the carpenters in it and those people are increasingly hard to find. Estimating discipline, seasoning

capability, finishing quality & craft retention are the differentiators. Ownership, equity & any partner are editable inputs.

4. Market Analysis — India

Demand is driven by designer-led residential and commercial interiors requiring pieces that do not exist off the shelf,
hospitality fit-outs needing coordinated furniture programmes, growing appetite for solid-wood and handcrafted work
over imported particleboard, restoration of older furniture, and export demand for Indian craftsmanship. Demand is
real but relationship-mediated — this business is largely sold through designers rather than to end
customers. The market rewards craft, finish and reliability; it is estimation-exposed, labour-scarce and slow to

scale.

Demand drivers

« Designer and architect specification of custom pieces — the primary channel, since the designer chooses the
maker.

« Hospitality and contract programmes — hotels, restaurants and offices ordering coordinated furniture in quantity.

o Preference for solid wood and craft among buyers who have experienced engineered-board furniture failing.

« Restoration and refinishing of inherited and antique pieces, a small but steady and margin-rich line.

« Export demand for Indian craftsmanship, subject to certification and consistency.

Market sizing (illustrative framing)



TAM Indian custom & premium furniture Large, fragmented
SAM Designer, contract & direct commissions in reach Relationship-bounded

SOM (Yr 1-3) What the craft workforce can actually make ~1,850 » ~4,300 pieces

The capacity constraint here is people, and it is worsening in a way the sector does not discuss enough.
Master carpenters and joiners are ageing, and the apprenticeship route that produced them has largely
broken down — young workers who might once have entered the trade now find better-paid, less physically demanding
work elsewhere, and a skill transmitted by years of hands-on instruction cannot be replaced by a machine or a short course.
This is the same structural scarcity the jewellery karigar plan described, and it has the same consequence:
capacity is not bought, it is grown. A workshop that does not run its own training pipeline is competing for a shrinking
pool of experienced hands against everyone else in the trade, and will find its growth capped by recruitment long before it is

capped by demand.

Target segments

o Interior designers and architects — the main channel; they specify, they repeat, and they bring defined briefs.
« Hospitality & contract — hotels, restaurants, offices; the one segment offering genuine repeatability.

o Direct HNI and residential commissions — highest margin, highest expectation, longest conversations.

« Restoration and refinishing clients, often the entry point to a longer relationship.

« Export buyers, requiring certification, consistency and packing capability.

5. Competition & Competitive Advantage

Landscape: local carpenters and site-made joinery, branded furniture retail, imported furniture at the premium end, other
bespoke workshops, and the interior contractor who makes furniture on site as part of a turnkey package — often
the closest competitor for the same rupee. Competition is on craft, finish and reliability rather than on price, because a

bespoke piece has no comparable.

The business's edge

e Seasoning capability — kiln-dried to destination moisture content, which most competitors at this scale cannot offer

and cannot fake.

Finishing quality in a controlled booth, since finish is what the client actually sees and judges.

Estimating discipline, which allows realistic prices that hold rather than optimistic ones that get argued about.

Designer relationships built on delivering what was drawn, on the date agreed.

Contract capability — the ability to make 200 matching chairs to consistent quality, which distinguishes a

manufacturer from a workshop.

6. Products & Revenue Model

Bespoke furniture for designers & architects Per piece, quoted ~41% — core channel

Contract & hospitality furniture Repeat runs of a design 26.7% - 33.7% by design

Direct HNI & residential commissions Per commission Best margin



Restoration, refinishing & repair Per job, time-based Small, steady, margin-rich

Export orders FOB, certified Consistency-demanding

Growing the contract and hospitality line from 26.7% to 33.7% of revenue is the plan's central strategic move,
and the reason is structural rather than commercial. Every other line in this business is prototype work — one piece,
one estimate, one chance to get the price right. Contract work is the single place where a bespoke maker gets
repeatability: a hotel orders two hundred identical chairs, and the second chair costs materially less to make
than the first. Jigs get built, the sequence gets learned, waste falls, and the estimate becomes a calculation rather than a
guess. That is the only escape available from prototype economics without abandoning bespoke work
altogether — structurally the same move as the lab-grown diamond plan's shift downstream: using the existing asset base
to reach a part of the market where the economics behave better. The trade-off is honest: contract clients pay less per
piece, pay slower, and hold retention. But they let the workshop learn something, which no bespoke commission

ever does.

7. Go-to-Market — Sold Through Designers, Not To Clients

Winning work

« Designer and architect relationships — the decisive channel; the designer selects the maker, and one good
relationship yields years of commissions.

« A display studio where pieces can be touched, since craft cannot be evaluated from a photograph.

o Contract tendering for hospitality and office programmes, requiring samples and consistency evidence.

« Restoration as an entry point, which builds trust cheaply before a large commission is placed.

Keeping it

+ Delivering what was drawn — a designer's reputation rides on the piece matching their drawing.
« Date reliability, because furniture is usually the last item on a site and any delay is highly visible.
« Prototype and sample discipline for contract work, so the two-hundredth chair matches the approved first.

o Standing behind the piece when timber moves, which it sometimes will even when well seasoned.

Sales approach

Build designer relationships as the primary channel - maintain a studio where craft can be assessed physically = win
hospitality and contract programmes deliberately for repeatability —» keep restoration as a relationship opener - and quote
realistically even when it loses the job. That discipline matters more here than in most trades because a bespoke
workshop cannot recover a bad quotation through volume, substitution or a second run — it simply builds the
piece at a loss and then, having no better information than before, quotes the next one the same way. The

estimating loop is what breaks that cycle, and it only works if the quotations being compared were honest to begin with.

8. Operations Plan (select, season, machine, joint, finish)

o Design & detailing: concept to shop drawings, joinery details, and a costed bill of materials — the input to the
estimate.

o Timber selection: species, grade and grain chosen for the piece, with defect reading before cutting.

e Seasoning: kiln drying to the moisture content of the destination environment, with meter verification before

machining.



e« Machining: sawing, planing, thicknessing, moulding and CNC where the geometry warrants it.

* Joinery & assembly: the craft core — mortise and tenon, dovetail, dowel and modern fixings as appropriate.

¢ Sanding & finishing: PU, melamine, lacquer or natural oil in a controlled dust-free booth; finish is what the client
judges.

« Upholstery coordination where applicable, usually with a specialist partner.

 QC, packing, delivery & installation — a finished piece damaged in transit is a full remake, not a repair.

« Costing feedback: actual cost recorded against estimate on every job, reviewed monthly.

Job cycle

S P R ey
Detail Shop drawings & BOM Drawing completeness
Estimate Quote from BOM & labour hours Jobs within 5% of estimate
Season Kiln to destination MC Moisture content verified
Make Machine, joint, assemble Timber wastage %; hours vs. estimate
Finish Sand & coat in booth Finish rejects
Deliver Pack, transport, install Transit damage; callbacks

Two material realities make this workshop different from a panel factory, and both are costs that look like
inefficiency until they are understood. Timber wastage of 28-34% is normal in solid-wood work and is not
waste in the ordinary sense — a board is bought before it is opened, and knots, shakes, sapwood and warp are revealed
only when it is cut. A board that appeared sound can prove unusable at the exact face where it mattered, and the
piece still has to be made. A plan that budgets 10% wastage on solid timber has not made furniture. The second is moisture
content, addressed in §1 and worth repeating operationally: the meter reading before machining is a genuine go/no-
go gate, because everything downstream — the joint, the finish, the client's opinion of the workshop — depends on timber
that has reached equilibrium for where it is going, not for where it currently sits. Both facts point the same way: the
money in this business is protected before the first cut, in the timber bought and the drying it received, not in

how fast the workshop runs afterwards.

9. Regulatory, Licences & Compliance (India)

« Timber legality: state forest transit permits for timber movement; customs and phytosanitary
documentation for imports; and CITES listing of several rosewoods (Dalbergia) making undocumented
trade an offence, not a procurement shortcut.

« Chain of custody: FSC or equivalent certification is effectively required for export and increasingly requested
by hospitality and corporate clients.

o Environment & safety: pollution-control consent; wood dust extraction as a health and fire control; VOC
emissions and flammable-solvent storage from PU and lacquer finishing, with a properly ventilated and
contained spray booth.

o Fire: a workshop holding seasoned timber, dust and solvents is a genuine fire load — detection, suppression and
housekeeping deserve real investment.

¢ Product description: species and construction claims must be accurate; describing veneered engineered board

as solid timber is misdescription.



o Contract work: retention, defect liability, site-safety obligations and delivery/installation terms.

e Factory, labour and contract-labour compliance; GST, e-way bills and transit insurance on finished pieces.

10. Organisation & Manpower Plan

Promoter / master craftsman

Carpenters, joiners & craftsmen 48 72 104
Finishers & polishers 14 22 32
Machine operators & CNC 8 12 18
Designers, CAD & drawing 7 11 17
QC, delivery & installation 6 10 15
Timber selection, seasoning & stores 5 8 12
Sales, studio & client servicing 5 9 14
Estimating & costing (independent) 4 6 9

Admin, accounts & IT

Two structural points. Craft labour is 22% of revenue here against roughly 9% in the modular plan — that gap is
the entire difference between making things by hand and making them repeatably, and it is why bespoke must command a
much higher gross margin to earn a comparable return. And estimating is a separate function reporting to the

promoter: the people who price the work must not be the people under pressure to win it.

11. Implementation Timeline & Milestones

Setup Month 0-6 Factory, machinery, kiln, finishing booth, studio, craft team recruitment
Ramp Month 6-12 ~1,850 pieces; X6¢r revenue, X25L loss; estimating baseline at 44%
Grow Year 2 Estimating to 62%, contract share rising; 9.5cr, X25L profit

Scale Year 3 X14.25cr revenue, X1.03cr profit; estimates within 5% on 78% of jobs

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.
Estimating accuracy, timber wastage, craft-labour productivity, contract share & finishing rejects are the

levers — and estimating accuracy is the one that decides the year.

12.1 Project cost & means of finance

capital reqUirement _



Machinery (saws, planers, moulders, CNC, sanders, press) 68,00,000

Working capital (timber, WIP & receivables) 55,00,000
Timber seasoning & kiln facility 32,00,000
Factory, dust extraction, finishing booth & utilities 28,00,000
Display studio & sample pieces 18,00,000
Design, CAD & IT 10,00,000
Tools, hand tools & jigs 6,00,000
Legal, registrations, certifications & launch 3,00,000
Promoter contribution 90,00,000
Term loan 80,00,000
Working-capital finance 50,00,000

12.2 Projected Profit & Loss (3 years)

_

Bespoke furniture for designers & architects 2,45,00,000 3,60,00,000 5,10,00,000
Contract & hospitality furniture (repeat runs) 1,60,00,000 2,90,00,000 4,80,00,000
Direct HNI & residential commissions 1,15,00,000 1,70,00,000 2,40,00,000
Restoration, refinishing & repair 42,00,000 62,00,000 88,00,000
Export orders 38,00,000 68,00,000 1,07,00,000
Timber, veneer, hardware, finishes & material 2,52,00,000 3,92,00,000 5,77,00,000
Craft labour & carpentry wages 1,32,00,000 2,05,00,000 3,00,00,000
Salaries (design, estimating, sales, admin) 62,00,000 88,00,000 1,26,00,000
Factory, power, dust extraction, finishing & overheads 45,00,000 62,00,000 85,00,000
Rework, estimation shortfall & warranty 38,00,000 52,00,000 68,00,000
Depreciation, interest & other 38,00,000 46,00,000 55,00,000
Studio, showroom & marketing 32,00,000 42,00,000 56,00,000
Logistics, packing & installation 26,00,000 38,00,000 55,00,000

Total expenses 6,25,00,000 -

Net profit / (loss) before tax (25,00,000)

Net margin (4.2%) 2.6% 7.2%

Gross margin (revenue — material) 58.0% 58.7% 59.5%



Craft labour as % of revenue — vs. ~9% in modular 22.0% 21.6% 21.1%

Jobs delivered within 5% of estimate 44% 62% 78%
Rework & estimation shortfall as % of revenue 6.3% 5.5% 4.8%
Timber wastage 34% 31% 28%
Contract & hospitality share of revenue 26.7% 30.5% 33.7%
Pieces delivered (approx.) ~1,850 ~2,900 ~4,300

12.3 Unit economics & break-even

« Estimating accuracy is the profit driver, and the two rows show it. As jobs delivered within 5% of estimate rise
from 44% to 78%, rework and shortfall fall from 6.3% to 4.8% of revenue. That is roughly 21 lakh at Year 3 — a
fifth of the year's profit — earned entirely by comparing what a job cost against what it was quoted at.

o The high gross margin is not what it appears. 59.5% looks like the fashion-jewellery plan's 66%, but craft labour
consumes 21% of revenue here against 9% in modular — hand-made work converts gross margin into wages
rather than into profit, which is exactly why bespoke must price far above panel manufacture to earn a comparable
return.

« Contract work is the only source of learning. The second identical chair costs materially less than the first; jigs are
built, sequence is learned, waste falls. Every bespoke commission starts the learning curve again at zero.

« Timber wastage falling 34% to 28% is worth roughly X35 lakh at Year 3 volumes and comes from better selection,
cutting optimisation and offcut reuse rather than from cheaper timber.

 Break-even: Year 2. Year 1's loss is inherent to the model: a new workshop's estimates are its worst, its

wastage its highest, and its craft team still learning to work together.

12.4 Projected Cash Flow — Year 1 (quarterly, illustrative)

PartiCUIars (f) n‘mn

Opening balance 55,00,000 25,00,000 13,00,000 6,00,000
Collections 1,28,00,000 1,38,00,000 1,45,00,000 1,52,00,000
Timber, wages, finishing, studio & overheads 1,58,00,000 1,50,00,000 1,52,00,000 1,43,00,000

Closing balance 25,00,000 13,00,000 6,00,000 15,00,000

Cash behaves reasonably here — bespoke commissions carry advances of around 50%, as modular does — but
there is a specific trap the advance conceals. The advance funds the timber, and the timber is then converted
into a piece that exists for exactly one customer. If a client cancels, changes their mind about a species, or a
commission stalls because the interior it belongs to is delayed, the workshop is left holding a half-made object with
no alternative buyer — it cannot be sold to the next client because it was made to somebody else's dimensions
and taste. That is the mirror image of the fashion-jewellery problem: there, finished goods were the risk; here it is
work-in-progress on a cancelled or stalled order. Three disciplines follow. Take a genuine advance and stage the
balance at pre-finish inspection, so a stalled job is not funded entirely by the workshop. Recognise that furniture is
the last item on any interior site — if the site slips, the delivery slips, and the WIP sits — so track order age, not just
order value. And hold seasoned timber stock deliberately: kiln-dried inventory is the one form of stock in this business

that never becomes unsaleable, since it can go into any job.




12.5 Key Performance Indicators to Monitor

« Estimating: jobs delivered within 5% of estimate; actual vs. quoted labour hours by category; rework and shortfall
cost by cause.

 Material: timber wastage %; moisture content verified before machining (target 100%); offcut reuse; species
cost trend.

o Craft: output per craftsman; finishing reject rate; apprentice pipeline and craft attrition; callbacks attributable to timber
movement.

o Commercial: contract and hospitality share; designer repeat rate; order age and stalled-WIP value; advance received
vs. WIP funded.

13. Funding Requirement & Bankability

Total ask: ¥80 lakh term loan plus ¥50 lakh working-capital finance against X90 lakh promoter contribution. Four
points frame the credit. First, the machinery is standard and resaleable — woodworking plant holds value reasonably,
making this a securable proposition. Second, the kiln at 14.5% of project cost deserves explaining rather than
defending: it is the item most workshops at this scale omit, and its absence is the root of the callbacks and warranty costs
that damage reputation in a referral-driven trade — funding it is a quality investment with a directly measurable
return in reduced rectification. Third, the operating risk is estimating rather than demand. Orders are
obtainable; whether they are profitable depends on quotations for pieces nobody has made before, so jobs-within-5%-of-
estimate is a more informative covenant metric than order book or revenue growth. Fourth, work-in-progress
is genuinely illiquid security — a half-built bespoke piece has almost no value to anyone but the client who ordered it,
so a lender should discount WIP heavily and look instead at seasoned timber stock, which retains full value and can go into

any job.

13.1 Funding utilisation

Machinery (saws, planers, moulders, CNC, sanders, press) 68,00,000 30.9%
Working capital (timber, WIP & receivables) 55,00,000 25.0%
Timber seasoning & kiln facility 32,00,000 14.5%
Factory, dust extraction, finishing booth & utilities 28,00,000 12.7%
Display studio & sample pieces 18,00,000 8.2%
Design, CAD & IT 10,00,000 4.5%
Tools, hand tools & jigs 6,00,000 2.7%
Legal, registrations, certifications & launch 3,00,000 1.5%

2'20'00'000 100%

14. Risk Analysis & Mitigation

_ Mitigation




Mis-quoting a

bespoke piece

Timber
movement

after delivery

Timber
wastage &
hidden defects

Craft labour

scarcity

Stalled or
cancelled WIP

Finishing defects

Transit damage

Timber legality
& CITES

Fire — timber,

dust & solvents

Contract
retention & slow

payment

The defining risk: no finished-goods exposure but TOTAL estimation exposure — mis-quote and you
build it anyway, at the agreed price, with no recourse. Estimating as an independent function; actual-vs-
quoted feedback on every job, reviewed monthly — most workshops never close this loop and so

repeat the same mis-estimate for years without seeing it; track jobs within 5% (44% — 78%)

Kiln-season to the DESTINATION environment's moisture content, not the workshop's — timber
worked at 16-18% MC and installed in an air-conditioned interior at 6-8% will shrink, crack and open at the
joints, months later, in the client's home, unmistakably as the maker's fault; meter verification as a

go/no-go gate before machining

28-34% wastage is normal and is not inefficiency — a board is bought before it is opened, and knots,
shakes and warp appear only when cut; a plan budgeting 10% wastage on solid timber has not made

furniture. Better selection, cutting optimisation, offcut reuse

Master carpenters are ageing and the apprenticeship route has largely broken down; run an in-house
training pipeline, because capacity here is not bought, it is grown, and a workshop without one competes

for a shrinking pool against the whole trade

A half-made bespoke piece has no alternative buyer — it was made to someone else's dimensions
and taste. Genuine advance plus a staged payment at pre-finish inspection; track order age; furniture is the

last item on any interior site, so if the site slips the WIP sits

Controlled dust-free booth; finish is what the client judges, and a finish fault on a completed piece usually means

stripping back and starting again

Protective packing and insured transport; a damaged finished piece is a full remake, not a repair

Forest transit permits, import documentation, CITES compliance for Dalbergia species — undocumented

trade is an offence, not a procurement shortcut; FSC chain of custody for export

A workshop holding seasoned timber, wood dust and PU/lacquer solvents is a genuine fire load; extraction,

containment, flammable storage, detection and suppression funded properly

Cap contract share while growing it deliberately; retention tracked; staged billing against approved samples and

delivery milestones

15. SWOT Analysis

Strengths

Weaknesses

No finished-goods risk — nothing is made that has not
been ordered; 59.5% gross margin; seasoning capability most
competitors at this scale cannot match; designer relationships
compound into years of work; contract line offers genuine
repeatability; restoration is steady and margin-rich; machinery

is securable.

Opportunities

Designer-led interiors requiring pieces that do not exist off the
shelf; hospitality and contract programmes offering repeat runs;
buyers disillusioned with engineered-board furniture; export
demand for Indian craftsmanship; restoration of inherited

pieces; certified sustainable timber as a differentiator.

Total estimation risk — a mis-quoted piece is built
anyway at the agreed price; every piece is a prototype
with no learning curve; craft labour at 21% of revenue
converts margin into wages; scarce and ageing skilled
workforce; WIP is illiquid security; timber wastage 28-34% is

unavoidable.

Threats

Imported furniture at the premium end; turnkey contractors
making furniture on site as part of a package; branded
retail at accessible prices; timber price and availability
volatility; CITES and forest-permit tightening; loss of a key

craftsman taking capability with them.



16. Recommended AiSevak Tools for This Business

This bespoke furniture business would use AiSevak's Interior vertical tools in operations:

Estimating: actual-vs-quoted cost feedback per job with within-5% tracking, labour-hour benchmarks by piece

category, shortfall analysis by cause.

Material: moisture-content verification log as a machining gate, timber wastage and offcut-reuse tracker,

species cost and availability monitor, seasoned-stock register.

Craft: output per craftsman, finishing reject rate, apprentice pipeline and attrition, callback analysis by cause.
Commercial: contract-share tracker, designer repeat-rate analysis, order-age and stalled-WIP register, advance-vs-
WIP-funded position.

Compliance: timber transit permit and CITES documentation, FSC chain-of-custody records, fire and solvent-storage

checklist.

17. Key Assumptions & Notes

Bespoke furniture manufacturing: custom and made-to-order furniture in solid timber, veneer and engineered panel —
seating, tables, casegoods, beds, joinery — for designers/architects, hospitality and contract clients, direct residential
commissions, restoration and export; in-house design, timber selection and seasoning, machining, joinery, finishing, QC
and installation.

A THE SECOND PRODUCT MODEL OF THE VERTICAL AND THE DELIBERATE OPPOSITE OF MODULAR: modular
chases STANDARDISATION and is undone by SITE VARIATION; bespoke ABANDONS standardisation
altogether and must earn its margin from CRAFT AND DESIGN rather than from REPEATABILITY.

THE GOVERNING FACT: EVERY PIECE IS A PROTOTYPE — no learning curve across units, no economy of scale, no
second run to recover a first-run mistake, so QUOTING IS ESTIMATION, NOT CALCULATION. This produces an
exposure precisely INVERSE to the fashion-jewellery plan: a make-to-order workshop carries NO FINISHED-
GOODS RISK WHATSOEVER (nothing is made that has not been ordered) BUT TOTAL ESTIMATION RISK —
MIS-QUOTE A PIECE AND YOU BUILD IT ANYWAY, at the agreed price, with no recourse; the client has done nothing
wrong, you simply agreed to a number that was too low and are contractually bound to deliver against it.

THE REMEDY IS UNGLAMOROUS AND ALMOST NEVER IMPLEMENTED: CLOSE THE ESTIMATING LOOP. Most
workshops never compare what a job ACTUALLY cost against what they QUOTED, which meansthey repeat the same
mis-estimate on the same category of work FOR YEARS without ever seeing it — estimating run as a separate
function reporting to the promoter (the people who PRICE the work must not be the people under pressure
to WIN it), with actual-vs-quoted feedback on every job. KPI: jobs within 5% of estimate 44%-78%, driving
rework/shortfall 6.3%-4.8% of revenue — ~X21L at Y3, a FIFTH of the year's profit, earned entirely by
comparing cost against quote.

TIMBER MOVES AND NO CAD FILE CONTROLS IT — MOISTURE CONTENT IS THE SINGLE MOST IMPORTANT
TECHNICAL VARIABLE IN INDIAN FURNITURE MANUFACTURE. Timber worked at 16-18% MC in a humid coastal
workshop and installed in an air-conditioned interior stabilising at 6-8% WILL shrink, crack and open at the joints —
months later, in the client's home, and unmistakably as THE MAKER'S fault. Kiln seasoning to the
DESTINATION environment's MC is not refinement, it is the difference between a piece that lasts a
generation and a warranty callback — hence the kiln funded at 14.5% of project cost, the item most
workshops at this scale simply do without, with meter verification as a go/no-go gate before machining. Second
material reality: TIMBER WASTAGE OF 28-34% IS NORMAL AND IS NOT INEFFICIENCY — a board is bought before
it is opened and knots, shakes, sapwood and warp appear only when cut, so a board that appeared sound can

prove unusable at the exact face where it mattered and a plan budgeting 10% wastage on solid timber has



not made furniture. Both facts point the same way: THE MONEY IN THIS BUSINESS IS PROTECTED BEFORE
THE FIRST CUT — in the timber bought and the drying it received — not in how fast the workshop runs
afterwards.

GROWING CONTRACT & HOSPITALITY FROM 26.7% TO 33.7% IS THE CENTRAL STRATEGIC MOVE, AND THE
REASON IS STRUCTURAL: it is the SINGLE PLACE a bespoke maker gets REPEATABILITY. A hotel orders 200
identical chairs and the second chair costs materially less than the first — jigs get built, sequence gets learned,
waste falls, and the estimate becomes a CALCULATION rather than a guess. That is the only escape from prototype
economics without abandoning bespoke work — structurally the same move as lab-grown-diamond's shift
downstream (using the existing asset base to reach a part of the market where the economics behave better). Trade-off
stated honestly: contract clients pay less per piece, pay slower, hold retention — but they let the workshop LEARN
something, which no bespoke commission ever does.

THE HIGH GROSS MARGIN IS NOT WHAT IT APPEARS: 59.5% looks like fashion-jewellery's 66%, but CRAFT
LABOUR CONSUMES 21% OF REVENUE HERE AGAINST ~9% IN MODULAR — hand-made work converts gross
margin into WAGES rather than into PROFIT, which is exactly why bespoke must price far above panel manufacture
to earn a comparable return. And CAPACITY IS PEOPLE, WORSENING IN A WAY THE SECTOR UNDER-DISCUSSES:
master carpenters are ageing and THE APPRENTICESHIP ROUTE THAT PRODUCED THEM HAS LARGELY
BROKEN DOWN — the same structural scarcity as the jewellery karigar plan, with the same consequence: capacity is
not BOUGHT, it is GROWN, and a workshop without its own training pipeline will find growth capped by recruitment
long before demand.

CASH: bespoke collects ~50% advances like modular, BUT THE ADVANCE CONCEALS A SPECIFIC TRAP — it
funds timber that is converted into a piece existing for EXACTLY ONE CUSTOMER. If a client cancels, changes
species, or the commission stalls because the interior it belongs to is delayed, the workshop holds a half-made
object WITH NO ALTERNATIVE BUYER, because it was made to somebody else's dimensions and taste — the
mirror image of the fashion-jewellery problem: there FINISHED GOODS were the risk, here it is WORK-IN-
PROGRESS on a cancelled or stalled order. —» genuine advance plus a staged payment at pre-finish inspection;
track ORDER AGE not just order value, since FURNITURE IS THE LAST ITEM ON ANY INTERIOR SITE and if
the site slips the WIP sits; and hold SEASONED TIMBER stock deliberately — kiln-dried inventory is the one
form of stock in this business that never becomes unsaleable, since it can go into any job.

Lender framing: machinery is standard and resaleable; the kiln deserves EXPLAINING rather than defending — its
absence is the root of the callbacks and warranty costs that damage reputation in a referral-driven trade,
so funding it is a quality investment with a directly measurable return in reduced rectification, the
operating risk is ESTIMATING not demand, so jobs-within-5%-of-estimate is a more informative covenant
than order book or revenue growth; and WIP IS GENUINELY ILLIQUID SECURITY — a half-built bespoke piece
has almost no value to anyone but the client who ordered it — so discount WIP heavily and look instead at
SEASONED TIMBER STOCK, which retains full value. Compliance: state forest transit permits,
import/phytosanitary documentation, and CITES listing of several rosewoods (Dalbergia) making
undocumented trade an OFFENCE not a procurement shortcut, FSC chain of custody effectively required for
export; wood dust + PU/lacquer solvents make this a genuine FIRE LOAD; and describing veneered
engineered board as solid timber is MISDESCRIPTION. X2.2cr, ~1,850-4,300 pieces, rev 6—14.25cr, Y1 —X25L -
Y3 %1.03cr. Y1 loss inherent to the model — a new workshop's estimates are its worst, its wastage its

highest, and its craft team still learning to work together. Figures illustrative, exclude GST.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Interior Design & Furnishing toolkit to browse

and use them all at https://aisevak.in/verticals/interior — or go straight to any specific tool at



https://aisevak.in/verticals/interior
https://aisevak.in/verticals/interior

https://aisevak.in/service/<tool-name>. No signup needed to explore; each tool guides you step by step.
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