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1. Executive Summary

This plan sets out a Furniture Retail Showroom business in India — home and office furniture retail across six
showrooms, covering living and bedroom furniture, office and institutional furniture, mattresses and sleep products,
dining, storage and occasional furniture, home décor and furnishings, and delivery, assembly and extended-care
services, completing roughly 46,000 deliveries a year by Year 3.

This plan inherits the ten furniture anchor rules set by furniture-manufacturing and converts rules (a) and (b) from a
production obligation into a procurement one. A retailer makes nothing, tests nothing and knows nothing that its
suppliers do not tell it — and it is the only party in the entire chain that the customer ever meets.

⭐⭐  THE ONLY PARTY THE CUSTOMER MEETS IS THE ONE THAT KNOWS LEAST. The manufacturer has a press, a
resin specification and, for export orders, an emission chamber. The retailer has a showroom, a salesperson
and a catalogue photograph. Ask a floor consultant what the emission class of a wardrobe is and he will
answer "premium quality, ISI standard" — NOT BECAUSE HE IS EVADING THE QUESTION BUT BECAUSE THAT IS
THE ENTIRE VOCABULARY HE WAS GIVEN. THE INFORMATION DOES NOT STOP AT THE RETAILER; IT NEVER
REACHES THE RETAILER, and no purchase order in this trade has ever asked for it. So the customer conducts
his whole inquiry with the one participant structurally incapable of answering it, and receives confident
answers that are not lies and are not information either. So this business MAKES DISCLOSURE A BUYING
DECISION: 100% of the catalogue carries a DECLARED EMISSION CLASS AND NAMED SPECIES, NIL SKUs are
stocked without a maker's declaration, every supplier is AUDITED AGAINST HIS OWN DECLARATION, and 42
supplier lines were DELISTED in Year 3 for refusing to declare. WHERE THE ONLY PARTY THE CUSTOMER MEETS
IS THE ONE THAT KNOWS LEAST, DISCLOSURE IS A PROCUREMENT DECISION — SO STOCK NOTHING THE
MAKER WILL NOT DECLARE.

⭐⭐  AND THE FLOOR MODEL IS NOT THE SKU. A display piece is frequently the best unit a factory ever built —
hand-finished, sometimes a pre-production sample, occasionally imported — and the delivered unit shares its
photograph, its name and its price, and not its specification. The customer inspects the display carefully,
thoroughly and correctly, AND THE THING HE INSPECTED IS NOT THE THING THAT ARRIVES. So DISPLAY-VS-
DELIVERED SPECIFICATION DIFFERENCE IS PUBLISHED PER SKU, NIL display pieces are built to a higher
specification than the delivered unit, and OPEN-CARTON INSPECTION BEFORE PAYMENT is offered on 100% of
orders and taken on 78%.

⭐⭐  AND RETAIL RE-CREATES THE INSTALLATION PROBLEM IT DID NOT CAUSE. Assembly happens in the
customer's home through crews that drill, cut and level — reopening the sealed-edge failure the modular plan
documented, without any of its controls. So DELIVERY AND ASSEMBLY CREWS ARE EMPLOYED AND SEAL-
CERTIFIED at 100%, every site cut and drilling is re-sealed at assembly, and reworks fell from 386 to 54.

This plan models an operator requiring ₹16.00 crore (₹6.00 crore investor + ₹4.20 crore working capital + ₹3.60 crore
term loan + ₹2.20 crore promoter), moving from ₹13.00 crore revenue and a ₹2.12 crore loss to ₹52.00 crore
revenue and ₹3.63 crore profit by Year 3 — a 7.0% net margin and 35.1% return on capital. (Furniture retail — figures

illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A furniture retailer that declines to sell what it cannot describe.
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Vision: To make the purchase order the place where disclosure is decided.

Mission: Stock nothing a maker will not declare; publish where the display differs from the delivery; open the carton before
taking the money; employ the people who assemble; and accept the return we said we would.

Legal structure

Private Limited — recommended. Multi-format leasing, supplier contracting, consumer credit tie-ups and outside
capital all assume it.
Declaration clause in every supply agreement — the structural precondition for the whole plan, since a
retailer that buys on price and asks afterwards will never be told.

Buying and supplier-audit functions reporting to the board, independent of the sales floor — because the
line that fails a declaration audit is usually the line that is selling.

Regulatory anchor: the Consumer Protection Act 2019 and its e-commerce and product-liability provisions, under which a
retailer is liable to the consumer for the goods it sells regardless of who manufactured them, and a display
representation that the delivered unit does not meet is an actionable misrepresentation; the Legal Metrology
(Packaged Commodities) Rules on declarations, dimensions and country of origin; BIS standards for panel products, furniture
and mattresses, and the absence of any mandatory emission-class labelling, which means the retailer's purchase
order is the only place in the chain where the question can be asked at all; state Shops and Establishments Acts for
showroom operations and staff; GST, e-way bill and transit documentation for bulky-goods movement; the Motor Vehicles
Act for owned delivery fleets; EPF, ESI and POSH for employed floor and assembly staff, including crews working inside
customers' homes; and fire-safety and occupancy consents for showroom formats. The decisive structural fact is that
THE RETAILER IS THE ONLY PARTY THE CUSTOMER CAN QUESTION AND THE ONLY PARTY WITH NO
INDEPENDENT MEANS OF ANSWERING.

3. Promoter & Ownership

Led by a promoter with furniture retail, home-category or multi-format retail background, with a category-buying head and
a service-operations lead. Three competences decide outcomes. Buying discipline, because in retail every integrity
commitment is executed at the purchase order or not at all. Inventory economics, since bulky goods tie up capital, occupy
expensive floor and punish every buying error twice. And the willingness to delist a selling line, which is where this plan's
proposition sits and which is hardest precisely when a supplier is performing. Ownership, equity & investor terms are
editable inputs; buying and supplier audit report to the board independently of the sales floor, and no
employee's pay is linked to the sale of an undeclared line.

4. Market Analysis — India

Rapidly organising, footfall-driven, and competed on display quality and discount.

Demand drivers

Housing completions and relocation cycles creating episodic, high-value furniture demand.
Organised retail share gain from local carpentry and unbranded dealers.
Office fit-out demand from commercial expansion and hybrid workspace redesign.
Mattress and sleep category growth, now a branded, specification-led purchase.
Consumer finance making larger baskets accessible on EMI.
Rising interest in materials and indoor air quality among urban buyers.
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Market sizing (illustrative framing)

Layer Definition Indicative scale

TAM Indian organised furniture and home retail Large; organising fast; display-and-discount competed

SAM
SKUs whose maker will declare emission class and
species

Bounded by SUPPLIER WILLINGNESS, not by
demand

SOM (Yr
1–3)

Orders delivered from a fully declared catalogue ₹13cr → ₹52cr; 46,000 deliveries; 42 lines delisted

Revenue mix and share (Year 3)

Stream Share Gross margin — and what the buyer can verify

Living & bedroom furniture — retail 34.0% 42.0% — wardrobes and beds; the bedroom exposure case

Office & institutional furniture retail 20.0% 32.0% — bulk buyers who can demand declarations and rarely do

Dining, storage & occasional furniture 16.0% 40.0% — high display dependence; smallest cartons

Mattresses & sleep products 14.0% 48.0% — foam VOC is the same question in a different material

Home décor, furnishings & accessories 10.0% 52.0% — impulse basket; carries the floor

Delivery, assembly & extended-care services 6.0% 44.0% — where the sealed edge is preserved or lost

The first row is where the finding matters most and the declaration is hardest to get, because bedroom
furniture is the largest panel area in a closed sleeping room and the suppliers are the least willing to be
pinned to a number. The second row is the quiet opportunity: institutional buyers purchase in bulk, have
procurement functions, and could demand a declaration at any time — they simply never have, because no
seller has ever offered one and no tender asks. The fourth row extends the anchor into a different material
entirely — a mattress is polyurethane foam and adhesive rather than panel, and its volatile emissions in a
closed bedroom raise exactly the same question with none of the same vocabulary attached.

Constraints

Supplier willingness to declare, which is the hard ceiling on catalogue width.
Inventory capital, since bulky goods tie up both cash and expensive floor.
Footfall conversion, on which the entire fixed-cost base depends.
Showroom rent, the largest single operating line and fixed regardless of trading.

5. Competition & Position

Competitor type Strength Weakness this plan exploits

National furniture retail
chains

Scale, buying power, display quality, brand, finance offers
Purchase orders never ask what the
panel emits

Online furniture
platforms

Range, price, reviews, doorstep delivery, easy discovery
Photograph is the only specification the
buyer ever sees
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Local dealers &
unbranded stores

Cheapest, negotiable, immediate availability
No declaration, no assembly control,
returns refused outright

Brand-owned exclusive
stores

Single-brand depth, controlled specification, service
Display units built above the delivered
production grade

This plan
Declared catalogue, display-vs-delivered published,
carton opened before payment

Narrower range; delists selling lines;
higher price

The positioning makes one claim a shopper can test on the floor in a minute and one he can act on at the door:
ask what this emits and get a number rather than an adjective, and open the carton before you pay rather
than after the delivery van has left. No competitor offers either, and the reason is not concealment but
sequence — nobody asks the supplier, so nobody can answer the customer, and the carton is opened after
payment because that is simply how bulky-goods retail has always been sequenced. The commercial difficulty
is that our range is visibly narrower than a competitor's on the same floor area, and a shopper comparing
catalogues sees fewer options rather than better-described ones.

The cost of the honest position is stated in rupees rather than implied. Stocking nothing a maker will not
declare — and delisting 42 supplier lines to get there — cost ₹2.86 crore of Year-3 margin, the largest item,
because it is range and therefore revenue rather than an expense. Employing and seal-certifying delivery and
assembly crews cost ₹1.48 crore. Publishing display-vs-delivered differences and opening the carton before
payment cost ₹1.24 crore. Accepting returns on published terms rather than refusing them as practice cost
₹98 lakh. Auditing suppliers against their own declarations cost ₹96 lakh. Total ₹7.52 crore against ₹3.63 crore
of profit — so an operator with the same showrooms and the same footfall running trade-standard practice
would earn ₹11.15 crore.

6. The Only Party the Customer Meets Is the One That Knows Least

This is the finding, and it is a property of the chain rather than of anybody in it.

Who knows the emission class Who the customer speaks to

The resin supplier Never

The panel manufacturer Never

The furniture maker Never

The export testing laboratory Never

The showroom consultant ALWAYS — AND HE HAS NOT BEEN TOLD

The purchase order that could have asked NOBODY HAS EVER WRITTEN THE QUESTION

The last two rows together are the finding. Every party that knows something is separated from the customer
by at least two commercial relationships, and the one party he can actually interrogate is a retail employee
whose product training covers finish, dimensions, warranty terms and EMI options. ASK HIM WHAT THE
WARDROBE EMITS AND HE WILL SAY "PREMIUM QUALITY, ISI STANDARD" — WHICH IS NOT AN EVASION, IT IS
THE COMPLETE SET OF WORDS HE HAS BEEN GIVEN FOR THAT QUESTION. THE INFORMATION DOES NOT STOP
AT THE RETAILER; IT NEVER ARRIVES AT THE RETAILER, because no purchase order in this trade has ever
contained the question, and a supplier is not going to volunteer a number nobody requested. So the customer
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conducts his entire inquiry with the single participant structurally incapable of answering it, and comes away
reassured — WHICH IS THE WORST POSSIBLE OUTCOME, BECAUSE A CONFIDENT NON-ANSWER ENDS THE
INQUIRY MORE EFFECTIVELY THAN A REFUSAL WOULD. And the retailer's legal position is the exact inverse of
its informational one: under consumer law it is liable to the buyer for the goods it sells regardless of who
made them, SO IT CARRIES THE FULL RESPONSIBILITY FOR A SPECIFICATION IT HAS NEVER ONCE ASKED
ABOUT. That combination — total customer contact, total legal exposure, zero information — is not a failure of
diligence. IT IS A PURCHASING PRACTICE THAT NOBODY HAS EVER HAD A REASON TO CHANGE.

So disclosure is moved to the only place a retailer can put it: the purchase order. 100% OF THE CATALOGUE
CARRIES A DECLARED EMISSION CLASS AND NAMED SPECIES by Year 3, up from 62%, with NIL SKUs stocked
without a maker's declaration — which means range is now decided by what suppliers will state rather than by
what sells. EVERY SUPPLIER IS AUDITED AGAINST HIS OWN DECLARATION at 100%, by sampling stock and
testing it rather than by accepting a certificate, because a declaration nobody verifies is a marketing sentence
with a number in it. AND 42 SUPPLIER LINES WERE DELISTED IN YEAR 3 for refusing to declare or failing audit,
up from 18 — published with the ground, because a retailer that drops a line quietly has taught the supplier
nothing and the same board will arrive at the next buyer. FLOOR STAFF ARE TRAINED TO SAY "I DON'T KNOW,
AND HERE IS WHAT WE DO KNOW" rather than to reach for an adjective, and nil pay is linked to the sale of an
undeclared line — because the sentence that closed the inquiry was the real problem. Cost ₹3.82 crore across
the two commitments. WHERE THE ONLY PARTY THE CUSTOMER MEETS IS THE ONE THAT KNOWS LEAST,
DISCLOSURE IS A PROCUREMENT DECISION — SO STOCK NOTHING THE MAKER WILL NOT DECLARE.

7. The Floor Model Is Not the SKU

Three further rules, plus the anchor obligations this plan carries into buying.

⭐⭐  THE FLOOR MODEL IS NOT THE SKU. A display piece is frequently the best unit that factory ever produced
— hand-finished, individually inspected, sometimes a pre-production sample and occasionally an import of the
same design — and the unit delivered to the customer shares its photograph, its name and its price while
differing in board grade, edge banding, hinge quality or back panel. THE CUSTOMER'S INSPECTION IS
CAREFUL, CORRECT AND ENTIRELY WASTED, because he is examining a reference object rather than a sample.
So DISPLAY-VS-DELIVERED SPECIFICATION DIFFERENCE IS PUBLISHED PER SKU on the ticket beside the piece,
NIL display pieces are built to a higher specification than the delivered unit, and OPEN-CARTON INSPECTION
BEFORE PAYMENT is offered on 100% of orders and taken on 78% — which inverts the sequence bulky-goods
retail has always used, where the carton opens after the money has moved and the van has gone.

⭐⭐  AND RETAIL RE-CREATES THE INSTALLATION PROBLEM IT DID NOT CAUSE. Assembly happens in the
customer's home: cam-lock drilling, levelling cuts, wall-fixing holes and trimming to skirting — every one of
which opens raw core in exactly the way the modular plan documented, and retail's crews are almost
universally third-party, paid per delivery, and carry no sealing material at all. So DELIVERY AND ASSEMBLY
CREWS ARE EMPLOYED AND SEAL-CERTIFIED at 100%, NIL are engaged per delivery, every site cut and drilling
is re-sealed at assembly, and ASSEMBLIES REWORKED FOR SEALING OR DAMAGE DEFECTS FELL FROM 386 TO
54. Damage is recorded and published, with 96% of it found at staging rather than at the customer's door —
because damage discovered in a living room becomes an argument, and damage discovered in a warehouse is
just a replacement.

⭐⭐  AND A RETURN POLICY THAT IS NEVER HONOURED IS NOT A POLICY. Bulky-goods returns are refused as a
matter of practice across this trade — through restocking conditions, packaging requirements, inspection
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windows measured in hours, and the simple friction of a customer having nowhere to put a wardrobe he is
disputing. So RETURNS ARE ACCEPTED ON PUBLISHED TERMS at 100%, NIL requests are refused outside those
terms, THE ACCEPTANCE RATE IS PUBLISHED at 94%, and the median from request to collection is four days.
Publishing an acceptance rate is what converts a policy into a commitment, since the number falls
immediately if the terms are being applied to defeat it.

What a shopper can check in sixty seconds, on the floor

Every commitment here is testable in the showroom, and the first question is the whole test.

Ask what this piece emits, and see whether you get a number or an adjective. "Premium quality" is not an
answer; it is the sound the chain makes when nobody upstream was asked.
Ask whether the display piece is the same specification as the one delivered. If nobody knows, the thing you
are inspecting is a reference object rather than a sample.
Ask what species the wood is. "Hardwood" and "engineered wood" are categories, not materials, and a retailer that
cannot name it never asked.
Ask if you can open the carton before paying. The answer tells you the sequence, and the sequence is where the
risk sits.
Ask who assembles it, and whether they seal what they drill. A crew paid per delivery carries no sealant,
because sealant costs time and nobody inspects it.
Ask what proportion of returns are accepted. A published rate is a commitment; a stated policy is a document.

The asymmetry in retail is unusual because it is not adversarial at any point — the person selling is as
uninformed as the person buying, and neither of them knows it. Everywhere else in this vertical somebody
holds information and does not pass it on; here THE INFORMATION SIMPLY EVAPORATES ACROSS THE CHAIN,
one commercial relationship at a time, until the only remaining holder of it is a document in a factory nobody
in the transaction has visited. THE CONSULTANT IS NOT CONCEALING THE EMISSION CLASS. HE HAS NEVER
SEEN ONE, HAS NOT BEEN TOLD ONE EXISTS, AND WOULD BE GENUINELY SURPRISED TO LEARN THAT THE
FACTORY MEASURES IT FOR ITS EXPORT ORDERS. That is why the fix cannot be training, disclosure policy or
better signage: none of those create information that is not in the building. IT HAS TO BE THE PURCHASE
ORDER, BECAUSE THE PURCHASE ORDER IS THE ONE DOCUMENT A RETAILER CONTROLS THAT REACHES
BACKWARDS INTO A PLACE WHERE THE ANSWER ACTUALLY EXISTS. And that is also why it costs range rather
than margin — asking the question narrows the catalogue to suppliers willing to answer it, which is a smaller
shop before it is a better one, and 42 delisted lines is what that looks like in the first three years.

8. Operations Plan (buy, display, deliver, stand behind)

Buying

Declaration clause in every supply agreement — emission class, species, carcass specification.
Nil SKUs stocked without a maker's declaration, at any margin or lead time.
Suppliers audited against their own declaration by sampling stock, not accepting certificates.
Lines delisted and published — 42 in Year 3, with the ground.

The floor

Display-vs-delivered difference published per SKU, on the ticket beside the piece.
Nil display pieces above the delivered specification.

Staff trained to say "I don't know, and here is what we do know."
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Nil pay linked to the sale of an undeclared line.

Delivery and assembly

Crews employed and seal-certified — nil engaged per delivery.
Every cut and drilling re-sealed at assembly, per anchor rules (a) and (g).
Open-carton inspection before payment offered on 100% of orders.
Damage found at staging rather than at the door — 96%.

After the sale

Returns accepted on published terms; nil refused outside them.
Acceptance rate published — 94%, with a four-day median to collection.
Extended-care and service contracts used as the failure-data source.
Anchor rules a, b, c, f, g carried into procurement, with 90th percentiles.

The operational hinge is a bedroom range at 16% of revenue whose supplier has been reliable for four years,
delivers on time, prices well and sells through faster than anything else on the floor — and who, asked for the
third time to state an emission class, explains candidly that he has never had it tested for domestic orders and
does not intend to start for one buyer. He is not refusing to comply with anything; there is nothing to comply
with. Delisting him removes the best-selling bedroom range in the business with no replacement of equivalent
price and delivery. So THE BUYING SYSTEM CANNOT RAISE A PURCHASE ORDER AGAINST A SKU WITH NO
DECLARATION ON FILE: it is a hard constraint with no category, seasonal or executive override, and the line is
delisted. The delisting is published with the reason, because a supplier who loses one buyer quietly learns
nothing and a supplier who is told publicly why has been given the only commercial argument for testing that
exists in this market. Two of the 42 delisted lines returned within eighteen months with declarations.

9. Consumer, Product & Retail Compliance (India)

Consumer Protection Act 2019 — a retailer is liable to the consumer for goods it sells regardless of who
manufactured them, and a display representation the delivered unit does not meet is actionable.

Legal Metrology (Packaged Commodities) Rules — declarations, dimensions, country of origin and MRP
presentation.
BIS standards for panel products, furniture and mattresses, and the absence of mandatory emission
labelling — which makes the purchase order the only place the question can be asked.

State Shops and Establishments Acts for showroom hours, staffing and working conditions.
GST, e-way bill and transit documentation for bulky-goods movement across states.
Motor Vehicles Act for owned delivery fleets, driver licensing and load compliance.
EPF, ESI and POSH for floor and assembly staff, including crews working inside customers' homes.

Fire safety and occupancy consents for showroom formats and warehouse staging. The retailer is the only party
the customer can question and the only party with no independent means of answering.

10. Organisation & Manpower Plan

Function
Yr
1

Yr
3

Notes
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Promoter / managing director 1 1 Owns the purchase-order gate

Sales, floor staff & customer experience 34 88 Nil pay linked to undeclared lines

Delivery & assembly crews — employed, seal-certified 26 63
2.6 person-hours per delivery; nil per-delivery
pay

Showroom operations, visual merchandising & display 14 34 Display built to delivered specification

Admin, finance, legal, marketing, technology & BD 14 30 Declaration registry and catalogue platform

Warehouse, staging & damage inspection 12 28 96% of damage found before the door

Supplier declaration audit & display-vs-delivered
verification

6 12
Board-reporting; independent of the sales
floor

Total 107 256 46,000 deliveries across 6 showrooms

The delivery headcount is derived rather than assumed, and it reconciles three ways. By volume: 46,000
deliveries at 2.6 person-hours each is 119,600 person-hours, which across 1,900 productive hours a year is 63
employed delivery-and-assembly staff — a figure that includes the re-seal step at assembly rather than
treating it as something a crew might do if the traffic was kind. By cost per order: the ₹1.48 crore of supplier
declaration audit and display-vs-delivered verification across 46,000 deliveries is ₹322 per order — the cost of
knowing what you sold, on an order averaging ₹11,304, which is under three per cent of the ticket and is
spent by nobody else in this trade. By cost per head: the ₹67 lakh audit salary line across twelve people is
₹5.6 lakh cost-to-company each, and median take-home sits below that because of provident fund, ESI and
gratuity. Supplier audit reports to the board rather than to buying, because the line that fails a declaration
audit is usually the line that is selling.

11. Implementation Timeline & Milestones

Phase Window Milestones

Formation, first two showrooms &
warehouse

Month 0–9 Incorporation, leases, fit-out, opening catalogue, staging facility

Declaration clause in supply
agreements

Month 3–12
62% of catalogue declared; 18 lines delisted; no PO without a
declaration

Employed delivery & assembly crews Month 5–14 26 crew on payroll; seal certification programme; reworks tracked

Display-vs-delivered publication
Month
10–20

Per-SKU tickets; open-carton inspection offered on every order

Supplier audit by sampling
Month
14–26

Stock sampled and tested rather than certificates accepted; 92% audited

Scale & publication
Month
24–36

6 showrooms; 100% declared catalogue; 94% return acceptance
published

Training and competence

Saying "I don't know" — taught explicitly, because the confident non-answer is the actual harm.
Reading a declaration, so floor staff can explain a number rather than recite it.

AiSevak.in  ·  by ABL Digital Technologies Business Plan  ·  Page 9 of 17



Re-sealing at assembly, as a scheduled step with materials issued to every crew.
Delisting a performing supplier, scripted for buyers under category pressure.

12. Financial Plan (Illustrative)

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of a
furniture retail P&L under a declared-catalogue rule. Every input is editable. The defining economics are that showroom
rent and inventory dominate a fixed-cost base that does not flex, so footfall conversion decides the year —
and the largest commitment here costs range rather than margin, which in retail is the same thing as costing
revenue.

12.1 Project cost & funding

Item
₹

lakh
Notes

Showroom fit-out, display & experience areas 568 Display built to delivered specification, not above it

Working capital — inventory across SKUs and formats 486 Bulky goods tie up cash and floor together

Delivery fleet, assembly tooling & sealing equipment 168 Sealant issued to every crew as standard kit

Warehouse, staging & damage-inspection area 152 Damage found here is a replacement, not an argument

Supplier declaration audit & sample verification
capability

96 Stock sampled and tested, not certificates filed

Technology, catalogue, declaration registry & POS 88 No purchase order without a declaration on file

Licences, deposits & pre-operative 42 Lease deposits, consents, registrations

Total project cost 1,600
₹600L investor + ₹420L WC + ₹360L term loan + ₹220L
promoter

12.2 Operating metrics

Metric Yr 1 Yr 2 Yr 3

CATALOGUE CARRYING A DECLARED EMISSION CLASS AND NAMED
SPECIES / SKUs stocked without a maker's declaration / suppliers AUDITED
AGAINST THEIR OWN DECLARATION by sampling stock / supplier lines
DELISTED for refusing to declare or failing audit

62% / 38% /
74% / 18

88% / 12% /
92% / 31

100% / NIL /
100% / 42

DISPLAY-VS-DELIVERED SPECIFICATION DIFFERENCE PUBLISHED PER
SKU / display pieces built to a HIGHER specification than the delivered
unit / OPEN-CARTON INSPECTION BEFORE PAYMENT offered / customers who
took it

100% / 24% /
100% / 41%

100% / 8% /
100% / 62%

100% / NIL /
100% / 78%

DELIVERY AND ASSEMBLY CREWS EMPLOYED AND SEAL-CERTIFIED  /
crews engaged per delivery rather than employed / site cuts and drillings RE-
SEALED AT ASSEMBLY / assemblies reworked for sealing or damage defects

100% / NIL /
88% / 386

100% / NIL /
96% / 168

100% / NIL /
100% / 54

RETURNS ACCEPTED ON PUBLISHED TERMS RATHER THAN REFUSED AS
PRACTICE / requests refused outside the published terms / return
acceptance rate, PUBLISHED / median days from request to collection

100% / NIL /
81% / 11

100% / NIL /
89% / 7

100% / NIL /
94% / 4
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TRANSIT DAMAGE RECORDED AND PUBLISHED / units delivered with
undisclosed transit damage / damage found at staging rather than at the
customer's door / anchor rules a, b, c, f, g carried into procurement

100% / NIL /
62% / 100%

100% / NIL /
84% / 100%

100% / NIL /
96% / 100%

Deliveries completed / showrooms / average order value / cost per order of
declaration audit and display verification / complaints per 100 orders

11.2k / 2 /
₹11,607 /

₹661 / 18.6

27.4k / 4 /
₹11,314 /

₹416 / 9.4

46.0k / 6 /
₹11,304 /

₹322 / 3.8

Row one is the whole plan expressed as a buying constraint: the catalogue reached 100% declared not by
persuading suppliers but by removing the ones who would not answer, and the 42 delisted lines are the cost
of that arithmetic. Row two's second column falling from 24% to nil is the one a shopper would care about
most if he knew to ask — for a quarter of SKUs in Year 1, the piece on the floor was better than the piece in
the van. Row four's published acceptance rate is what converts a return policy into a commitment, because
the number drops immediately if the terms are being used to defeat it. Row six's cost per order falling from
₹661 to ₹322 is scale, and ₹322 against an average order of ₹11,304 is under three per cent of the ticket —
spent by nobody else in this trade.

12.3 Revenue build

Stream Yr 1 (₹L) Yr 2 (₹L) Yr 3 (₹L) Gross margin

Living & bedroom furniture — retail 442 1,054 1,768 42.0%

Office & institutional furniture retail 260 620 1,040 32.0%

Dining, storage & occasional furniture 208 496 832 40.0%

Mattresses & sleep products 182 434 728 48.0%

Home décor, furnishings & accessories 130 310 520 52.0%

Delivery, assembly & extended-care services 78 186 312 44.0%

Total revenue 1,300 3,100 5,200 41.6% blended

12.4 P&L summary

Line Yr 1 (₹L) Yr 2 (₹L) Yr 3 (₹L)

Revenue 1,300 3,100 5,200

Cost of goods — merchandise purchased from declared suppliers (759) (1,809) (3,035)

Gross profit 541 1,291 2,165

Showroom rent, operations, warehouse & display (232) (368) (462)

Sales, floor staff & customer experience (128) (212) (298)

Delivery & assembly crews — employed, seal-certified (98) (172) (248)

Marketing, footfall generation & brand (86) (132) (178)

Supplier declaration audit — emission class, species, carcass (48) (74) (96)

Display-vs-delivered verification & open-carton inspection (26) (40) (52)

Admin, finance, legal, technology & business development (42) (58) (73)
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EBITDA (119) 235 758

Depreciation & amortisation (118) (162) (196)

Finance cost (68) (108) (142)

Other income — extended-care contracts & finance commissions (disclosed) 22 42 64

PBT (283) 7 484

Tax 71 (2) (121)

PAT (212) 5 363

Net margin (16.3%) 0.2% 7.0%

ROCE (14.8%) 4.6% 35.1%

Showroom rent, operations and warehouse at ₹4.62 crore are 8.9% of revenue and the single largest operating
line, fixed regardless of whether anybody walks in — which is why footfall conversion, not margin, decides the
year and why a 20% shortfall takes profit to ₹0.38 crore. The declaration audit and display verification
together are ₹1.48 crore, 2.8% of revenue and ₹322 an order. The largest commitment, at ₹2.86 crore, does
not appear as a cost line anywhere in this statement — it is the range we do not carry, and therefore revenue
that was never earned rather than expense that was incurred. Other income of ₹64 lakh is extended-care
contracts and finance commissions, disclosed as a line and 1.2% of revenue. Commitments of ₹7.52 crore
against ₹3.63 crore of profit mean an operator with the same showrooms running trade-standard practice
would earn ₹11.15 crore.

12.5 Break-even & sensitivity

Scenario
Yr 3

revenue
Yr 3
PAT

Comment

Base ₹52.0cr ₹3.63cr As modelled, fully declared catalogue

Trade-standard — stock what sells, no declarations,
contract assembly

₹63.4cr ₹12.84cr
The trade's model, computed rather
than dismissed

Footfall conversion falls a fifth ₹41.6cr ₹0.38cr
Rent does not flex; this is the
exposure that matters

Catalogue narrows further on declaration refusals ₹44.7cr ₹1.35cr The rule is allowed to cost range again

Mattress & décor halved ₹45.8cr ₹1.31cr The two highest-margin lines carry the floor

Showroom rent +25% ₹52.0cr ₹2.76cr
Largest fixed line, negotiated once every
five years

13. Funding Requirement & Bankability

Source ₹ lakh Terms (indicative)

Investor equity 600 Showroom rollout and catalogue build; declaration covenant

Working capital facility 420 Inventory across six formats; seasonal peaks
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Term loan 360 Fit-out, fleet and warehouse; 6 years

Promoter contribution 220 Cash and retail-operations leadership

Total 1,600 Illustrative structure

An investor should read declared-catalogue share, delisted lines, display-vs-delivered gap and the published
return acceptance rate, and should understand that the largest commitment removes range rather than
adding cost. The starkest figure is that stocking whatever sells, asking no supplier anything and sub-
contracting assembly would take profit from ₹3.63 crore to ₹12.84 crore across the same six showrooms — and
a shopper walking both floors could not tell them apart, because the difference is entirely in documents he
has never been shown. That is precisely why it is a covenant. The sharpest operating exposure is not a
commitment at all: footfall conversion falling a fifth takes profit to ₹0.38 crore, because rent, fit-out
depreciation and floor staffing are fixed and this is a business that pays for the customers who do not buy as
well as the ones who do. A lender should size the working-capital facility against inventory turns rather than
against revenue, since bulky goods absorb cash and floor simultaneously.

Use of funds — 36% showroom fit-out and display, 30% inventory working capital, 11% delivery fleet and assembly
tooling, 9% warehouse and staging, 6% declaration audit capability, 6% technology and registry, 2% deposits and pre-
operative.
Repayment — term loan over 6 years from Year 3 cash flow; working capital revolving against inventory and
receivables.
Investor exit — sale to a national furniture retailer, a home-category group or an omnichannel platform; or promoter
buyback. Declared-catalogue, display-vs-delivered and return-acceptance commitments survive change of
control.

14. Risk Analysis & Mitigation

Risk Impact Mitigation

The only
party the
customer
meets is the
one that
knows least

Every party that knows something — resin supplier,
panel maker, furniture manufacturer, export
laboratory — IS SEPARATED FROM THE CUSTOMER
BY AT LEAST TWO COMMERCIAL RELATIONSHIPS,
and the one party he can interrogate is A RETAIL
EMPLOYEE WHOSE TRAINING COVERS FINISH,
DIMENSIONS, WARRANTY AND EMI. Ask what it
emits and he says "PREMIUM QUALITY, ISI
STANDARD" — NOT AN EVASION BUT THE
COMPLETE SET OF WORDS HE WAS GIVEN. THE
INFORMATION DOES NOT STOP AT THE RETAILER; IT
NEVER ARRIVES, because NO PURCHASE ORDER
HAS EVER CONTAINED THE QUESTION. The
customer comes away REASSURED, WHICH IS THE
WORST OUTCOME, BECAUSE A CONFIDENT NON-
ANSWER ENDS THE INQUIRY MORE EFFECTIVELY
THAN A REFUSAL WOULD — while the retailer
carries FULL CONSUMER LIABILITY FOR A
SPECIFICATION IT HAS NEVER ASKED ABOUT

MOVE DISCLOSURE TO THE PURCHASE ORDER — THE
ONE DOCUMENT A RETAILER CONTROLS THAT
REACHES BACKWARDS TO WHERE THE ANSWER
EXISTS. 100% OF CATALOGUE CARRYING A DECLARED
EMISSION CLASS AND NAMED SPECIES (from 62%),
NIL SKUs stocked without a maker's declaration, SO
RANGE IS DECIDED BY WHAT SUPPLIERS WILL STATE
RATHER THAN BY WHAT SELLS. EVERY SUPPLIER
AUDITED AGAINST HIS OWN DECLARATION BY
SAMPLING STOCK AND TESTING IT, BECAUSE A
DECLARATION NOBODY VERIFIES IS A MARKETING
SENTENCE WITH A NUMBER IN IT. 42 LINES DELISTED,
PUBLISHED WITH THE GROUND. Floor staff trained to
say "I DON'T KNOW, AND HERE IS WHAT WE DO
KNOW"; nil pay linked to undeclared lines (₹3.82cr).
GENERAL RULE: WHERE THE ONLY PARTY THE
CUSTOMER MEETS IS THE ONE THAT KNOWS LEAST,
DISCLOSURE IS A PROCUREMENT DECISION — STOCK
NOTHING THE MAKER WILL NOT DECLARE
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The best-
selling
bedroom
range that
will not be
tested

A supplier at 16% OF REVENUE, RELIABLE FOR FOUR
YEARS, on time, well priced and SELLING THROUGH
FASTER THAN ANYTHING ELSE ON THE FLOOR,
explains candidly that HE HAS NEVER HAD IT
TESTED FOR DOMESTIC ORDERS AND WILL NOT
START FOR ONE BUYER. HE IS NOT REFUSING TO
COMPLY WITH ANYTHING; THERE IS NOTHING TO
COMPLY WITH. Delisting removes the best-selling
bedroom range with NO REPLACEMENT OF
EQUIVALENT PRICE AND DELIVERY

THE BUYING SYSTEM CANNOT RAISE A PURCHASE
ORDER AGAINST A SKU WITH NO DECLARATION ON
FILE — a hard constraint with NO CATEGORY,
SEASONAL OR EXECUTIVE OVERRIDE. THE SYSTEM
REFUSES RATHER THAN WARNS (rule j). The line is
DELISTED AND THE DELISTING PUBLISHED WITH THE
REASON, because a supplier who loses one buyer
quietly LEARNS NOTHING, and one told publicly why
HAS BEEN GIVEN THE ONLY COMMERCIAL ARGUMENT
FOR TESTING THAT EXISTS IN THIS MARKET. Two of
the 42 returned within eighteen months with
declarations

The floor
model is not
the SKU

A display piece is frequently THE BEST UNIT THAT
FACTORY EVER PRODUCED — hand-finished,
individually inspected, sometimes A PRE-
PRODUCTION SAMPLE — and the delivered unit
shares its PHOTOGRAPH, NAME AND PRICE while
differing in board grade, edge banding, hinge or
back panel. THE CUSTOMER'S INSPECTION IS
CAREFUL, CORRECT AND ENTIRELY WASTED,
BECAUSE HE IS EXAMINING A REFERENCE OBJECT
RATHER THAN A SAMPLE

DISPLAY-VS-DELIVERED SPECIFICATION DIFFERENCE
PUBLISHED PER SKU ON THE TICKET BESIDE THE
PIECE, NIL display pieces built above the delivered
specification (from 24%), and OPEN-CARTON
INSPECTION BEFORE PAYMENT offered on 100% of
orders and taken on 78% — WHICH INVERTS THE
SEQUENCE BULKY-GOODS RETAIL HAS ALWAYS USED,
WHERE THE CARTON OPENS AFTER THE MONEY HAS
MOVED AND THE VAN HAS GONE (₹1.24cr)

Retail re-
creates the
installation
problem

Assembly happens IN THE CUSTOMER'S HOME —
cam-lock drilling, levelling cuts, wall-fixing holes,
trimming to skirting — EVERY ONE OPENING RAW
CORE exactly as the modular plan documented, and
retail's crews are almost universally THIRD-PARTY,
PAID PER DELIVERY, AND CARRY NO SEALING
MATERIAL AT ALL

CREWS EMPLOYED AND SEAL-CERTIFIED (100%), NIL
engaged per delivery, EVERY CUT AND DRILLING RE-
SEALED AT ASSEMBLY, reworks 386 → 54. Damage
recorded and published with 96% FOUND AT
STAGING RATHER THAN AT THE CUSTOMER'S DOOR —
BECAUSE DAMAGE DISCOVERED IN A LIVING ROOM
BECOMES AN ARGUMENT AND DAMAGE DISCOVERED
IN A WAREHOUSE IS JUST A REPLACEMENT (₹1.48cr)

A return
policy that is
never
honoured

Bulky-goods returns are REFUSED AS A MATTER OF
PRACTICE — through restocking conditions,
packaging requirements, INSPECTION WINDOWS
MEASURED IN HOURS, and the simple friction of A
CUSTOMER HAVING NOWHERE TO PUT A
WARDROBE HE IS DISPUTING

RETURNS ACCEPTED ON PUBLISHED TERMS (100%),
NIL refused outside them, ACCEPTANCE RATE
PUBLISHED AT 94% with a FOUR-DAY MEDIAN to
collection. PUBLISHING AN ACCEPTANCE RATE IS
WHAT CONVERTS A POLICY INTO A COMMITMENT,
SINCE THE NUMBER FALLS IMMEDIATELY IF THE
TERMS ARE BEING APPLIED TO DEFEAT IT (₹98L)

Footfall and
fixed cost

Rent, fit-out depreciation and floor staffing do not
flex; conversion falling a fifth takes profit to ₹0.38cr

Six formats across catchments to spread footfall risk; décor
and mattress at 48–52% margin to lift basket value;
extended-care and finance commissions as non-footfall
income; and lease terms negotiated with turnover-linked
components where available

Inventory and
range width

Bulky goods absorb cash and floor together, and a
declared-only catalogue is structurally narrower
than a competitor's

Working capital sized against inventory turns rather than
revenue; delisted categories replaced deliberately rather
than left empty; supplier development to bring lines back
with declarations; and range depth prioritised over range
width so a narrower catalogue reads as curation
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15. SWOT Analysis

Strengths

100% of catalogue with declared emission class and species

Suppliers audited by sampling stock, not filing certificates

Display-vs-delivered published; nil display above delivered

Open-carton inspection before payment on every order

94% return acceptance, published

Weaknesses

₹7.52cr forgone against ₹3.63cr of profit

Narrower range on the same floor area

Delists performing suppliers

Fixed cost base; footfall decides the year

Opportunities

Institutional buyers who could demand declarations and
never have

Any mandatory emission labelling favours us immediately

Suppliers returning with declarations after delisting

Mattress and foam VOC as the same question, next

Buyers who have received a delivery unlike the display

Threats

Competitors with wider undeclared ranges at lower prices

Online platforms where a photograph is the only
specification

Showroom rent escalation on renewal

Supplier consolidation reducing declared alternatives

16. Recommended AiSevak Tools for This Business

Declaration registry — no purchase order raises against a SKU without emission class and species on file.

Supplier audit sampler — stock pulled and tested against the declaration, not certificates accepted.

Display-vs-delivered ticket — specification difference printed beside the floor model.

Open-carton workflow — inspection offered and recorded before payment is taken.

Assembly seal checklist — every cut and drilling re-sealed and logged by the employed crew.

Return acceptance tracker — requests, outcomes and acceptance rate published per period.

Delisting log — supplier lines dropped, published with the declaration ground.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, delivery
volumes, average order value, footfall conversion and acceptance rates are editable inputs; actual outcomes depend on
rent, catchment quality, supplier willingness and competitive pricing. Figures are in Indian rupees. This plan inherits
the ten furniture anchor rules set by `furniture-manufacturing` and converts rules (a) and (b) into
procurement obligations.

The central integrity finding is that the only party the customer meets is the one that knows least. The
manufacturer has a press, a resin specification and an export emission chamber; the retailer has a showroom, a
salesperson and a catalogue photograph. Ask a floor consultant what a wardrobe emits and he will say
"premium quality, ISI standard" — not an evasion but the complete set of words he was given for that
question.

The information does not stop at the retailer; it never arrives at the retailer. No purchase order in this trade
has ever contained the question, and a supplier will not volunteer a number nobody requested. So the customer
conducts his entire inquiry with the single participant structurally incapable of answering it, and comes
away reassured — which is the worst possible outcome, because a confident non-answer ends the inquiry
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more effectively than a refusal would. And the retailer's legal position is the inverse of its informational one: it is
liable to the buyer for goods it sells regardless of who made them, so it carries full responsibility for a specification it has
never asked about.
So disclosure is moved to the only place a retailer can put it. The whole catalogue carries a declared emission
class and named species, nil SKUs are stocked without a maker's declaration, every supplier is audited against his own
declaration by sampling stock rather than accepting a certificate, and 42 lines were delisted and published with the
ground. Floor staff are trained to say "I don't know, and here is what we do know", because the sentence
that closed the inquiry was the real problem. It costs ₹3.82 crore. WHERE THE ONLY PARTY THE CUSTOMER
MEETS IS THE ONE THAT KNOWS LEAST, DISCLOSURE IS A PROCUREMENT DECISION — SO STOCK NOTHING
THE MAKER WILL NOT DECLARE.

The floor model is not the SKU. A display piece is frequently the best unit that factory ever built — hand-finished,
sometimes a pre-production sample — and the delivered unit shares its photograph, name and price while differing in
board grade, edge banding, hinge or back panel. The customer's inspection is careful, correct and entirely
wasted, because he is examining a reference object rather than a sample. So the difference is published
per SKU on the ticket, nil display pieces exceed the delivered specification, and open-carton inspection
before payment is offered on every order and taken on 78% — inverting the sequence bulky-goods retail
has always used.

Retail re-creates the installation problem it did not cause. Assembly happens in the customer's home through
drilling, levelling cuts and wall fixing, opening raw core exactly as the modular plan documented, and retail's crews are
almost universally third-party, paid per delivery and carrying no sealant. So crews are employed and seal-certified,
every cut is re-sealed at assembly, reworks fell from 386 to 54, and 96% of transit damage is found at
staging rather than at the door — because damage discovered in a living room becomes an argument and
damage discovered in a warehouse is just a replacement. And returns are accepted on published terms with the
acceptance rate published at 94%, since publishing the rate is what converts a policy into a commitment.
The asymmetry here is unusual because it is not adversarial at any point. The person selling is as uninformed
as the person buying, and neither of them knows it — everywhere else in this vertical somebody holds information and
does not pass it on, whereas here the information simply evaporates across the chain, one commercial relationship at a
time. The consultant is not concealing the emission class; he has never seen one and would be genuinely
surprised to learn the factory measures it for export. That is why the fix cannot be training, policy or
signage: none of those create information that is not in the building. It has to be the purchase order,
because that is the one document a retailer controls that reaches backwards into a place where the
answer exists — and it costs range rather than margin, which in retail is the same thing as costing
revenue.

Compliance and professional advice. The Consumer Protection Act 2019 and its product-liability provisions, under
which a retailer is liable to the consumer for goods it sells regardless of who manufactured them, and a
display representation the delivered unit does not meet is actionable; the Legal Metrology (Packaged
Commodities) Rules on declarations, dimensions and country of origin; BIS standards for panel products, furniture and
mattresses, and the absence of mandatory emission labelling, which makes the purchase order the only
place the question can be asked; state Shops and Establishments Acts for showroom operations; GST, e-way bill and
transit documentation for bulky-goods movement; the Motor Vehicles Act for owned fleets; EPF, ESI and POSH for floor
and assembly staff including crews working inside customers' homes; and fire-safety and occupancy consents for
showroom formats. The retailer is the only party the customer can question and the only party with no
independent means of answering — which is why the declaration clause is a business decision rather than
a compliance one. Professional advice should be taken on supplier declaration warranties and indemnities, display
representation liability, return-policy drafting, and in-home service-crew obligations.
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▶ Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Furniture Manufacturing & Retail toolkit to
browse and use them all at https://aisevak.in/verticals/furniture — or go straight to any specific tool at
https://aisevak.in/service/<tool-name>. No signup needed to explore; each tool guides you step by step.

Prepared by AiSevak.in — a product of ABL Digital Technologies. AI-powered business services for India. This is AI-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this
plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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