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1. Executive Summary

This plan sets out a Modular Furniture Business  in India — modular kitchens and storage sold, manufactured and
installed, covering residential modular kitchens, wardrobes and bedroom storage, living, study and utility storage,
builder and project fit-out, hardware, appliance and countertop supply, and installation, service and maintenance
contracts, delivering roughly 3,400 installed projects a year by Year 3.

This plan inherits the ten furniture anchor rules set by furniture-manufacturing and hardens rules (a) and (g). A modular
kitchen is the highest-exposure furniture case in an Indian home — the largest continuous area of engineered
panel, in the hottest and wettest room, closest to food — and it is the only furniture that is finished with a saw
after it arrives.

⭐⭐  THE EMISSION CLASS ON THE CARTON DESCRIBES A PANEL THAT NO LONGER EXISTS BY THE TIME THE
KITCHEN IS FITTED. Factory panels arrive edge-banded and sealed, and then every installation cuts them: the
sink cutout, the hob aperture, pipe chases, scribing to an out-of-square wall, plinth trimming, drilling for
services. EACH CUT EXPOSES RAW UNSEALED CORE, AND ALMOST NOBODY RE-SEALS IT, BECAUSE THE CUT
FACE IS HIDDEN BEHIND A CABINET OR UNDER A COUNTERTOP. So the factory certificate is TRUE AT THE
FACTORY GATE AND FALSE AT THE POINT OF USE — the tested product was destroyed, on purpose, by the
people delivering it. And the same exposed edge is the single most reliable way to destroy the kitchen: water
wicks into the core under a sink, the board swells irreversibly, and the failure surfaces in year three as a soft
bulging cabinet base that the whole trade treats as an unavoidable property of modular kitchens rather than
as an installation defect. So this business RE-SEALS AND VERIFIES EVERY SITE CUT BEFORE HANDOVER at
100%, RE-TESTS EMISSION IN THE INSTALLED KITCHEN rather than in the factory, and PUBLISHES FAILURE BY
CABINET POSITION. WHERE THE LAST CUT IS MADE ON SITE, THE FACTORY TEST CERTIFIES A PRODUCT
NOBODY RECEIVES — SO RE-SEAL EVERY CUT AND TEST WHAT WAS INSTALLED.

⭐⭐  AND THE QUOTATION IS NOT A PRICE. Modular is sold on a per-square-foot rate that excludes hardware,
countertop, sink, appliances, electrical and "civil work", so a customer signs ₹3.2 lakh and pays ₹4.9 lakh —
and the gap is not an overrun but the mechanism. THE OLD KITCHEN IS DEMOLISHED FIRST, WHICH IS WHEN
THE EXCLUSIONS ARRIVE, AND A HOUSEHOLD WITH NO KITCHEN CANNOT WALK AWAY. So the ALL-IN
DELIVERED PRICE IS QUOTED at 100%, variance between signed quotation and final invoice fell to 1.4%, and
NIL demolition begins before the final price is signed.

⭐⭐  AND THE CARCASS NOBODY SEES IS NOT THE PRODUCT THAT WAS SOLD. The customer inspects the
shutter; the carcass behind it, and the back panel behind that, are routinely a grade below. So the CARCASS IS
BUILT TO THE SAME SPECIFICATION AS THE SHUTTER, its emission class is PRINTED INSIDE THE CABINET where
an owner can find it years later, and NIL components are specified below the visible surface.

This plan models an operator requiring ₹14.00 crore (₹5.20 crore investor + ₹3.60 crore working capital + ₹3.20 crore
term loan + ₹2.00 crore promoter), moving from ₹14.00 crore revenue and a ₹1.40 crore loss to ₹58.00 crore
revenue and ₹4.65 crore profit by Year 3 — an 8.0% net margin and 48.1% return on capital. (Modular furniture —

figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A modular business that tests the kitchen it installed, not the panel it shipped.
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Vision: To make the signed price the final price and the fitted kitchen the tested one.

Mission: Re-seal every cut we make on site and prove it; quote the whole cost before anything is demolished; build the
carcass to the standard of the door; employ the people who install; and publish which cabinet fails first.

Legal structure

Private Limited — recommended. Consumer contracting, builder projects, appliance distribution and outside capital all
assume it.
Installation crews employed rather than engaged per kitchen — the structural precondition for the re-seal
step, since a crew paid per kitchen is paid to finish and the sealing is the only task nobody will ever
inspect.

Site verification reporting to the board, independent of sales and installation — because a handover held
for a sealing defect is a customer payment delayed and a consultant's commission with it.

Regulatory anchor: the Consumer Protection Act 2019 and its e-commerce and unfair-trade-practice provisions, under
which a quoted rate that systematically excludes the majority of the delivered cost is a representation problem
rather than a commercial preference; BIS standards for panel products and kitchen furniture, and the absence of any
mandatory formaldehyde emission-class labelling for domestic furniture — compounded here because the
installed product is not the tested product; the Legal Metrology Act on declared measurements and pack disclosures;
the Real Estate (Regulation and Development) Act where fit-out is supplied into builder projects and forms part of a sale
representation; the Factories Act and state Shops and Establishments rules for the manufacturing unit and studios; EPF, ESI
and POSH for employed installation crews; electrical safety and appliance standards for integrated hobs, hoods and lighting;
and the Water and Air Acts for the finishing line. The decisive structural fact is that NO RULE ANYWHERE REQUIRES
THE FINISHED KITCHEN TO MATCH THE SPECIFICATION OF THE PANELS THAT WERE DELIVERED TO BUILD IT.

3. Promoter & Ownership

Led by a promoter with modular furniture, interiors or kitchen-retail background, with a production head and a site-
operations lead. Three competences decide outcomes. Installation discipline, because in this business the factory is the
easy half and every failure mode of consequence is created on site by somebody working alone in a customer's flat. Honest

quotation design, since selling an all-in price against competitors quoting a bare rate is a sales problem before it is an
ethical one. And the willingness to hold a handover, which is where this plan's proposition sits and which is tested every
time a customer wants to cook and a seal has failed inspection. Ownership, equity & investor terms are editable inputs; site
verification reports to the board independently of sales and installation, and no employee's pay is linked to
handover speed.

4. Market Analysis — India

Fast-growing, design-led and sold almost entirely on a headline rate per square foot.

Demand drivers

Apartment completions delivering bare kitchens that require fit-out before occupation.
Rising disposable income and the kitchen's shift from utility space to display space.
Nuclear households in smaller flats where storage efficiency has real value.
Builder tie-ups bundling modular fit-out into project handover.
Appliance integration — hobs, hoods, ovens and dishwashers requiring designed cabinetry.
Organised brands displacing local carpentry in metro and tier-two markets.
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Market sizing (illustrative framing)

Layer Definition Indicative scale

TAM Indian modular kitchen and storage demand Large; fastest-growing furniture segment

SAM Projects deliverable at an all-in quoted price
Bounded by HEADLINE-RATE COMPETITION, not by

demand

SOM (Yr
1–3)

Kitchens installed with every site cut re-sealed and
verified

₹14cr → ₹58cr; 3,400 projects; 1.4% price variance

Revenue mix and share (Year 3)

Stream Share Gross margin — and where the cutting happens

Modular kitchens — residential 38.0% 42.0% — most site cuts, most water, most exposure

Wardrobes & bedroom storage 22.0% 38.0% — fewer cuts, but a closed sleeping room

Builder & project fit-out (bulk) 16.0% 26.0% — lowest margin; specification set by somebody else

Living, study & utility storage 14.0% 36.0% — simpler installs, fewer service interfaces

Hardware, appliances & countertop supply 7.0% 22.0% — the exclusions competitors quote separately

Installation, service & maintenance contracts 3.0% 48.0% — where the failure data comes from

The first row is the whole finding concentrated: a kitchen has more site cuts than any other furniture, in the
room with the most heat and moisture, and the cuts that matter most — the sink cutout and the plumbing
chase — are the ones that end up wettest and are hidden the moment the counter goes on. The fifth row is
unusual for this trade and deliberate: hardware, countertop and appliances are inside our quoted price rather
than sold as extras afterwards, which drops the headline rate's competitiveness and is the entire reason the
price variance is 1.4% rather than the segment's routine thirty to sixty per cent. The sixth row is small and
disproportionately useful — service contracts are how we learn which cabinet position fails first, which is a
fact no manufacturer without a service arm can know about its own product.

Constraints

Headline-rate competition, which is the hard ceiling on selling an all-in price.
Installation capacity, since employed crews cannot be flexed like contract labour.
Working capital, with project advances, inventory and staged completion.
Site readiness, where civil and plumbing delays consume crew days we still pay for.

5. Competition & Position

Competitor type Strength Weakness this plan exploits

National modular brands Design, showrooms, brand, finance offers, scale
Headline rate excluding most of the
delivered cost

Regional modular players Price, speed, local installation networks
Contract crews paid per kitchen; site cuts
never sealed
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Local carpentry & interior
contractors

Cheapest, fully bespoke, direct customer
relationship

No emission testing, no carcass specification
at all

Builder-supplied fit-out
Bundled into the flat, no separate decision
required

Specification written to a cost line the buyer
never sees

This plan
All-in price, every cut re-sealed, installed
kitchen tested

Higher headline rate; employed crews; slower
handover

The positioning makes one claim a customer can verify from the signed paper and one he can verify by
opening a cabinet: the number you sign is the number you pay, and the emission class is printed inside the
carcass rather than on a carton that left with the delivery van. No competitor offers the first, because the
headline rate is how orders are won, and none offers the second, because the tested panel stops being the
tested panel the moment the installer picks up a jigsaw. The commercial difficulty is severe and structural: our
quoted number is visibly higher than a competitor's opening rate for the identical kitchen, and the customer
cannot see that the two numbers describe different things until the demolition has already happened at the
other firm.

The cost of the honest position is stated in rupees rather than implied. Quoting the all-in delivered price and
holding the variance to 1.4% cost ₹2.24 crore of Year-3 margin — the largest item, because it is revenue a
competitor collects later and we simply do not. Employing installation crews rather than engaging them per
kitchen cost ₹1.86 crore. Building the carcass to the same specification as the shutter cost ₹1.42 crore. Re-
sealing and verifying every site cut, and re-testing emission in the installed kitchen, cost ₹1.28 crore. Refusing
to begin demolition before the final price is signed cost ₹68 lakh in lost and delayed orders. Total ₹7.48 crore
against ₹4.65 crore of profit — so an operator with the same studios and the same order book running trade-
standard practice would earn ₹12.13 crore.

6. The Certificate Describes a Panel That No Longer Exists

This is the finding, and it is created by the people delivering the product.

What leaves the factory What is installed in the kitchen

Panel edge-banded on all exposed faces Cut for the sink; edge now raw

Emission class tested and printed on the carton Carton discarded at the door

Back panel sealed Drilled for services; core exposed

Side panel square and finished Scribed to an out-of-square wall

Plinth to length Trimmed on site to floor level

A tested, sealed, certified product SIX TO TWELVE UNSEALED CUT FACES

The last row is the finding, and it is not a lapse by anybody. Every one of those cuts is necessary — a kitchen
must fit a real wall, a real floor and a real plumbing stack, and no factory can pre-cut for a site nobody has
surveyed to the millimetre. THE PRODUCT IS DESIGNED TO BE CUT, AND THE CUTTING IS DONE BY THE ONLY
PERSON IN THE CHAIN WITH NO TESTING EQUIPMENT, NO SEALING MATERIAL AND NO REASON TO BELIEVE IT
MATTERS. He is right that nobody will inspect it: the sink cutout disappears under a countertop within the
hour, the service drillings sit behind a cabinet back, and the scribed edge faces a wall for the life of the
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kitchen. SO THE FACTORY CERTIFICATE IS TRUE WHERE IT IS ISSUED AND FALSE WHERE IT IS USED, AND
NOTHING IN THE PROCESS EVER RECONCILES THE TWO. And the second consequence is the one every Indian
household already knows without knowing why: an unsealed core under a sink wicks water, swells irreversibly,
and fails. The sink-base cabinet going soft in year three is SO UNIVERSAL THAT THE TRADE TREATS IT AS A
PROPERTY OF MODULAR KITCHENS RATHER THAN AS AN INSTALLATION DEFECT — customers are told
engineered board "does not like water", as though the board had been installed unsealed by nature rather
than by a man with a jigsaw twenty minutes before the counter arrived. IT IS NOT A MATERIAL LIMITATION. IT
IS AN UNPERFORMED TEN-MINUTE STEP, REPEATED IN EVERY KITCHEN IN THE COUNTRY.

So the cut is sealed and the installed kitchen is what gets tested. EVERY SITE CUT IS RE-SEALED AND VERIFIED
BEFORE HANDOVER at 100%, up from 92%, with NIL cuts left with raw exposed core — photographed against a
checklist by position, because a seal nobody records is a seal nobody applied. EMISSION IS RE-TESTED IN THE
INSTALLED KITCHEN rather than in the factory, at 100% of projects by Year 3 from 62%, measuring 0.024
mg/m³ against a 0.08 reference — which is the only measurement in this industry taken where the customer
actually breathes. INSTALLERS ARE CERTIFIED ON THE RE-SEAL PROCEDURE at 100%, and installations
reworked for sealing defects fell from 214 to 28, each investigated. AND FAILURE IS PUBLISHED BY CABINET
POSITION — sink-base, dishwasher, hob and dry storage — with sink-base failures within five years falling from
11.4% to 1.9% and median years to first swelling failure at a wet position rising from 4.6 to 9.8. Cost ₹1.28
crore, which is ₹3,765 a project. WHERE THE LAST CUT IS MADE ON SITE, THE FACTORY TEST CERTIFIES A
PRODUCT NOBODY RECEIVES — SO RE-SEAL EVERY CUT AND TEST WHAT WAS INSTALLED.

7. The Quotation That Is Not a Price

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

⭐⭐  THE QUOTATION IS NOT A PRICE, AND THE DEMOLITION IS THE REASON IT WORKS. Modular is sold on a
rate per square foot that excludes hardware, countertop, sink and tap, appliances, backsplash, electrical
modification, plumbing changes and "civil work" — so a signed ₹3.2 lakh becomes a paid ₹4.9 lakh, and the
trade regards a thirty to sixty per cent variance as ordinary. THE SEQUENCE IS THE MECHANISM: THE OLD
KITCHEN COMES OUT FIRST, AND THE EXCLUSIONS ARRIVE AFTERWARDS, WHEN THE HOUSEHOLD HAS NO
SINK, NO STOVE AND NO WAY TO REFUSE. It is the same structure the overseas-recruitment plan found in a
worker's debt — a commitment taken on before the real terms appear, which removes the ability to say no
rather than persuading anybody of anything. So the ALL-IN DELIVERED PRICE IS QUOTED at 100%, including
hardware, counter, appliances, electrical and civil work; VARIANCE BETWEEN SIGNED QUOTATION AND FINAL
INVOICE fell from 4.2% to 1.4% and is PUBLISHED; NIL customers are charged for an item absent from the
signed quotation; and NIL DEMOLITION BEGINS BEFORE THE FINAL PRICE IS SIGNED.

⭐⭐  AND THE CARCASS NOBODY SEES IS NOT THE PRODUCT THAT WAS SOLD. A customer in a studio opens a
display shutter, feels its weight, examines the finish and the soft-close hinge — and never looks at the carcass
behind it or the back panel behind that, which are routinely a grade thinner, a class higher in emission, and
sometimes a different material entirely. THE INSPECTION RITUAL IS PRECISELY CALIBRATED TO WHAT THE
BUYER WILL TOUCH, AND THE SPECIFICATION IS CALIBRATED TO THAT RITUAL. So the CARCASS IS BUILT TO
THE SAME SPECIFICATION AS THE SHUTTER, NIL components are specified below the visible surface, BACK
PANELS ARE TO FULL SPECIFICATION, and THE CARCASS EMISSION CLASS IS PRINTED INSIDE THE CABINET
where an owner can still find it in year eight.
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⭐⭐  AND THE PERSON WHO DETERMINES THE QUALITY IS THE CHEAPEST-BOUGHT PERSON IN THE CHAIN.
Installation decides sealing, levelling, alignment, water protection and every long-run failure mode, and it is
almost universally sub-contracted to crews paid per kitchen — who are therefore paid to finish, not to seal,
and who lose money on the one step nobody will inspect. So INSTALLATION CREWS ARE EMPLOYED RATHER
THAN ENGAGED PER KITCHEN at 100%, NIL crews are paid per kitchen rather than per day, and 96 installers
are carried on the payroll — which per anchor rule (e) is also the only way the re-seal step survives a busy
month.

⭐  AND THE TEN ANCHOR RULES APPLY, WITH (a) AND (g) EXTENDED TO THE SITE. Emission class printed on
the product and now re-tested after installation (a); species and origin named (b); one specification for every
market and every buyer (c); dust extraction at the factory and at site cutting stations (d); the whole workforce
on the register (e); failure published by cabinet position rather than a warranty (f); VOC content of adhesives,
sealants and site-applied edge products declared (g); orders refused below the published standard and
published (h); every blended figure with its 90th percentile (i); and no handover releases without a completed
seal verification (j).

What a customer can check in sixty seconds, before signing

Every commitment here is checkable in the studio or on the quotation, and the first two decide the rest.

Does the quotation include hardware, counter, appliances, electrical and civil work? If it is a rate per square
foot, it is not a price, and the difference will arrive after your old kitchen is gone.
When is the old kitchen demolished — before or after the final number is signed? Demolition first is not a
schedule; it is the reason the second number is accepted.
Who re-seals the sink cutout, and will you be shown it? That single ten-minute step is why sink cabinets swell in
year three, and almost nobody performs it.
Open a display cabinet and look at the back panel. If the carcass is thinner or a different material from the
shutter, you are buying the door and being given the box.
Is the emission class printed inside the cabinet, or on a carton? A carton leaves with the delivery van; a label
inside the carcass is still there in year eight.
Are the installers employed, or paid per kitchen? A crew paid per kitchen is paid to finish, and sealing is the step
that costs them time nobody checks.

The asymmetry here has a shape the rest of this vertical does not, because the customer is present
throughout and still cannot see anything that matters. He watches the installation for a week. He is in the flat.
He can touch every surface — AND THE FIVE FACTS THAT WILL DETERMINE HIS EXPERIENCE ARE ALL SEALED
INSIDE THE PRODUCT DURING THAT WEEK, IN FRONT OF HIM, BY PEOPLE HE IS WATCHING. The sink cutout is
sealed or not sealed and then the counter goes on; the carcass is one grade or another and then the shutter
closes; the back panel is full specification or not and then the cabinet goes against the wall. PRESENCE IS NOT
VISIBILITY, AND BEING IN THE ROOM WHILE SOMETHING IS CONCEALED IS NOT THE SAME AS BEING ABLE TO
SEE IT. The price mechanism compounds it in the other direction: by the time the exclusions appear he has the
maximum information and the minimum power, because the demolition converted a negotiation into a hostage
situation nobody had to intend. THAT COMBINATION — TOTAL PROXIMITY AND ZERO VISIBILITY, FOLLOWED BY
FULL DISCLOSURE AND ZERO CHOICE — IS WHY EVERY COMMITMENT HERE IS EITHER A PHOTOGRAPH TAKEN
BEFORE SOMETHING CLOSED OR A NUMBER SIGNED BEFORE ANYTHING WAS BROKEN. A seal verification is a
record made at the only moment it could be made, and an all-in price is a number fixed at the only moment
the customer still holds any.
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8. Operations Plan (design, quote, install, verify)

The quotation

All-in delivered price — hardware, counter, appliances, electrical and civil work included.
Nil demolition before the final price is signed, at any schedule pressure.
Variance published — 1.4% between signed quotation and final invoice.
Nil charges for items absent from the signed quotation.

The cut

Every site cut re-sealed and verified before handover — photographed by position.
Emission re-tested in the installed kitchen — 0.024 mg/m³ against 0.08.
Installers certified on the re-seal procedure — 100%.
No handover without a completed seal verification — a system constraint.

The build

Carcass to the same specification as the shutter; nil derating behind the door.
Back panels to full specification, not a thinner substitute.
Emission class printed inside the cabinet, where it survives the carton.
VOC of sealants and site-applied edge products declared (rule g).

The evidence

Failure published by cabinet position — sink-base, dishwasher, hob, dry storage.
Sink-base failures within five years — 1.9%, down from 11.4%.
Service contracts used as the failure-data source, not as a revenue line alone.
Installation crews employed; nil piece-rate per kitchen (rule e).

The operational hinge is a 210-flat builder fit-out at 19% of revenue, where the specification names a thinner
carcass behind a good shutter and the developer's purchase manager explains — accurately — that the flat
buyer will see a display unit, not a section drawing, and that every competing quotation is built the same way.
He is not asking us to conceal anything; he is describing a specification the whole segment writes, into a sale
where the eventual owner never meets the supplier and has no idea a specification exists. So THE
PRODUCTION SYSTEM CANNOT ACCEPT A BILL OF MATERIALS WHERE THE CARCASS SPECIFICATION IS BELOW
THE SHUTTER SPECIFICATION: it is a hard constraint with no project, volume or executive override, and the
order is re-specified or declined. We re-specify at our own cost on the first project and publish both the
original specification and the outcome, because a supplier that upgrades one project quietly has left the same
specification in every other tender the developer issues — and in builder fit-out the person who will live with
the kitchen is not in the room at any point. No pay is linked to handover speed.

9. Consumer, Product & Site Compliance (India)

Consumer Protection Act 2019 — a quoted rate that systematically excludes most of the delivered cost is a
representation problem, not a commercial preference.

BIS standards for panel products and kitchen furniture, and the absence of mandatory emission-class
labelling — compounded here because the installed product is not the tested product.
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Legal Metrology Act on declared measurements, pack disclosures and rate representations.
RERA where fit-out is supplied into builder projects and forms part of a sale representation to the eventual owner.
Factories Act and state Shops and Establishments rules for the manufacturing unit, studios and site work.
EPF, ESI and POSH for employed installation crews working inside customers' homes.
Electrical safety and appliance standards for integrated hobs, hoods, ovens and lighting circuits.
Air and Water Acts for the finishing line; hazardous-waste rules for adhesives and sealants. No rule anywhere
requires the finished kitchen to match the specification of the panels delivered to build it.

10. Organisation & Manpower Plan

Function
Yr
1

Yr
3

Notes

Promoter / managing director 1 1 Owns the handover gate

Installation crews — employed, trained, re-seal
certified

38 96 6.8 installer-days per project; nil piece-rate

Design, studio & sales consultants 26 68 Nil pay linked to handover speed

Factory & production support 22 54 Carcass to shutter specification

Admin, finance, legal, technology & business development 12 26 All-in quotation and variance platform

Marketing, lead generation & brand 10 24 Selling an all-in price against a headline rate

Site-cut sealing verification, emission re-test &
carcass audit

6 14
Board-reporting; independent of sales and
installation

Total 115 283 3,400 projects installed

The installation headcount is derived rather than assumed, and it reconciles three ways. By volume: 3,400
projects at 6.8 installer-days each is 23,120 installer-days, which across 240 working days is 96 employed
installers — a figure that includes the re-seal step as scheduled work rather than as something squeezed into
the last hour of a handover day. By cost per project: the ₹1.28 crore of seal verification, installed-kitchen
emission re-testing and carcass audit across 3,400 projects is ₹3,765 per project — which is the price of
making the certificate true at the point of use rather than at the factory gate, on a project averaging ₹1.71
lakh, and is therefore about two per cent of what the customer is already paying. By cost per head: the ₹76
lakh verification salary line across fourteen people is ₹5.4 lakh cost-to-company each, and median take-home
sits below that because of provident fund, ESI and gratuity. Verification reports to the board rather than to
sales or installation, because a handover held for a sealing defect is a customer payment delayed and a
consultant's commission with it.

11. Implementation Timeline & Milestones

Phase Window Milestones

Formation, factory & first studios Month 0–8 Incorporation, panel line and edge banding, two display studios

All-in quotation platform live Month 3–9 Hardware, counter and civil work inside the quoted number

Employed installation crews Month 4–14 38 installers on payroll; re-seal certification programme
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Seal verification & handover gate Month 8–18 Photographed by position; no handover without verification

Installed-kitchen emission re-testing Month 14–26 62% → 84% of projects re-tested after handover

Scale & publication Month 24–36 3,400 projects; 1.4% variance; failure by position published

Training and competence

The re-seal procedure — taught as a scheduled step with its own materials, not an afterthought.
Photographing a seal by position, so the record exists before the counter closes it.
Quoting an all-in price against a competitor's rate card, without apologising for the number.
Site survey to millimetre, which is what reduces the number of cuts in the first place.

12. Financial Plan (Illustrative)

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of a
modular furniture P&L under an all-in-price, seal-verified rule. Every input is editable. The defining economics are that
the largest commitment in this plan is not a cost at all — it is ₹2.24 crore of revenue a competitor collects
after demolition and we simply never bill, which means the honest version of this business is smaller at the
top line before it is different anywhere else.

12.1 Project cost & funding

Item
₹

lakh
Notes

Working capital — project advances, inventory & receivables 386 Staged completion against staged collection

Design studios, showrooms & display kitchens 342 Where the carcass is opened, not just the shutter

Factory — panel processing, edge banding & finishing 288 Carcass to shutter specification throughout

Installation-crew build, tooling & on-site sealing
equipment

168 Sealing kit issued to every crew as standard

Site-cut verification, emission re-test capability &
carcass audit

96 Testing where the customer breathes

Technology, design software, quotation & variance platform 78 All-in price computed, variance tracked and published

Licences, registrations, deposits & pre-operative 42 Consents, registrations, studio deposits

Total project cost 1,400
₹520L investor + ₹360L WC + ₹320L term loan + ₹200L
promoter

12.2 Operating metrics

Metric Yr 1 Yr 2 Yr 3

EVERY SITE CUT RE-SEALED AND VERIFIED BEFORE HANDOVER  / cuts left
with raw exposed core / emission RE-TESTED IN THE INSTALLED KITCHEN  /
measured formaldehyde in the installed kitchen, mg/m³ (0.08 reference)

92% / 8% /
62% / 0.041

98% / 2% /
84% / 0.032

100% / NIL /
100% /
0.024
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ALL-IN DELIVERED PRICE QUOTED — hardware, counter, appliances,
electrical and civil work included / variance between signed quotation and
final invoice / customers charged for an item absent from the signed quotation /
demolition begun before the final price was signed

100% /
4.2% / NIL /

NIL

100% / 2.6%
/ NIL / NIL

100% /
1.4% / NIL /

NIL

CARCASS TO THE SAME SPECIFICATION AS THE SHUTTER  / components
specified below the visible surface / carcass emission class PRINTED INSIDE THE
CABINET / back panels to full specification

100% / NIL /
100% /

100%

100% / NIL /
100% /

100%

100% / NIL /
100% /

100%

INSTALLATION CREWS EMPLOYED RATHER THAN ENGAGED PER KITCHEN  /
crews paid per kitchen rather than per day / installers certified on the re-seal
procedure / installations reworked for sealing defects, each investigated

100% / NIL /
88% / 214

100% / NIL /
96% / 96

100% / NIL /
100% / 28

FAILURE PUBLISHED BY CABINET POSITION — sink-base, dishwasher, hob and
dry storage / sink-base cabinets failed within five years / median years to first
swelling failure at a wet position / anchor rules a, b, d, e, f, g carried

100% /
11.4% / 4.6

/ 100%

100% / 5.8%
/ 7.2 / 100%

100% /
1.9% / 9.8 /

100%

Projects installed / average project value / on-time handover / projects where the
customer's kitchen was unusable beyond the promised date  / complaints per
100 projects

980 /
₹1.43L /

74% / 68 /
22.4

2,240 /
₹1.52L /

89% / 24 /
11.6

3,400 /
₹1.71L /

97% / 6 /
4.2

Row one's third column is the measurement that does not exist anywhere else in this industry: emission tested
in the finished kitchen rather than on the panel that was shipped to build it, at 0.024 mg/m³ against a 0.08
reference. Row two's variance falling from 4.2% to 1.4% is the number a customer can check against his own
two documents — and the segment's routine figure of thirty to sixty per cent is what makes 1.4% worth
publishing at all. Row four's reworked installations falling from 214 to 28 is the operating consequence of
employing crews: the same people, repeatedly, on a procedure they were certified on and are paid by the day
to perform properly. Row five is the one that will matter to an owner in year five — sink-base failures down
from 11.4% to 1.9% and median life at a wet position from 4.6 years to 9.8 — and it is entirely the return on a
ten-minute sealing step.

12.3 Revenue build

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

Modular kitchens — residential 532 1,292 2,204 42.0%

Wardrobes & bedroom storage 308 748 1,276 38.0%

Builder & project fit-out (bulk) 224 544 928 26.0%

Living, study & utility storage 196 476 812 36.0%

Hardware, appliances & countertop supply 98 238 406 22.0%

Installation, service & maintenance contracts 42 102 174 48.0%

Total revenue 1,400 3,400 5,800 36.5% blended

12.4 P&L summary

Line Yr 1 (₹L) Yr 2 (₹L) Yr 3 (₹L)

Revenue (all-in delivered price; nil post-demolition extras) 1,400 3,400 5,800
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Cost of goods — panel, hardware, counter, appliances & production (889) (2,159) (3,683)

Gross profit 511 1,241 2,117

Installation crews — employed, trained, re-seal certified (148) (252) (368)

Design studios, showrooms & design team (128) (206) (286)

Marketing, lead generation & brand (96) (156) (208)

Factory & production support (68) (108) (148)

Site-cut sealing verification, emission re-test & carcass audit (58) (92) (128)

All-in price publication, variance tracking & customer protection (32) (50) (68)

Admin, finance, legal, technology & business development (48) (68) (89)

EBITDA (67) 309 822

Depreciation & amortisation (86) (118) (148)

Finance cost (58) (94) (126)

Other income — service contracts & appliance commissions (disclosed) 24 48 72

PBT (187) 145 620

Tax 47 (36) (155)

PAT (140) 109 465

Net margin (10.0%) 3.2% 8.0%

ROCE (10.9%) 13.6% 48.1%

The revenue line description carries the largest commitment in this plan: all-in delivered price, nil post-
demolition extras. A competitor's statement looks similar and is not, because a material share of its revenue
arrives after the old kitchen is gone, at a moment when the customer has no alternative — and that revenue is
entirely absent here by choice, worth ₹2.24 crore in Year 3. Installation at ₹3.68 crore is 6.3% of revenue and
79% of profit, and it buys the only thing that makes the factory's specification survive to handover. Seal
verification at ₹1.28 crore is ₹3,765 a project against an average project value of ₹1.71 lakh — about two per
cent of what the customer already pays. Other income of ₹72 lakh is service contracts and appliance
commissions, disclosed as a line and 1.2% of revenue. Commitments of ₹7.48 crore against ₹4.65 crore of
profit mean an operator with the same studios running trade-standard practice would earn ₹12.13 crore.

12.5 Break-even & sensitivity

Scenario
Yr 3

revenue
Yr 3
PAT

Comment

Base ₹58.0cr ₹4.65cr
As modelled, all-in price, every cut re-
sealed

Trade-standard — headline rate with exclusions,
contract crews, unsealed cuts

₹71.9cr ₹14.07cr
The segment's model, computed
rather than dismissed
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Order volume 20% below plan ₹46.4cr ₹1.48cr
Employed crews cannot be flexed
down

Gross margin compressed 3 points ₹58.0cr ₹3.35cr Competing against a lower headline rate

Builder & project book halved ₹53.4cr ₹3.74cr Lowest margin, but it fills the crews

Installation crew cost +30% ₹58.0cr ₹3.83cr The commitment is exposed, and stays

13. Funding Requirement & Bankability

Source ₹ lakh Terms (indicative)

Investor equity 520 Studios and factory; all-in-price covenant

Working capital facility 360 Project advances, inventory and staged completion

Term loan 320 Factory line, studios and crew tooling; 6 years

Promoter contribution 200 Cash and modular-operations leadership

Total 1,400 Illustrative structure

An investor should read price variance, seal verification, installed-kitchen emission and sink-base failure, and
should understand that the largest commitment here suppresses revenue rather than adding cost. The
starkest figure is that quoting a headline rate with exclusions, sub-contracting crews and leaving site cuts
unsealed would take profit from ₹4.65 crore to ₹14.07 crore with the same studios, the same designers and
the same factory — and a customer standing in the showroom could not detect any of it. That is precisely why
it is a covenant. The sharpest operating exposure is volume: 20% below plan takes profit to ₹1.48 crore,
because employed installation crews are a fixed cost by design and cannot be flexed down without
abandoning the commitment that requires them. An investor should treat that rigidity as the price of the
model rather than as a weakness to engineer away, and size the working-capital facility accordingly.

Use of funds — 28% working capital, 24% studios and display, 21% factory line, 12% crew build and sealing
equipment, 7% verification and re-test capability, 6% technology and quotation platform, 3% licences and pre-operative.
Repayment — term loan over 6 years from Year 3 cash flow; working capital revolving against project advances and
receivables.
Investor exit — sale to a national modular brand, a furniture group or a home-improvement retailer; or promoter
buyback. All-in price, seal verification and carcass-specification commitments survive change of control.

14. Risk Analysis & Mitigation

Risk Impact Mitigation
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The
certificate
describes a
panel that no
longer exists

Factory panels arrive EDGE-BANDED AND SEALED
and every installation CUTS THEM — sink cutout, hob
aperture, pipe chases, scribing to an out-of-square
wall, plinth trimming, service drillings. EACH CUT
EXPOSES RAW UNSEALED CORE AND ALMOST
NOBODY RE-SEALS IT, BECAUSE THE CUT FACE IS
HIDDEN BEHIND A CABINET OR UNDER A
COUNTERTOP. THE PRODUCT IS DESIGNED TO BE
CUT, AND THE CUTTING IS DONE BY THE ONLY
PERSON IN THE CHAIN WITH NO TESTING
EQUIPMENT, NO SEALING MATERIAL AND NO
REASON TO BELIEVE IT MATTERS. So the certificate
is TRUE WHERE IT IS ISSUED AND FALSE WHERE IT IS
USED. And an unsealed core under a sink WICKS
WATER AND SWELLS IRREVERSIBLY — SO
UNIVERSAL THAT THE TRADE CALLS IT A PROPERTY
OF MODULAR KITCHENS RATHER THAN AN
INSTALLATION DEFECT. IT IS NOT A MATERIAL
LIMITATION; IT IS AN UNPERFORMED TEN-MINUTE
STEP

SEAL THE CUT AND TEST WHAT WAS INSTALLED.
EVERY SITE CUT RE-SEALED AND VERIFIED BEFORE
HANDOVER (100%, from 92%), NIL cuts left with
raw exposed core, PHOTOGRAPHED AGAINST A
CHECKLIST BY POSITION BECAUSE A SEAL NOBODY
RECORDS IS A SEAL NOBODY APPLIED. EMISSION
RE-TESTED IN THE INSTALLED KITCHEN rather than
the factory (100%, from 62%) at 0.024 mg/m³
against a 0.08 reference — THE ONLY
MEASUREMENT IN THIS INDUSTRY TAKEN WHERE
THE CUSTOMER ACTUALLY BREATHES. Installers
certified on the procedure (100%); reworks 214 →
28. FAILURE PUBLISHED BY CABINET POSITION,
sink-base failures 11.4% → 1.9% (₹1.28cr = ₹3,765
a project). GENERAL RULE: WHERE THE LAST CUT IS
MADE ON SITE, THE FACTORY TEST CERTIFIES A
PRODUCT NOBODY RECEIVES — RE-SEAL EVERY CUT
AND TEST WHAT WAS INSTALLED

The quotation
that is not a
price

Sold on a rate per square foot EXCLUDING hardware,
countertop, sink, appliances, backsplash, electrical,
plumbing and "civil work", so a signed ₹3.2 LAKH
BECOMES A PAID ₹4.9 LAKH and the trade regards
30–60% VARIANCE AS ORDINARY. THE SEQUENCE IS
THE MECHANISM: THE OLD KITCHEN COMES OUT
FIRST AND THE EXCLUSIONS ARRIVE AFTERWARDS,
WHEN THE HOUSEHOLD HAS NO SINK, NO STOVE
AND NO WAY TO REFUSE — the overseas-
recruitment debt structure in domestic form

ALL-IN DELIVERED PRICE QUOTED (100%) including
hardware, counter, appliances, electrical and civil
work; VARIANCE BETWEEN SIGNED QUOTATION AND
FINAL INVOICE 4.2% → 1.4% AND PUBLISHED; NIL
customers charged for an item absent from the
signed quotation; and NIL DEMOLITION BEGINS
BEFORE THE FINAL PRICE IS SIGNED — the
commitment that removes the mechanism rather
than moderating it (₹2.24cr, which is revenue never
billed rather than cost incurred)

The 210-flat
builder
specification

A developer at 19% OF REVENUE specifies A
THINNER CARCASS BEHIND A GOOD SHUTTER, and
the purchase manager explains — ACCURATELY —
that the flat buyer WILL SEE A DISPLAY UNIT, NOT A
SECTION DRAWING, and that EVERY COMPETING
QUOTATION IS BUILT THE SAME WAY. In builder fit-
out THE PERSON WHO WILL LIVE WITH THE KITCHEN
IS NOT IN THE ROOM AT ANY POINT

THE PRODUCTION SYSTEM CANNOT ACCEPT A BILL
OF MATERIALS WHERE THE CARCASS
SPECIFICATION IS BELOW THE SHUTTER
SPECIFICATION — a hard constraint with NO
PROJECT, VOLUME OR EXECUTIVE OVERRIDE. THE
SYSTEM REFUSES RATHER THAN WARNS (rule j).
RE-SPECIFIED OR DECLINED; we re-specify at our
own cost on the first project and PUBLISH BOTH
THE ORIGINAL SPECIFICATION AND THE OUTCOME,
because a supplier that upgrades one project
quietly HAS LEFT THE SAME SPECIFICATION IN
EVERY OTHER TENDER THE DEVELOPER ISSUES

AiSevak.in  ·  by ABL Digital Technologies Business Plan  ·  Page 14 of 17



The carcass
nobody sees

A customer opens a display shutter, feels its weight
and examines the hinge — AND NEVER LOOKS AT
THE CARCASS BEHIND IT OR THE BACK PANEL
BEHIND THAT. THE INSPECTION RITUAL IS PRECISELY
CALIBRATED TO WHAT THE BUYER WILL TOUCH, AND
THE SPECIFICATION IS CALIBRATED TO THAT RITUAL

CARCASS BUILT TO THE SAME SPECIFICATION AS
THE SHUTTER, NIL components specified below the
visible surface, BACK PANELS TO FULL
SPECIFICATION, and THE CARCASS EMISSION CLASS
PRINTED INSIDE THE CABINET WHERE AN OWNER
CAN STILL FIND IT IN YEAR EIGHT — a label inside
the carcass outlives the carton, the brochure and
the salesman (₹1.42cr)

The quality-
determining
step is the
cheapest-
bought

Installation decides sealing, levelling, alignment and
every long-run failure mode, and is almost
universally SUB-CONTRACTED TO CREWS PAID PER
KITCHEN — WHO ARE THEREFORE PAID TO FINISH,
NOT TO SEAL, AND WHO LOSE MONEY ON THE ONE
STEP NOBODY WILL INSPECT

INSTALLATION CREWS EMPLOYED RATHER THAN
ENGAGED PER KITCHEN (100%), NIL paid per
kitchen, 96 installers on the payroll at 6.8 installer-
days per project WITH THE RE-SEAL STEP
SCHEDULED AS WORK RATHER THAN SQUEEZED
INTO THE LAST HOUR. Per anchor rule (e) this is
also the only way the procedure survives a busy
month (₹1.86cr)

Volume and
fixed crew cost

Employed crews cannot be flexed down; 20% below
plan takes profit to ₹1.48cr, and site delays consume
crew days we still pay for

Builder and project fit-out taken deliberately to fill crews
between residential cycles; service and maintenance
contracts as counter-cyclical work; site-readiness checks
before crew despatch; and studio pipeline managed to a
rolling twelve-week installation forecast

Headline-rate
competition

Our quoted number is visibly higher for the identical
kitchen, and the customer cannot see that the two
numbers describe different things

Variance published so the comparison is available before
signing; all-in price shown against an itemised competitor-
style breakdown; service contracts and failure-by-position
data used as proof rather than assertion; and nil pay
linked to handover speed so nobody is incentivised to
close on the wrong number

15. SWOT Analysis

Strengths

Every site cut re-sealed, verified and photographed

Emission tested in the installed kitchen, not the factory

Price variance 1.4% against a segment norm of 30–60%

Carcass to shutter specification; class printed inside

Sink-base failures 11.4% → 1.9%

Weaknesses

₹7.48cr forgone against ₹4.65cr of profit

Higher quoted number for an identical-looking kitchen

Employed crews are fixed cost by design

Slower handover; verification gate holds payments

Opportunities

Customers who have been through a demolition-then-extras
project

Any consumer enforcement on rate representations favours
us

Builder clients exposed to post-handover fit-out complaints

Service contracts as a proof and data channel

Awareness of indoor air quality in closed kitchens

Threats

Headline-rate quoting as the segment's default

Contract-crew competitors with no fixed installation cost

Site and civil delays outside our control

Builder specifications written to an invisible cost line
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16. Recommended AiSevak Tools for This Business

Seal verification checklist — every site cut photographed by position; no handover releases without it.

Installed-kitchen emission test — measurement taken after handover, where the customer breathes.

All-in quotation engine — hardware, counter, appliances, electrical and civil work priced in.

Variance tracker — signed quotation against final invoice, published per period.

Demolition gate — no site strip-out is scheduled until the final price is signed.

Carcass specification lock — a bill of materials below shutter specification cannot be accepted.

Failure-by-position register — sink-base, dishwasher, hob and dry storage, tracked to years in service.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, project
volumes, average project value, variance and failure rates are editable inputs; actual outcomes depend on competitive
pricing, site conditions, installation capacity and demand cycles. Figures are in Indian rupees. This plan inherits the
ten furniture anchor rules set by `furniture-manufacturing` and hardens rules (a) and (g).

The central integrity finding is that the emission class on the carton describes a panel that no longer
exists by the time the kitchen is fitted. Factory panels arrive edge-banded and sealed, and every installation cuts
them — the sink cutout, the hob aperture, pipe chases, scribing to an out-of-square wall, plinth trimming, service
drillings. Each cut exposes raw unsealed core, and almost nobody re-seals it, because the cut face is hidden
behind a cabinet or under a countertop. The factory certificate is true where it is issued and false where it
is used, and nothing in the process ever reconciles the two.

And it is not a lapse by anybody. Every cut is necessary — a kitchen must fit a real wall, floor and plumbing stack —
so the product is designed to be cut, and the cutting is done by the only person in the chain with no testing equipment,
no sealing material and no reason to believe it matters. He is right that nobody will inspect it: the sink cutout
disappears under a counter within the hour, the drillings sit behind a cabinet back, and the scribed edge
faces a wall for the life of the kitchen.

The second consequence is the one every household knows without knowing why. An unsealed core under a
sink wicks water, swells irreversibly and fails, and the sink-base cabinet going soft in year three is so universal that the
trade treats it as a property of modular kitchens rather than an installation defect — customers are told engineered
board "does not like water". It is not a material limitation. It is an unperformed ten-minute step, repeated in
every kitchen in the country. So every site cut is re-sealed, verified and photographed by position; emission is re-
tested in the installed kitchen at 0.024 mg/m³ against a 0.08 reference; and failure is published by cabinet position, with
sink-base failures falling from 11.4% to 1.9%. It costs ₹1.28 crore, or ₹3,765 a project. WHERE THE LAST CUT IS
MADE ON SITE, THE FACTORY TEST CERTIFIES A PRODUCT NOBODY RECEIVES — SO RE-SEAL EVERY CUT
AND TEST WHAT WAS INSTALLED.

The quotation is not a price, and the demolition is the reason it works. A rate per square foot excludes
hardware, countertop, sink, appliances, backsplash, electrical, plumbing and civil work, so a signed ₹3.2 lakh becomes a
paid ₹4.9 lakh. The sequence is the mechanism: the old kitchen comes out first and the exclusions arrive
afterwards, when the household has no sink, no stove and no way to refuse — the same structure the
overseas-recruitment plan found in a worker's debt, a commitment taken on before the real terms appear.
So the all-in delivered price is quoted, variance fell from 4.2% to 1.4% and is published, and nil demolition begins before
the final price is signed.
The carcass nobody sees is not the product that was sold, and the person who determines quality is the
cheapest-bought in the chain. The studio inspection ritual is precisely calibrated to what the buyer will touch, and
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the specification is calibrated to that ritual — so the carcass is built to shutter specification, back panels are full
specification, and the emission class is printed inside the cabinet where an owner can find it in year eight. And
installation, which decides sealing, levelling and every long-run failure mode, is almost universally sub-
contracted to crews paid per kitchen — who are paid to finish, not to seal. So crews are employed rather
than engaged per kitchen, 96 installers on the payroll, with the re-seal step scheduled as work.

The asymmetry has a shape the rest of this vertical does not, because the customer is present throughout
and still cannot see anything that matters. He watches the installation for a week, is in the flat, can touch every
surface — and the five facts that will determine his experience are all sealed inside the product during that week, in
front of him, by people he is watching. Presence is not visibility. And the price mechanism compounds it in the
other direction: by the time the exclusions appear he has the maximum information and the minimum
power, because the demolition converted a negotiation into a hostage situation nobody had to intend. That
combination is why every commitment here is either a photograph taken before something closed or a number signed
before anything was broken.
Compliance and professional advice. The Consumer Protection Act 2019 and its unfair-trade-practice provisions,
under which a quoted rate systematically excluding most of the delivered cost is a representation problem rather than a
commercial preference; BIS standards for panel products and kitchen furniture, and the absence of mandatory
emission-class labelling, compounded here because the installed product is not the tested product; the
Legal Metrology Act on declared measurements and rate representations; RERA where fit-out is supplied into builder
projects and forms part of a sale representation; the Factories Act and state Shops and Establishments rules for the unit,
studios and site work; EPF, ESI and POSH for employed crews working inside customers' homes; electrical safety and
appliance standards for integrated hobs, hoods and lighting; and the Air and Water Acts with hazardous-waste rules for
adhesives and sealants. No rule anywhere requires the finished kitchen to match the specification of the
panels delivered to build it — which is why re-sealing the cut is a business decision rather than a
compliance one. Professional advice should be taken on quotation and rate representation, builder fit-out liability to
eventual owners, installation-crew employment structuring, and product-claim exposure on published failure data.

▶ 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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