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1. Executive Summary

This plan sets out an Outdoor & Garden Furniture business in India — patio, balcony, terrace, hospitality and
landscape furniture, umbrellas and shade structures, outdoor textiles and refinishing services, producing roughly

96,000 pieces a year at an average realisation of 3,750 by Year 3.

This plan inherits the ten furniture anchor rules set by furniture-manufacturing and finds the one case in the vertical
where the failure is entirely public. Every other plan dealt with a defect nobody could see. Here the defect is on

every terrace in India — and that is exactly why nobody treats it as one.

[ THE DEFECT IS SO UNIVERSAL IT HAS STOPPED BEING READ AS A DEFECT. Indoor furniture failing is a
private disappointment. Outdoor furniture failing is VISIBLE FROM THE ROAD, ON EVERY BALCONY, IN EVERY
RESORT COURTYARD — faded, chalked, rusted at the joints, two or three years old. And because EVERY patio
set anyone has ever owned faded in two monsoons, THE BUYER'S MENTAL MODEL IS NOT "THIS FURNITURE
WAS BADLY MADE" BUT "OUTDOOR FURNITURE DOESN'T LAST" — a fact of nature rather than a fact about a
manufacturer. THE UNIVERSALITY OF THE FAILURE IS WHAT CONVERTED IT FROM A DEFECT INTO WEATHER,
AND A MARKET WHERE THE CUSTOMER BELIEVES FAILURE IS INEVITABLE IS A MARKET WHERE NO PRODUCER
IS EVER PUNISHED FOR CAUSING IT. Worse, the producer is REWARDED: at a two-to-three-year replacement
cycle, REPLACEMENT DEMAND IS THE REVENUE A DURABLE PRODUCT DESTROYS — the sharpest conflict of
interest in this entire vertical, and invisible because it looks like rain. So this business publishes UV HOURS,
SALT-SPRAY HOURS AND A SEASONS-RATING PER SKU instead of an adjective, and keeps an OPEN FIELD-
FAILURE REGISTER verified by revisit. WHERE EVERY PRODUCT IN THE CATEGORY FAILS, THE BUYER STOPS
BLAMING THE PRODUCT AND STARTS BLAMING THE WEATHER — SO PUBLISH THE EXPOSURE HOURS AND LET
HIM SEE WHICH IT WAS.

[l AND A EUROPEAN WEATHERING CERTIFICATE IS TRUE AND MISLEADING AT THE SAME TIME. Imported
designs and the specifications behind them assume temperate UV and rainfall; Indian UV load, monsoon
immersion and coastal salt are far harsher, so A PRODUCT THAT GENUINELY COMPLIES WITH A EUROPEAN
STANDARD FAILS HONESTLY AND FAST HERE. COMPLIANCE WITH THE WRONG STANDARD IS WORSE THAN NO
STANDARD, BECAUSE IT PRODUCES A CERTIFICATE THAT IS ACCURATE AND STILL LEAVES THE BUYER WRONG.
So compliance is claimed ONLY against the standard actually tested, 38 coastal SKUs are run to 2,000-hour

salt spray, and every SKU carries BOTH results side by side.

[[1 AND THE RUST STARTS INSIDE THE TUBE. Powder coating protects the outside; water enters through
unsealed welds and open tube ends and corrodes OUTWARD — so the coating looks perfect right up until a leg
fails. THE FAILURE MODE IS NOT MERELY INVISIBLE, IT IS ANTI-CORRELATED WITH APPEARANCE: the piece that
still looks new may be the one closest to collapsing under someone. So INTERNAL TUBE TREATMENT,
DRAINAGE DESIGN AND SEALED WELDS are standard, and field failures originating inside the tube fell from
214 to 22.

This plan models an operator requiring ¥14.00 crore (35.20 crore term loan + %4.00 crore investor + X3.00 crore working
capital + X1.80 crore promoter), moving from ¥9.00 crore revenue and a ¥1.06 crore loss to ¥36.00 crore revenue
and X2.52 crore profit by Year 3 — a 7.0% net margin and 28.6% return on capital. (Outdoor furniture — figures

illustrative.)



2. Business Description, Vision & Legal Structure

Concept: Outdoor furniture sold on exposure hours rather than on the word "weatherproof".
Vision: To make outdoor furniture failure attributable again.

Mission: Test to Indian exposure and publish the numbers; claim compliance only against the standard actually run; treat
the inside of the tube as well as the outside; publish a seasons-rating and verify it by revisiting the furniture; and offer

refinishing where the trade would sell a replacement.

Legal structure

e Private Limited — recommended. Hospitality and landscape contracting, dealer networks, warranty liability and
outside capital all assume it.

« SKU withdrawal on exposure failure as an automatic consequence, not a commercial decision — the
structural precondition, since a withdrawal that has to be approved will be approved for the slow-selling
SKUs.

o Field-failure register reporting to the board, independent of sales — because the SKU whose field data is

worst is frequently the one the dealer network likes best.

Regulatory anchor: the Consumer Protection Act 2019, under which "weatherproof' and "all-weather" are
representations capable of being misleading — although NO INDIAN STANDARD DEFINES EITHER WORD, so a
claim can be simultaneously unprovable and unchallengeable; the Legal Metrology (Packaged Commodities) Rules for
declarations on packaged goods; BIS standards for aluminium, steel, powder coating and outdoor textiles, and the absence
of any mandatory outdoor-durability rating for furniture sold for outdoor use; ASTM and ISO weathering, xenon-arc
and salt-spray protocols, which exist and are excellent and are simply not required of anybody; product-liability
provisions under the Consumer Protection Act where a structural failure injures a user, which is the live risk in
hospitality seating rather than a theoretical one; the Factories Act, EPF, ESI and welding, powder-coating and
chemical-handling safety obligations; environmental consents for pre-treatment and coating effluent; and GST and works-
contract treatment on landscape installation. The decisive structural fact is that THE TESTING PROTOCOLS THAT
WOULD SETTLE EVERY QUESTION IN THIS CATEGORY ALREADY EXIST, ARE INEXPENSIVE, AND ARE REQUIRED
OF NO ONE.

3. Promoter & Ownership

Led by a promoter with metal-fabrication, furniture or outdoor-products background, with a materials head and a
specification lead. Three competences decide outcomes. Coating and pre-treatment metallurgy, because everything that
matters in this category happens in a process step the customer will never see. Seasonal working-capital management,
since demand is weather-correlated and inventory must be built before the season is known. And the willingness to
withdraw a SKU that sells well and tests badly, which is where this plan's proposition sits and which costs real revenue in
the years it happens. Ownership, equity & investor terms are editable inputs; SKU withdrawal on exposure failure is

automatic rather than discretionary, and the field-failure register reports to the board independently of sales.

4. Market Analysis — India

A growing category with no durability standard and a customer who has stopped expecting one.

Demand drivers

« Balcony and terrace use in apartments where outdoor space is the premium.



+ Resort, hotel and restaurant expansion, with outdoor covers driving revenue.
¢ Public-realm and landscape spending on parks, promenades and campuses.

« Farmhouse and second-home furnishing in metro peripheries.

Outdoor dining and café culture extending the usable season.

Replacement demand — large, reliable, and a direct consequence of the failure.

Market sizing (illustrative framing)

TAM Indian outdoor, garden and hospitality furniture demand Growing; heavily replacement-driven
SAM SKUs that survive Indian exposure testing Bounded by THE TEST, not by demand or capacity
SOM (Yr 1-3)  Pieces sold with published UV and salt-spray hours X9cr - %36¢r; 96,000 pieces; 41 SKUs withdrawn

Revenue mix and share (Year 3)

_m Gross margin — and where the itk bites

Hospitality & resort outdoor furniture 28.0% 32.0% — coastal salt; guests bear the failure

Retail patio, balcony & garden sets 24.0% 38.0% — where "all-weather" does the most work
Landscape & public-realm seating 18.0% 28.0% — tendered; the office-supply structure again
Umbrellas, shade structures & canopies 14.0% 34.0% — UV load is the whole product question

Cushions, covers & outdoor textiles 10.0% 42.0% — fastest visible fade; shortest rated life
Refinishing, re-coating & care contracts 6.0% 48.0% — the stream that competes with our own sales

The first row carries the safety exposure rather than merely the commercial one: a resort chair that fails
structurally fails UNDER A GUEST, and coastal properties run the harshest salt environment in the country. The
third row repeats the institutional pattern this vertical found in office supply — a landscape architect writes
the specification, a municipality tenders it on price, and the person who sits on the bench is not a party to any
of it. The sixth row is the most commercially awkward line in the plan and is deliberately kept: refinishing and
re-coating EARN AT 48% MARGIN WHAT REPLACEMENT WOULD HAVE EARNED AT FULL PRICE, which means
every unit we successfully refinish is a unit we did not sell again — 7,400 of them in Year 3, at 29% of the

revenue replacement would have produced.

Constraints

 The exposure test, which removes SKUs before the market does.
e Seasonality, requiring inventory built ahead of a weather-dependent season.
 Metal price volatility on aluminium and steel against fixed dealer pricing.

« Coating capacity and effluent consent, the process bottleneck and the licence risk.

5. Competition & Position




Imported outdoor- . " o Certified against temperate
Design, finish, brand, European certification

furniture brands exposure; fails honestly here

Domestic mass ) o "All-weather" with no test behind the
Price, distribution, volume, replacement cycle

manufacturers word

Local fabricators and ) ) Open tube ends; unsealed welds; rust

) Cheapest, custom sizes, fast delivery o

job-shops from inside

Plastic and resin UV embrittlement; no published UV
Genuinely rust-proof; light; inexpensive

moulders hours either

Published UV and salt-spray hours, Indian-condition
Higher price; withdraws SKUs; sells
This plan testing, internal treatment, seasons-rating verified by
. refinishing over replacement
revisi

The positioning replaces an adjective with two numbers a buyer can compare across brands: how many hours
of accelerated UV, and how many hours of salt spray, this exact SKU survived — plus a seasons-rating we then
go back and check. No competitor publishes either, and the reason is not that testing is expensive — IT COSTS
X274 A PIECE, 7.3% OF REALISATION, AND THE CHAMBERS ARE AVAILABLE FOR HIRE IN EVERY INDUSTRIAL
CITY IN INDIA. The reason is that A PUBLISHED NUMBER CAN BE COMPARED AND AN ADJECTIVE CANNOT, so
the first manufacturer to publish creates a scale on which he can lose. The commercial difficulty is that our
number sometimes reads badly in absolute terms — a cushion fabric rated three seasons sounds worse than a
rival's "fade-resistant”, even though the rival's fabric will not last two — AND THE BUYER HAS TO UNDERSTAND
THAT A NUMBER IS NOT A WEAKER CLAIM THAN A WORD BEFORE THE HONESTY HELPS US AT ALL.

The cost of the honest position is stated in rupees rather than implied. Exposure testing to Indian conditions —
accelerated UV, salt spray and real field trials at coastal and inland sites — cost ¥1.42 crore of Year-3 margin,
the largest item and the one no competitor incurs at all. Internal tube treatment, drainage design and sealed
welds cost 96 lakh, a process cost invisible in the finished piece. Publishing the seasons-rating and keeping
an open field-failure register cost 25 lakh. And withdrawing 41 SKUs that failed Indian exposure — several of
them good sellers — forgave ¥1.18 crore of gross profit, which appears nowhere in the P&L because it is
revenue never earned. Total X3.81 crore against ¥2.52 crore of profit — so an operator with the same plant

and the same dealers running trade-standard practice would earn ¥6.33 crore.

6. The Defect Is So Universal It Stopped Being a Defect

This is the finding, and it is about attribution rather than about materials.

How the buyer explains the failure _

He never learns of it — the emission is invisible Manufacturing
He blames himself for choosing badly Retail showroom
He has no standing to explain anything Office supply
He wrote a five-star review before it happened Online

He blames the weather, and everyone agrees with him Outdoor



THIS IS THE ONLY CATEGORY IN THE VERTICAL WHERE THE FAILURE IS COMPLETELY PUBLIC AND COMPLETELY
UNATTRIBUTED. Indoor furniture failing is a private disappointment inside one household. Outdoor furniture
failing is VISIBLE FROM THE ROAD, ON EVERY BALCONY, IN EVERY RESORT COURTYARD AND EVERY PARK IN
INDIA — chalked, faded, rust-bled at the joints, two or three years old and looking ten. You could survey it
from a moving car. AND PRECISELY BECAUSE IT IS EVERYWHERE, IT HAS CEASED TO CARRY ANY INFORMATION.
The buyer whose patio set fails does not conclude "this furniture was badly made"; he concludes "outdoor
furniture doesn't last" — because every outdoor set he has ever seen or owned confirms it. THE UNIVERSALITY
OF THE FAILURE IS EXACTLY WHAT CONVERTED IT FROM A DEFECT INTO WEATHER. It is now filed under the
same mental heading as monsoon damp and summer heat: a condition of the country, not a decision by a

manufacturer.

And a market in which the customer believes failure is inevitable is a market in which NO PRODUCER IS EVER
PUNISHED FOR CAUSING IT. There is no complaint, because there is no one to complain about. There is no
comparison shopping on durability, because durability is not believed to vary. There is no premium available
for lasting longer, because nobody credits the claim. WORSE, THE PRODUCER IS ACTIVELY REWARDED: at a
two-to-three-year replacement cycle in a category with no brand loyalty and no durability signal,
REPLACEMENT DEMAND IS A LARGE, RELIABLE, RECURRING REVENUE LINE THAT A GENUINELY DURABLE
PRODUCT WOULD DESTROY. THAT IS THE SHARPEST CONFLICT OF INTEREST IN THIS ENTIRE VERTICAL — AND
IT IS INVISIBLE, BECAUSE THE MECHANISM BY WHICH THE MANUFACTURER EARNS IT LOOKS EXACTLY LIKE
RAIN. Nobody has to intend any of this. A manufacturer who simply never tests, never publishes and never
improves will out-earn one who does all three, and will do so while believing, quite sincerely, that outdoor

furniture just doesn't last in India.

So the adjective is replaced by numbers, and the numbers are then checked in the field. UV HOURS AND SALT-
SPRAY HOURS ARE PUBLISHED PER SKU on the label and the listing at 100%, NIL SKUs sold on the word
"weatherproof" or "all-weather" alone — and a SEASONS-RATING IS STATED AND THEN VERIFIED BY REVISITING
THE FURNITURE, with 96% of units still in service at their rated seasons. THE REVISIT IS THE PART THAT
MATTERS: a chamber result is a laboratory claim about the future, and going back to a resort courtyard four
years later to look at what we sold is the only thing that converts it into a fact. An OPEN FIELD-FAILURE
REGISTER records what came back and why, and 41 SKUs WERE WITHDRAWN for failing Indian exposure —
withdrawal being automatic on test failure rather than a commercial decision, because a withdrawal requiring
approval will be approved for the slow sellers and argued about for the good ones. WHERE EVERY PRODUCT IN
THE CATEGORY FAILS, THE BUYER STOPS BLAMING THE PRODUCT AND STARTS BLAMING THE WEATHER — SO
PUBLISH THE EXPOSURE HOURS AND LET HIM SEE WHICH IT WAS.

7. The Rust Starts Inside the Tube

Two further rules, plus the certificate that is true and misleading at once.

[ A EUROPEAN WEATHERING CERTIFICATE IS ACCURATE AND STILL LEAVES THE BUYER WRONG. Imported
designs, and the specifications domestic manufacturers copy from them, assume temperate UV and rainfall —
and Indian conditions are not harsher by a margin, they are harsher by a category: far higher annual UV dose,
monsoon immersion rather than rainfall, and a coastal salt load that runs along most of the country's
hospitality development. SO A PRODUCT THAT GENUINELY MEETS A EUROPEAN WEATHERING STANDARD FAILS
HONESTLY AND FAST HERE, WITH ITS CERTIFICATE INTACT AND ENTIRELY TRUTHFUL. COMPLIANCE WITH THE
WRONG STANDARD IS WORSE THAN NO STANDARD AT ALL, BECAUSE NO STANDARD LEAVES THE BUYER
KNOWINGLY UNINFORMED WHILE THE WRONG ONE LEAVES HIM CONFIDENTLY MISINFORMED — and there is no




misrepresentation anywhere in the chain to complain about. So COMPLIANCE IS CLAIMED ONLY AGAINST THE
STANDARD ACTUALLY RUN, NIL European or generic certificates are presented as Indian performance, 100% of
SKUs carry BOTH results side by side where both exist, and 38 COASTAL-SPECIFICATION SKUs are run to 2,000-

hour salt spray rather than the 1,000 that satisfies most published claims.

[ AND THE RUST STARTS INSIDE THE TUBE. Powder coating protects the surface it is applied to, and it is
applied to the outside; water enters through unsealed weld joints and open tube ends, sits in the section, and
CORRODES OUTWARD FROM A SURFACE NOBODY TREATED, NOBODY INSPECTED AND NOBODY CAN SEE. The
first visible sign is not a blemish — it is a leg failing. THE FAILURE MODE IS NOT MERELY INVISIBLE, IT IS ANTI-
CORRELATED WITH APPEARANCE: the piece whose coating still looks new may be exactly the one closest to
collapsing, because a good exterior finish tells you nothing whatsoever about the cavity behind it. In
hospitality seating that is a safety exposure rather than a quality one, since the collapse happens under a
guest. So INTERNAL TUBE TREATMENT, DRAINAGE DESIGN AND SEALED WELDS are standard on 100% of
production, NIL tube ends are left open and NIL welds unsealed, 98% of units pass 1,000-hour salt spray with
no internal corrosion, and FIELD FAILURES ORIGINATING INSIDE THE TUBE FELL FROM 214 TO 22.

[ AND REFINISHING COMPETES WITH OUR OWN SALES, WHICH IS THE POINT OF OFFERING IT. A faded but
structurally sound frame can be stripped, re-treated and re-coated for a fraction of replacement — and the
trade almost never offers this, because the same customer standing in the same showroom will otherwise buy
a new set. So REFINISHING IS OFFERED WHEREVER IT WOULD SERVE, NIL customers are steered to
replacement instead, and 7,400 UNITS WERE REFINISHED AND RETURNED TO SERVICE in Year 3 — earning 29%
of what replacing them would have earned. That 29% is the honest measure of what this commitment costs,

and it is stated rather than dressed up as a sustainability initiative.

What a buyer can check in sixty seconds, in the showroom
All of it is answerable from the label and one look at the frame.

« Does the label give UV hours and salt-spray hours, or an adjective? "All-weather" is not a measurement and no
standard defines it.

o Which standard was it tested to, and where? A European result is truthful and describes a climate you do not live
in.

e Turn the chair over — are the tube ends open? An open end is an inlet. Water goes in and does not come out.

e Look at a weld seam. If it is unsealed, the coating outside is protecting nothing inside.

o Is there a seasons-rating, and has anyone gone back to check it? A chamber result is a prediction; a revisit is
evidence.

o Will they refinish it in year five, or only sell you another? The answer tells you which business model you are

buying into.

The asymmetry here is unusual because the buyer has already seen the evidence — thousands of times, on
every terrace he has walked past. HE IS NOT SHORT OF DATA. HE IS SHORT OF A COMPARISON, because when
every instance in view has failed, the failures cancel out and carry no information about any one producer.
THAT IS A DIFFERENT PROBLEM FROM CONCEALMENT AND NEEDS A DIFFERENT REMEDY: not disclosure of
something hidden, but A SCALE ON WHICH THINGS THAT LOOK IDENTICAL CAN BE RANKED. Two numbers and a
revisit do that and nothing else will — which is why publishing first is commercially dangerous rather than
obviously clever, since we create the scale and then have to score well on it against rivals still selling

adjectives. And it is why the second commitment matters as much: the numbers must be against INDIAN

exposure, because a scale calibrated to the wrong climate ranks the products correctly for a country nobody



here lives in.

8. Operations Plan (treat, coat, test, revisit)

The frame

¢ Internal tube treatment before coating — the cavity, not just the surface.
« Drainage designed in; nil tube ends left open as inlets.
« Welds sealed, since an unsealed seam defeats everything applied outside it.

e Every cut and drilling re-sealed per anchor rules (a) and (g).

The test

o Accelerated UV and salt spray to Indian exposure — 2,000 hours on coastal SKUs.
o Field trials at coastal and inland sites, running in real weather.
« Compliance claimed only against the standard actually run — nil borrowed certificates.

o Withdrawal automatic on failure — 41 SKUs, no commercial override.

The label

¢ UV hours and salt-spray hours printed, on the product and the listing.
e Seasons-rating stated, with the exposure assumption it depends on.
 Both European and Indian results shown where both exist.

¢ Nil use of "weatherproof" or "all-weather" unaccompanied by a number.

The revisit

e Furniture revisited at its rated seasons — 96% still in service.
« Field-failure register open, reporting to the board, independent of sales.
+ Refinishing offered before replacement — 7,400 units returned to service.

o Failures published by cause, including the ones that were our design.

The operational hinge is a dealer-favourite sling chair at 7% of retail volume that passed 1,000-hour salt spray
and failed the coastal field trial at nineteen months, with weld-seam corrosion — meaning it is fine everywhere
inland and unsafe in exactly the resort market it sells best in. The obvious answer is to keep selling it with a
note recommending inland use, which is what the trade would do, is not dishonest, and would work
commercially. IT IS ALSO USELESS, BECAUSE THE NOTE GOES TO THE DEALER AND THE CHAIR GOES TO
WHOEVER BUYS IT — and the buyer most attracted to a sling chair is a coastal resort. So WITHDRAWAL IS
AUTOMATIC ON FIELD-TRIAL FAILURE with no commercial override, the SKU came out of the range, and the
redesigned version with sealed seams was released eight months later at a higher cost. The 41 withdrawals
cost ¥1.18 crore of gross profit, and this one accounted for a fifth of it. Nil sales incentive is linked to a SKU's

field-failure record.

9. Product, Safety & Environmental Compliance (India)

o Consumer Protection Act 2019 — "weatherproof" and "all-weather" are representations capable of
misleading, but NO INDIAN STANDARD DEFINES EITHER, so a claim can be unprovable and unchallengeable

at once.



BIS standards for aluminium, steel, powder coating and outdoor textiles, and the absence of any

mandatory outdoor-durability rating for furniture sold for outdoor use.

ASTM and ISO weathering, xenon-arc and salt-spray protocols — they exist, they are excellent, they are

inexpensive, and they are required of nobody.

Product-liability provisions where a structural failure injures a user — a live risk in hospitality seating, not a

theoretical one.

Legal Metrology (Packaged Commodities) Rules for declarations on packaged goods and e-commerce listings.

Factories Act, EPF, ESI and welding, powder-coating and chemical-handling safety obligations.

Environmental consents for pre-treatment and coating effluent, and hazardous-waste handling.

GST and works-contract treatment on landscape and public-realm installation. The protocols that would settle

every question in this category already exist and are required of no one.

10. Organisation & Manpower Plan

Promoter / managing director 1 1 Cannot override a withdrawal

Production — forming, welding, internal treatment, 480 pieces per worker per year; cavity treated
88 200

coating first

Textile, cushion & canopy production 34 76  Fastest-fading component; shortest rated life

Nil incentive linked to a SKU's field-failure

Sales, distribution, dealer & specification support 26 58

record
Factory quality, logistics & maintenance 18 40 Weld-seal and drainage verified per batch
Admin, finance, legal & business development 14 26  Dealer contracting, warranty, consents
Exposure testing & field-trial programme 9 20 Board-reporting; independent of sales
Total 190 421 96,000 pieces; 41 SKUs withdrawn

The production headcount is derived rather than assumed, and it reconciles three ways. By volume: 96,000
pieces at 480 pieces per production worker per year is 200 direct workers — two a day across 240 working
days, which is unhurried on purpose, because the internal treatment and weld-sealing steps are the ones a
rushed line drops first and they are invisible in the finished piece. By cost per piece: the X2.63 crore of
exposure testing, internal treatment and the published register across 96,000 pieces is X274 per piece — 7.3%
of a 3,750 realisation, down from X515 in Year 1, and it is the entire difference between a number and an
adjective. By cost per head: the X84 lakh test-programme salary line across 20 people is ¥4.2 lakh cost-to-
company each, with the remaining 58 lakh of that line being chamber time and the two field sites. The
programme reports to the board rather than to sales, because the SKU whose field data is worst is frequently

the one the dealer network likes best.

11. Implementation Timeline & Milestones




Formation, plant & coating line Month 0-9
Exposure test facility and field sites live Month 4-12
Internal treatment and sealed-weld process

Month 6-16
standard

Month
Published hours on label and listing

10-20

Month
First seasons-rating revisits

24-32

Month
Scale & refinishing

28-36

Training and competence

Incorporation, land, forming and welding, powder-coating line,

consents

UV chamber, salt-spray cabinet, coastal and inland field

trials

88% — 96%; internal-origin failures 214 - 96

82% - 94% of SKUs; 29 withdrawn by Year 2

Rated furniture inspected in the field; 94% still in

service

96,000 pieces; 7,400 refinished; 38 coastal SKUs at 2,000

hours

« Treating the cavity before the surface, taught as the first step rather than an extra one.

« Sealing a weld seam so the coating outside it is protecting something.

+ Reading a chamber result honestly, including which climate it describes.

« Revisiting furniture and recording what failed, including our own design errors.

12. Financial Plan (lllustrative)

VERTICAL.

12.1 Project cost & funding

Plant — tube forming, welding, internal treatment &

powder coating
Working capital — seasonal inventory build

Exposure test facility — UV chamber, salt-spray cabinet,

field sites

Textile, cushion & canopy production

Land, building & utilities

Brand, showroom, specification support & launch

Licences, registrations, deposits & pre-operative

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of an
outdoor-furniture P&L under a published-exposure rule. Every input is editable. The defining economics are that this
business deliberately suppresses its own largest natural revenue line: a two-to-three-year replacement cycle
is the category's default, and a product rated and verified at eight seasons removes most of it — WHICH IS
WHY THE TRADE-STANDARD CASE HERE IS ¥6.33 CRORE AGAINST %2.52 CRORE, THE WIDEST RATIO IN THE

468 Internal treatment is a line stage, not an add-on

296  Built before the season is known; weather-correlated

184 Coastal and inland; owned rather than hired

152  Cutting, sewing, UV-stabilised fabric handling

128 Coating line effluent handling and consents

116  Where the two numbers get explained to dealers

56 Consents, registrations, deposits, insurance



X520L term loan + X400L investor + X300L WC + X180L
Total project cost 1,400
promoter

12.2 Operating metrics

_

UV HOURS AND SALT-SPRAY HOURS PUBLISHED PER SKU / SKUs sold on

82% / NIL/ 94% / NIL / 100% / NIL /

the word "weatherproof" or "all-weather" alone / hours stated on the label
74% /18 92% /29 100% / 41

AND the listing / SKUs withdrawn for failing Indian exposure
INTERNAL TUBE TREATMENT, DRAINAGE DESIGN AND SEALED WELDS /
tube ends left open or welds left unsealed / units passing 1,000-hour salt 88% / NIL / 96% / NIL / 100% / NIL /
spray with NO INTERNAL CORROSION / field failures originating INSIDE the 68% /214 89% / 96 98% / 22
tube
COMPLIANCE CLAIMED ONLY AGAINST THE STANDARD ACTUALLY RUN /
European or generic certificates presented as Indian performance / 100% / NIL / 100% / NIL/ 100% / NIL /
SKUs carrying BOTH a European and an Indian result / coastal SKUs tested to 62% /12 84% / 26 100% / 38

2,000-hour salt spray

SEASONS-RATING PUBLISHED AND VERIFIED BY REVISIT / rating stated
100% / NIL / 100% / NIL / 100% / NIL /
without field data behind it / units still in service at their rated seasons,

91% / 88% 94% |/ 94% 96% / 99%
checked in the field / warranty claims settled without dispute
REFINISHING OFFERED RATHER THAN REPLACEMENT / customers
steered to replacement where refinishing would serve / units refinished 100% / NIL / 100% / NIL / 100% / NIL /
and returned to service / refinishing revenue as % of what replacement 1,240/ 22% 3,860/ 26% 7,400 / 29%
would have earned
Pieces produced / average realisation per piece / pieces per production 26,000 / 58,000/ 96,000 /
worker per year / exposure, treatment and register cost per piece / X3,462/295/ X3,707/397/ <X3,750/480/
warranty claim rate X515/6.8% X345/3.1% %274/ 1.1%

Row two's last column is the clearest engineering result in the plan: internal-origin field failures fell from 214
to 22, and every one of those 214 was a piece whose exterior coating still looked acceptable on the day it
failed. Row four's third column is the only number here that cannot be produced in a laboratory — 96% of
rated units still in service, established by going back and looking at them, which is what separates a seasons-
rating from a marketing claim. Row five's last column is the most commercially uncomfortable line in the table
and is reported as it is: refinishing earns 29% of what replacement would have earned, so every unit we return
to service is 71% of a sale we chose not to make. Row six shows the warranty claim rate falling from 6.8% to
1.1%, which is where a large part of the commitment cost comes back — though not all of it, and the plan does

not pretend otherwise.

12.3 Revenue build

e —

Hospitality & resort outdoor furniture 1,008 32.0%
Retail patio, balcony & garden sets 216 516 864 38.0%

Landscape & public-realm seating 162 387 648 28.0%



Umbrellas, shade structures & canopies 126 301 504 34.0%

Cushions, covers & outdoor textiles 90 215 360 42.0%
Refinishing, re-coating & care contracts 54 129 216 48.0%
Total revenue 900 2,150 3,600 35.0% blended

12.4 P&L summary

I YT Y Y

L)
Revenue 900 2,150 3,600
Cost of goods — metal, textile, coating chemistry & direct labour (585) (1,398) (2,341)
Gross profit 315 752 1,259
Sales, distribution & dealer network (92) (134) (188)
Exposure testing to Indian conditions — UV, salt spray, field trials (78) (112) (142)
Marketing, brand & specification support (54) (78) (108)
Internal tube treatment, drainage design & sealed-weld process (42) (68) (96)
Factory overhead, quality & logistics (38) (58) (86)
Admin, finance, legal & business development (34) (48) (66)
Published seasons-rating & field-failure register (14) (20) (25)
EBITDA (37) 234 548
Depreciation & amortisation (72) (112) (148)
Finance cost (48) (82) (112)
Other income — refinishing consumables & scrap (disclosed) 16 30 48
PBT (141) 70 336
Tax 35 (18) (84)
PAT (106) 52 252
Net margin (11.8%) 2.4% 7.0%
ROCE (7.8%) 8.7% 28.6%

Cost of goods at 65.0% of revenue is metal-led, which makes the model directly exposed to aluminium and
steel: a 15% input rise takes profit to ¥0.89 crore against a fixed dealer price list. The three commitment lines
total X2.63 crore, 7.3% of revenue — high for a manufacturing plan, and the whole basis of the proposition,
since without them there is nothing to publish. Against that sits a warranty claim rate falling from 6.8% to
1.1%, which recovers part but not all of the cost, and the plan does not claim the commitments pay for
themselves. Other income of ¥48 lakh is refinishing consumables and scrap, disclosed as a line and 1.3% of
revenue. Commitments of ¥3.81 crore against ¥2.52 crore of profit — the ¥2.63 crore of opex lines above plus
X1.18 crore of gross profit forgone on 41 withdrawn SKUs, which never reaches the P&L — mean a trade-

standard operator would earn ¥6.33 crore.




12.5 Break-even & sensitivity

Yr3 Yr3
revenue PAT
As modelled, hours published and SKUs
Base X36.0cr X2.52cr
withdrawn
Trade-standard — adjectives not hours, no internal The category's model, computed
46.8cr X7.37cr
treatment, replacement over refinishing rather than dismissed
Seasonal build; plant and test
Order volume 20% below plan X28.8cr %0.63cr
facility are fixed
Aluminium & steel prices rise 15% X36.0cr %0.89cr Metal-led COGS against a fixed price list
What the commitments are actually
Warranty claims at trade-standard rates %36.0cr X1.12cr
buying back
The largest and most cyclical single
Hospitality capex cycle turns, resort orders halved X31.0cr X1.31cr

stream

13. Funding Requirement & Bankability

_m Terms (indicative)

Term loan 520 Plant, coating line, test facility, building; 7 years

Investor equity 400 Brand, range development and test programme; publication covenant
Working capital facility 300 Seasonal inventory built ahead of the season

Promoter contribution 180 Cash and fabrication leadership

Total 1,400 lllustrative structure

A lender should read the withdrawal count, internal-origin failures, the warranty claim rate and the seasons-
rating revisit result, and should understand that this business voluntarily forgoes the replacement revenue
that funds most of its competitors. The starkest figure is that selling on adjectives, skipping internal
treatment, keeping the 41 withdrawn SKUs and steering customers to replacement rather than refinishing
would take profit from %2.52 crore to ¥7.37 crore on the same plant and the same dealer network — THE
WIDEST GAP IN THIS VERTICAL, AND IT IS WIDE FOR A SPECIFIC REASON: the trade-standard product does not
merely cost less to make, IT COMES BACK AND IS BOUGHT AGAIN. That is precisely why it is a covenant. The
sharpest exposure is volume: 20% below plan takes profit to ¥0.63 crore, because a seasonal business builds
inventory before it knows the season and the plant and test facility are fixed either way. A lender should also
treat the warranty claim rate as the leading indicator here — at 1.1% against a 6.8% start it is the earliest

evidence that the process claims are real.

e Use of funds — 33% plant and coating line, 21% seasonal working capital, 13% test facility and field sites, 11% textile
production, 9% land and building, 8% brand and specification support, 4% consents and registrations.
o Repayment — term loan from Year 3 cash flow; working capital revolving against seasonal inventory and dealer

receivables.



e Investor exit — sale to a furniture group, a hospitality-supply business or a metal-fabrication group integrating forward;

or promoter buyback. Publication, testing and withdrawal commitments survive change of control.

14. Risk Analysis & Mitigation

The defect
is so

universal it

THIS IS THE ONLY CATEGORY IN THE VERTICAL WHERE THE
FAILURE IS COMPLETELY PUBLIC AND COMPLETELY
UNATTRIBUTED. Indoor failure is a private disappointment in
one household; OUTDOOR FAILURE IS VISIBLE FROM THE
ROAD, ON EVERY BALCONY AND IN EVERY RESORT
COURTYARD IN INDIA — chalked, faded, rust-bled, two years
old and looking ten. YOU COULD SURVEY IT FROM A MOVING
CAR. AND PRECISELY BECAUSE IT IS EVERYWHERE IT HAS
CEASED TO CARRY ANY INFORMATION: the buyer does not
conclude "this was badly made" but "OUTDOOR FURNITURE
DOESN'T LAST", filed under monsoon damp and summer heat
— A CONDITION OF THE COUNTRY RATHER THAN A DECISION
BY A MANUFACTURER. THE UNIVERSALITY OF THE FAILURE IS

REPLACE THE ADJECTIVE WITH NUMBERS AND
THEN CHECK THEM IN THE FIELD. UV HOURS
AND SALT-SPRAY HOURS PUBLISHED PER SKU
on label and listing (100%), NIL sold on
"weatherproof" or "all-weather" alone; a
SEASONS-RATING STATED AND THEN VERIFIED
BY REVISITING THE FURNITURE — 96% of units
still in service at their rated seasons. THE
REVISIT IS THE PART THAT MATTERS: A
CHAMBER RESULT IS A LABORATORY CLAIM
ABOUT THE FUTURE, AND GOING BACK TO A
RESORT COURTYARD FOUR YEARS LATER IS
THE ONLY THING THAT CONVERTS IT INTO A
FACT. An OPEN FIELD-FAILURE REGISTER

stopped WHAT CONVERTED IT FROM A DEFECT INTO WEATHER. So records what came back and why, and 41
being a there is no complaint (no one to complain about), no SKUs WERE WITHDRAWN for failing Indian
defect comparison shopping on durability (durability is not believed exposure — WITHDRAWAL AUTOMATIC ON

A European

to vary), and NO PREMIUM AVAILABLE FOR LASTING LONGER.
WORSE, THE PRODUCER IS REWARDED: at a two-to-three-
year replacement cycle, REPLACEMENT DEMAND IS A LARGE
RECURRING REVENUE LINE THAT A DURABLE PRODUCT
WOULD DESTROY — THE SHARPEST CONFLICT OF INTEREST
IN THIS VERTICAL, INVISIBLE BECAUSE THE MECHANISM
LOOKS EXACTLY LIKE RAIN. NOBODY HAS TO INTEND IT: a
manufacturer who never tests, never publishes and never
improves OUT-EARNS ONE WHO DOES ALL THREE, while

sincerely believing outdoor furniture just doesn't last here

Imported designs and the specifications copied from them
ASSUME TEMPERATE UV AND RAINFALL, and Indian
conditions are not harsher by a margin but BY A CATEGORY
— far higher annual UV dose, MONSOON IMMERSION RATHER
THAN RAINFALL, and a coastal salt load running along most
of the country's hospitality development. SO A PRODUCT

TEST FAILURE RATHER THAN A COMMERCIAL
DECISION, BECAUSE ONE REQUIRING
APPROVAL WILL BE APPROVED FOR THE SLOW
SELLERS AND ARGUED ABOUT FOR THE GOOD
ONES (X1.42cr testing + ¥1.18cr forgone).
GENERAL RULE: WHERE EVERY PRODUCT IN
THE CATEGORY FAILS, THE BUYER STOPS
BLAMING THE PRODUCT AND STARTS
BLAMING THE WEATHER — SO PUBLISH THE
EXPOSURE HOURS AND LET HIM SEE WHICH IT
WAS

COMPLIANCE CLAIMED ONLY AGAINST THE
STANDARD ACTUALLY RUN, NIL European or
generic certificates presented as Indian

performance, 100% of SKUs carrying BOTH

certificate
d THAT GENUINELY MEETS A EUROPEAN STANDARD FAILS results SIDE BY SIDE where both exist, and 38
is true an
isleadi HONESTLY AND FAST HERE, WITH ITS CERTIFICATE INTACT COASTAL-SPECIFICATION SKUs run to 2,000-
misleadin
9 AND ENTIRELY TRUTHFUL. COMPLIANCE WITH THE WRONG HOUR SALT SPRAY rather than the 1,000 that
at once

STANDARD IS WORSE THAN NO STANDARD, BECAUSE NO
STANDARD LEAVES THE BUYER KNOWINGLY UNINFORMED
WHILE THE WRONG ONE LEAVES HIM CONFIDENTLY
MISINFORMED — AND THERE IS NO MISREPRESENTATION
ANYWHERE IN THE CHAIN TO COMPLAIN ABOUT

satisfies most published claims. Field trials at
coastal AND inland sites, in real weather,

alongside the chamber



The rust
starts
inside the

tube

The SKU
that sells
best fails
where it

sells

Refinishing
competes
with our

own sales

Publishing
first creates a
scale we can

lose on

Volume,
metal price
and

seasonality

Powder coating protects the surface it is applied to, AND IT IS
APPLIED TO THE OUTSIDE. Water enters through unsealed
weld joints and open tube ends, sits in the section, and
CORRODES OUTWARD FROM A SURFACE NOBODY TREATED,
NOBODY INSPECTED AND NOBODY CAN SEE. The first visible
sign is not a blemish — IT IS A LEG FAILING. THE FAILURE
MODE IS NOT MERELY INVISIBLE, IT IS ANTI-CORRELATED
WITH APPEARANCE: THE PIECE WHOSE COATING STILL
LOOKS NEW MAY BE THE ONE CLOSEST TO COLLAPSING,
because a good exterior finish tells you NOTHING
WHATSOEVER about the cavity behind it. In hospitality
seating that is A SAFETY EXPOSURE RATHER THAN A QUALITY
ONE, SINCE THE COLLAPSE HAPPENS UNDER A GUEST

A dealer-favourite sling chair at 7% of retail volume PASSED
1,000-HOUR SALT SPRAY AND FAILED THE COASTAL FIELD
TRIAL AT NINETEEN MONTHS with weld-seam corrosion —
fine everywhere inland and UNSAFE IN EXACTLY THE RESORT
MARKET IT SELLS BEST IN. The obvious answer is to keep
selling it with a note recommending inland use, which is what
the trade would do, IS NOT DISHONEST, AND WOULD WORK
COMMERCIALLY. IT IS ALSO USELESS, BECAUSE THE NOTE
GOES TO THE DEALER AND THE CHAIR GOES TO WHOEVER
BUYS IT — AND THE BUYER MOST ATTRACTED TO A SLING
CHAIR IS A COASTAL RESORT

A faded but structurally sound frame can be stripped, re-
treated and re-coated for a fraction of replacement — AND
THE TRADE ALMOST NEVER OFFERS IT, because the same
customer in the same showroom will otherwise buy a new
set. Every unit successfully refinished IS A UNIT WE DID NOT
SELL AGAIN

A published number can be compared and an adjective
cannot, so the first manufacturer to publish creates the scale;
our cushion fabric rated three seasons reads worse than a
rival's "fade-resistant" even though the rival's will not last

two

20% below plan is X0.63cr, metal +15% is X0.89cr,
hospitality halved is X1.31cr; inventory is built before the

season is known

INTERNAL TUBE TREATMENT, DRAINAGE
DESIGN AND SEALED WELDS standard on
100% of production, NIL tube ends left open
and NIL welds unsealed, 98% passing 1,000-
hour salt spray WITH NO INTERNAL
CORROSION, every cut and drilling RE-SEALED
per rules (a) and (g), and FIELD FAILURES
ORIGINATING INSIDE THE TUBE 214 - 22 —
EVERY ONE OF THOSE 214 A PIECE WHOSE
EXTERIOR COATING STILL LOOKED
ACCEPTABLE ON THE DAY IT FAILED (X96L)

WITHDRAWAL AUTOMATIC ON FIELD-TRIAL
FAILURE with no commercial override; the
system refuses rather than warns (rule j). The
SKU came out of the range and the
redesigned version with sealed seams was
released eight months later at higher cost.
The 41 withdrawals cost ¥1.18cr of gross
profit and THIS ONE ACCOUNTED FOR A FIFTH
OF IT. Nil sales incentive linked to a SKU's
field-failure record; the register reports to the

board, not to sales

REFINISHING OFFERED WHEREVER IT WOULD
SERVE, NIL customers steered to replacement
instead, 7,400 UNITS REFINISHED AND
RETURNED TO SERVICE in Yr 3 — EARNING
29% OF WHAT REPLACING THEM WOULD HAVE
EARNED, so every unit returned to service is
71% OF A SALE WE CHOSE NOT TO MAKE. That
29% is the honest measure of the cost and is
stated rather than dressed up as a

sustainability initiative

Both numbers shown with the exposure assumption
behind them; dealer training on why a number is
not a weaker claim than a word; the revisit result
published beside the rating; and specification
support to landscape architects and hospitality
buyers, who are the fastest to adopt a comparable

scale

Refinishing at 48% margin as a counter-cyclical
stream; landscape and public-realm tenders as off-
season volume; dealer price list reviewed against a
metal index rather than annually; and the test
facility sized for our own range rather than as a

commercial laboratory



15. SWOT Analysis

Strengths Weaknesses
o UV and salt-spray hours published per SKU, not adjectives e 33.81cr forgone against X2.52cr of profit
e Tested to Indian exposure; coastal SKUs at 2,000 hours e Forgoes the replacement revenue rivals live on
o Internal tube treatment; internal-origin failures 214 - 22 e 41 SKUs withdrawn, including good sellers
e Seasons-rating verified by revisiting the furniture e Seasonal, metal-led and volume-sensitive

e Warranty claim rate 6.8% - 1.1%

Opportunities Threats
e Landscape architects and hospitality buyers wanting a scale e Rivals selling adjectives at 15% lower prices
o Coastal resort market where failure is fastest and costliest e Aluminium and steel price volatility
e Any BIS outdoor-durability rating would favour us e Weather-correlated demand and season timing
o Refinishing as a recurring, counter-cyclical line e Imported product with truthful but irrelevant certification

e Public-realm tenders that can specify tested hours

16. Recommended AiSevak Tools for This Business

Exposure test register — UV and salt-spray hours per SKU, with the standard actually run.
Dual-standard label — European and Indian results shown side by side, never one for the other.
Seasons-rating revisit scheduler — rated furniture inspected in the field at its rating.
Internal-treatment batch record — cavity, drainage and weld seal verified before coating.
Automatic withdrawal trigger — field-trial failure removes the SKU with no commercial override.
Field-failure register — open, by cause, reporting to the board rather than to sales.

Refinish-versus-replace prompt — offered first wherever the frame is sound.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, piece
volumes, realisation, testing cost, withdrawal counts and warranty rates are editable inputs; actual outcomes depend on
metal prices, season timing, hospitality capex cycles and dealer mix. Figures are in Indian rupees. This plan inherits
the ten furniture anchor rules set by " furniture-manufacturing’.

The central finding is that the defect is so universal it stopped being read as a defect. Indoor furniture failing
is a private disappointment; outdoor furniture failing is visible from the road, on every balcony and in every resort
courtyard in India. And precisely because it is everywhere, it has ceased to carry information: the buyer does
not conclude "this was badly made" but "outdoor furniture doesn't last" — filed alongside monsoon damp
and summer heat as a condition of the country rather than a decision by a manufacturer. The universality
of the failure is what converted it from a defect into weather.

And a market where the customer believes failure is inevitable is one where no producer is ever punished
for causing it. No complaint, because there is nobody to complain about; no comparison shopping on durability,
because durability is not believed to vary; no premium for lasting longer, because nobody credits the claim. Worse, the
producer is rewarded: at a two-to-three-year replacement cycle, replacement demand is a large recurring

revenue line that a genuinely durable product would destroy — the sharpest conflict of interest in this



vertical, and invisible because the mechanism looks exactly like rain. Nobody has to intend it: a
manufacturer who never tests, never publishes and never improves out-earns one who does all three.

¢ So the adjective is replaced by numbers, and the numbers are checked in the field. UV hours and salt-spray
hours are published per SKU on label and listing; a seasons-rating is stated and then verified by revisiting the furniture,
with 96% of units still in service at their rating. The revisit is the part that matters — a chamber result is a
laboratory claim about the future, and going back to a resort courtyard four years later is the only thing
that converts it into a fact. 41 SKUs were withdrawn, withdrawal being automatic rather than discretionary. WHERE
EVERY PRODUCT IN THE CATEGORY FAILS, THE BUYER STOPS BLAMING THE PRODUCT AND STARTS
BLAMING THE WEATHER — SO PUBLISH THE EXPOSURE HOURS AND LET HIM SEE WHICH IT WAS.

« A European weathering certificate is accurate and still leaves the buyer wrong. Indian conditions are not
harsher by a margin but by a category — far higher UV dose, monsoon immersion rather than rainfall, and coastal salt
along most of the hospitality belt. So a product genuinely meeting a European standard fails honestly and fast
here with its certificate intact. Compliance with the wrong standard is worse than no standard, because no
standard leaves the buyer knowingly uninformed while the wrong one leaves him confidently misinformed
— and there is no misrepresentation anywhere in the chain to complain about.

e The rust starts inside the tube, and the failure mode is anti-correlated with appearance. Coating protects the
outside; water enters through unsealed welds and open tube ends and corrodes outward from a surface nobody treated
or inspected. The first visible sign is a leg failing — so the piece whose coating still looks new may be the
one closest to collapsing, which in hospitality seating is a safety exposure rather than a quality one.
Internal treatment, drainage and sealed welds took internal-origin field failures from 214 to 22.

o The asymmetry here is unusual because the buyer has seen the evidence thousands of times. He is not short
of data — he is short of a comparison, because when every instance in view has failed, the failures cancel out and carry
no information about any one producer. That is a different problem from concealment and needs a different
remedy: not disclosure of something hidden, but a scale on which things that look identical can be ranked.
Which is why publishing first is commercially dangerous rather than obviously clever — we create the scale and then
have to score well on it against rivals still selling adjectives.

o Compliance and professional advice. The Consumer Protection Act 2019, under which "weatherproof" and "all-
weather" are representations capable of misleading, although no Indian standard defines either — so a
claim can be unprovable and unchallengeable at once; BIS standards for aluminium, steel, powder coating and
outdoor textiles, and the absence of any mandatory outdoor-durability rating for furniture sold for outdoor
use; ASTM and ISO weathering, xenon-arc and salt-spray protocols, which exist, are excellent, are inexpensive and
are required of nobody; product-liability provisions where a structural failure injures a user, a live risk in
hospitality seating; Legal Metrology declarations; the Factories Act, EPF, ESI and welding, coating and chemical-
handling safety obligations; environmental consents for pre-treatment and coating effluent; and GST and works-contract
treatment on landscape installation. Professional advice should be taken on durability-claim substantiation, warranty

and seasons-rating drafting, product-liability cover for hospitality seating, and effluent consent conditions.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Furniture Manufacturing and 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.
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