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1. Executive Summary

This plan sets out a Pet Supplies Store in India — a physical retail outlet stocking food, treats, accessories, toys,
bedding, apparel, litter and hygiene products and over-the-counter pet healthcare, with in-store services including

grooming, training and a veterinary consultation corner.

This is the vertical's first pure-distribution business, and it is structurally the weakest position in it, because it
owns nothing. The clinic holds clinical authority; the groomer holds a craft; the boarding facility holds custody and the trust
that comes with it; the food brand holds a formulation and a label. The store holds shelf space and other people's
products — every item on it is available from someone else, usually at a lower price, frequently delivered to the customer's

door within the hour.

It is also, by a distance, the most severely disrupted plan in this vertical, and the disruption is not incidental —
a bag of dog food is precisely the SKU that e-commerce was built to win. It is commoditised, so there is nothing to
judge but price; heavy, so delivery carries real value; bought on a predictable cycle, so subscription works perfectly; and
comparable in three seconds on a phone. Quick commerce has now taken the impulse categories too — litter and
treats arrive in ten minutes. The honest conclusion is uncomfortable and this plan is built on it: a pet store whose
proposition is "we stock pet food" has no proposition. This business must be constructed around what a physical
store can do that an application cannot — advice, fitting, immediate need, and being a place rather than a shelf — and
it must accept the loss of a share of the repeat food purchase rather than fight it. Food is therefore modelled
falling from 47.1% to 38.2% of revenue by design, functioning as the traffic driver rather than the profit engine, while

in-store services rise from 10.3% to 19.9%.

One further position is taken explicitly, and it costs real revenue: live animal sales — NIL. A large part of the
traditional Indian pet shop's income comes from selling puppies, kittens, birds and fish. The Prevention of Cruelty to
Animals (Pet Shop) Rules 2018 require registration with the State Animal Welfare Board, prescribed housing,
veterinary certification and record-keeping — and a great deal of the trade does not comply. More
fundamentally, much of the supply comes from unregulated backyard breeding, and a store that sells those
animals is the retail end of that supply chain regardless of how well it keeps its own cages. This plan forgoes that
revenue and replaces it with rescue-partner adoptions facilitated at zero margin — 85 rising to 460 a year — which

is reported as an outcome rather than as a cost.

This plan models a store requiring 60 lakh (X34 lakh promoter + X16 lakh term loan + X10 lakh working-capital finance),
moving from X1.74 crore revenue and a X9 lakh loss in Year 1 to ¥3.72 crore revenue and 31 lakh profit by Year

3. (Specialty retail; attach-rate and service-mix driven — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A specialty pet retail store built around advice and services rather than shelf space — trained sales advisors, a
fitting area for harnesses and crates, new-pet starter consultations, an in-store grooming bay, a weekly veterinary

consultation corner, training classes, and a rescue adoption partnership.
Vision: To be the place a first-time puppy owner walks into confused and walks out of equipped.

Mission: Sell no live animals; recommend the cheaper product when it is the right one; fit the harness on the actual dog;

and be worth visiting when delivery would have been easier.



Legal structure options

¢ Private Limited — suits multi-store ambitions and supplier credit at scale.
e LLP — workable for a partner-run store.

o Proprietorship — entirely viable for a single outlet and common in the sector.

Regulatory anchor: ordinary retail compliance plus one area that is anything but ordinary. The Prevention of Cruelty to
Animals (Pet Shop) Rules 2018 govern any establishment selling live animals — mandatory registration with
the State Animal Welfare Board, prescribed enclosure sizes and housing conditions, veterinary supervision and
certification, purchase and sale records, and restrictions on selling unweaned animals. A store that does not sell
live animals falls outside that regime entirely, which is a meaningful simplification alongside the ethical case. Otherwise:
shops and establishments registration and trade licence; drug licensing where any Schedule H veterinary medicine is
stocked — an OTC-only range avoids this, and the boundary must be understood rather than assumed; Legal
Metrology rules on declarations and MRP for packaged goods; consumer-protection obligations on product claims the store
repeats from its suppliers; GST and e-way compliance; and, where grooming is offered in-store, the handling, insurance and

welfare obligations set out in the grooming plan.

3. Promoter & Ownership

Led by a promoter with retail or animal-sector background. Three competences decide outcomes: product knowledge, since
advice is the only defensible advantage and it cannot be delegated to a price label; inventory discipline, because pet retail
carries thousands of SKUs and dead stock is where these stores actually die; and service conversion, meaning the
willingness to give floor space to activities rather than to merchandise. Advice quality, attach rate, inventory turns & service

mix are the differentiators. Ownership, equity & any partner are editable inputs.

4. Market Analysis — India

Demand is driven by rapid growth in pet ownership, first-time owners who need guidance, premiumisation of
accessories, and the sheer inconvenience of researching what a new puppy requires. The category is growing fast and
simultaneously shifting online at speed. It is advice-sensitive, price-transparent, impulse-driven at the margin

and severely channel-disrupted.

Demand drivers

o First-time pet owners, who represent a large share of new demand and need to be told what to buy.

o Premiumisation of accessories — beds, harnesses, apparel and toys, where taste and touch matter.

« Immediate need — the litter that ran out, the collar that broke, the treat needed for training tonight.

¢ Products requiring fit, particularly harnesses, crates and muzzles, which cannot be sized from a screen.

 The social dimension — pet owners meet other pet owners in these stores, which is a genuine draw an app has no

answer to.

Market sizing (illustrative framing)

TAM Indian pet supplies retail Large, growing, shifting online

SAM Catchment households with pets Locally bounded



SOM (Yr 1-3) Transactions x attach rate ~24,000 » ~48,000 transactions

The e-commerce question deserves to be answered directly rather than hedged, because a plan that pretends
a physical pet store can win the price comparison is not worth financing. It cannot. Online retail buys better, carries
no shelf rent, delivers to the door, and prices are visible instantly — and quick commerce has now removed even the "I
need it today" advantage that once protected local stores on impulse categories. What remains genuinely
unavailable online is narrow but real. An algorithm cannot look at a nervous first-time owner holding a four-month-
old Indie puppy and work out that they need a properly fitted Y-harness rather than the collar they came in
for, a slow-feeder bowl because the puppy is gulping, and nothing else at all today. It cannot put a harness on the
actual animal and adjust it. It cannot let two owners meet and talk. The strategic instruction that follows is
uncomfortable for a retailer: stop competing on the things the store will lose, and convert square feet from
storage into service. Floor space given to a grooming bay, a fitting area, a training corner and a weekly vet consultation
earns more per square foot than the same space stacked with discounted kibble — and it produces the one thing online

retail structurally cannot replicate, which is a reason to come in person.

Target segments

« New-pet households — the highest-value acquisition in the store, since the first six weeks set purchasing habits for a
decade.

o Premium accessory buyers, who want to see and touch before buying.

« Immediate-need shoppers, price-insensitive at the moment of need.

e Service customers — grooming, training, vet corner — who convert into retail buyers on the same visit.

o Local community regulars, for whom the store is a fixture rather than a supplier.

5. Competition & Competitive Advantage

Landscape: e-commerce and quick commerce (the dominant threat), other specialty pet stores, veterinary clinics
selling food and OTC lines, general grocery and modern trade carrying mass pet food, and traditional pet shops selling live
animals at low prices. Competition is on two entirely different axes — price and convenience online, advice and

immediacy offline — and this store can only win the second.

The business's edge

« Trained advisors who know breeds, life stages, coat types and what a specific animal actually needs.

o Fitting and trial for harnesses, crates and apparel, where online return rates are punishing for everyone.
« New-pet starter consultations, which acquire a customer at the beginning of a ten-year relationship.

« Services under the same roof, converting a visit into a reason and a reason into a habit.

« An adoption partnership, which builds standing no advertisement buys.

The advice advantage only exists if it is genuinely independent, and that requires a discipline that costs
money at the till: staff must be able to recommend the cheaper product when it is the right one. The temptation
in specialty retail is to push the highest-margin item, and customers detect it faster than retailers believe — an owner who
is sold a 4,200 orthopaedic bed for a six-month-old puppy that does not need one learns that the advice is a
sales pitch, and thereafter checks the price online before buying anything. The advantage compounds only in the
other direction: the advisor who says "you don't need that yet" is the reason a customer returns for six years

and stops price-checking. This is the same structure the grooming plan found in welfare shave-downs and the food brand

found in claim discipline — the restraint that costs a sale today is the mechanism that produces the relationship,



| and it is worth writing into staff incentives rather than hoping for.

6. Merchandise, Services & Revenue Model

_ Margin character —

Food (dry, wet, treats) Thinnest — 18-22% 47.1% - 38.2% — traffic driver
Accessories, toys, bedding & apparel Highest — 40-55% Impulse; the profit engine
Litter, hygiene & consumables Moderate; high frequency Repeat traffic; quick-commerce exposed
In-store services (grooming, training, vet corner) Service margin; no stock 10.3% - 19.9% — the strategic shift
Healthcare OTC (supplements, parasite control, dental) Good; advice-led Requires knowledge to sell properly
Live animal sales NIL — by policy Welfare position; revenue forgone

The margin structure here is the classic retail split in an unusually sharp form, and it dictates the physical
design of the store. The line that brings people in — food — carries the thinnest margin and is the one most
exposed to online substitution. The lines that pay for the business — accessories, toys, treats, apparel — are
impulse purchases that require the customer to be physically present and browsing. The operational consequence
is simple and non-negotiable: food goes at the back. A customer walking the length of the store to collect a twelve-
kilogram bag passes the toys, the beds and the treats, and the attach rate — items per transaction — is where this
business is won or lost. Moving it from 1.6 to 2.4 lifts revenue by half on the same footfall, with no additional acquisition
cost whatsoever. It is worth more than any promotion the store could run, and it is achieved through layout,

staff who ask one useful question, and merchandise placed where the animal's actual owner is standing.

7. Go-to-Market — Being Worth the Trip

Acquisition
o New-pet starter programme — the single highest-value acquisition available, capturing a customer at week one of a
decade-long relationship.
« Veterinary and groomer referral within the catchment.
o Adoption events with rescue partners, which bring exactly the right people through the door.

e Training classes and community events, which make the store a destination.

Retention

e Services that require return visits — grooming on a six-week cycle is the strongest retail traffic generator available.
o Advice remembered, which is the only loyalty in this category that survives a price difference.
¢ Local delivery and WhatsApp reordering, meeting online convenience where it can be met.

+ Recognition — staff who know the dog's name, which sounds trivial and is not.

Sales approach

Acquire at the start of pet ownership — serve rather than stock — lift attach rate through layout and advice - convert
service visits into retail baskets - hold the community position. The error to avoid is defending the food business

with price. A store that discounts kibble to match an online platform is competing on the one dimension where it has



a structurally worse cost base, and funding that fight out of the accessory margin that keeps it alive. The
correct posture is to stock food properly, price it fairly, accept that a share of repeat purchase will migrate
online, and ensure that everything else in the store is a reason the customer came in anyway. Food share falling

from 47% to 38% is that strategy working, not failing.

8. Operations Plan (buy, stock, advise, service, turn)

Assortment planning: deliberate SKU discipline — breadth where advice adds value, depth only where it sells.

Purchasing: distributor and direct-brand terms, credit periods, and minimum orders managed against turns.

Inventory control: FEFO on food and treats, ageing reports by SKU, markdown discipline before expiry

rather than after.

Floor layout: food at the rear, impulse at the till, fitting area visible, services in sight of the shop floor.

Advice & fitting: trained advisors, harness and crate fitting on the animal, starter consultations by appointment.
¢ In-store services: grooming bay on the welfare protocols of the grooming plan, weekly vet corner, training classes.
o Adoption partnership: rescue tie-up, events, and follow-through support for adopters.

o Local fulfilment: WhatsApp ordering and same-day delivery within the catchment.

Store economics chain

m Activity Control point

Buy Assortment, terms, minimum orders SKU count; supplier credit
Turn FEFO, ageing, markdown discipline Inventory turns 3.8 - 5.6; dead stock 3.4% - 1.9%
Draw Food, services, community, adoption Transactions ~24,000 - ~48,000
Attach Layout, advice, impulse placement Items per transaction 1.6 - 2.4
Serve Grooming, training, vet corner Service share 10.3% - 19.9%
Return Advice remembered; service cycle 90-day return 44% - 68%

Dead stock is where pet retail actually fails, and the mechanism is quiet enough that owners often do not see
it until the bank balance says so. The category carries an enormous SKU count — every breed size, every life stage,
every flavour, every colour of every toy — and a store that says yes to each supplier's full range ends up with two
thousand six hundred active SKUs of which perhaps four hundred move. The rest is cash converted into shelf
decoration, and in food and treats it is worse than idle because it expires. Three disciplines control it. Buy narrow and
deep rather than broad and thin — a customer wants the right harness available in their dog's size far more than they
want a choice of eleven brands. Run ageing reports by SKU monthly and mark down before expiry rather than
after, because a 30% markdown recovers most of the cost while a written-off bag recovers none of it. And
measure turns rather than gross margin percentage — a 50%-margin item that sells twice a year earns less than a

22%-margin bag that sells weekly, which is the arithmetic that decides what a store should actually stock.

9. Live Animals, Welfare & Store Conduct (India)

o Live animal sales: NIL — a stated policy with a real revenue cost. A significant share of traditional pet-shop

income comes from puppies, kittens, birds and fish, and this plan forgoes it.



e PCA (Pet Shop) Rules 2018 govern any establishment selling live animals: registration with the State Animal
Welfare Board, prescribed enclosures, veterinary supervision, purchase and sale records, and prohibition
on selling unweaned animals. A store selling none falls outside the regime.

o Supply-chain reality: much of the live-animal trade sources from unregulated backyard breeding, and a
retailer selling those animals is the retail end of that chain regardless of how well it keeps its own cages.

« Adoption partnership instead: rescue tie-ups, in-store adoption events, adopter support — facilitated at zero

margin and reported as an outcome (85 - 460).

Drug licensing where any Schedule H veterinary medicine is stocked; an OTC-only range avoids it, and the boundary

must be understood rather than assumed.

o Product claims repeated from suppliers remain the retailer's representation to the consumer under consumer-
protection law.

¢ In-store grooming carries the handling, welfare and insurance obligations set out in the grooming plan, including the

right to stop.

e Shops and establishments, trade licence, Legal Metrology declarations, GST.

The live-animal decision deserves its reasoning stated, because a promoter reading this plan will notice the
revenue being left on the table and should understand the trade rather than inherit it. Selling animals is
profitable, drives footfall, and is entirely legal when properly registered and run to the 2018 Rules. The difficulty is
upstream and largely invisible from the shop floor: the economics of supplying puppies to retail at retail-viable
prices favour high-volume, low-welfare breeding — repeated litters, early separation from the mother, minimal
veterinary care, and inherited disease in poorly bred lines. A store can keep immaculate enclosures and still be
funding that. There is also a business argument that runs the same way: a store known for adoption partnerships
attracts precisely the customer segment that spends most on their animals over a lifetime, and it acquires them
at the beginning. The forgone revenue is real and is not recovered elsewhere in this model — it is simply not

earned, which is the honest way to present a values decision in a financial plan.

10. Organisation & Manpower Plan

Promoter / store manager

Sales advisors (product-knowledge trained) 6 9 14
Groomer & grooming assistant 2 4 7
Stock, inventory & receiving 2 4 6
Cashier & billing 2 3 5
Delivery & local fulfiiment 2 3 5
New-pet advisor (starter consultations) 1 2 4

Admin & accounts

Trained advisors are the largest role throughout and are deliberately over-staffed relative to a conventional
store, because in a business whose only defensible advantage is advice, the payroll line is the competitive strategy. A

store that saves money on floor staff has saved money on the only thing distinguishing it from a delivery app.



11. Implementation Timeline & Milestones

Setup Month 0-3 Premises, fit-out with service areas, assortment, supplier terms, staff training

Launch Month 3-12 ~24,000 transactions; X1.74cr revenue, I9L loss; attach rate 1.6

Build Year 2 Attach 2.0, services 15%, turns 4.7; X2.54cr, 7L profit

Scale Year 3 ~48,000 transactions; X3.72cr, X31L profit; attach 2.4, services 19.9%, food down to 38.2%

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.
Attach rate, service mix, inventory turns and dead-stock control are the levers — and food share is modelled
FALLING, because a store defending the food business against e-commerce is fighting on the one dimension

where it has the worse cost base.

12.1 Project cost & means of finance

capital reqUirement _

Opening inventory 24,00,000
Store fit-out (shelving, fitting area, service areas, grooming bay) 15,00,000
Deposits & advance rent 9,00,000
Working capital 6,00,000
Equipment & technology (POS, inventory system, grooming) 3,00,000
Launch & local marketing 2,00,000
Licences, registrations & insurance 1,00,000
Promoter contribution 34,00,000
Term loan 16,00,000
Working-capital finance 10,00,000

12.2 Projected Profit & Loss (3 years)

_

Food (dry, wet, treats) 82,00,000 1,08,00,000 1,42,00,000
Accessories, toys, bedding & apparel 38,00,000 56,00,000 82,00,000
Litter, hygiene & consumables 22,00,000 30,00,000 42,00,000
In-store services (grooming, training, vet corner) 18,00,000 38,00,000 74,00,000

Healthcare OTC (supplements, parasite control, dental) 14,00,000 22,00,000 32,00,000



Live animal sales N

IL NIL NIL
1'74’00'000 2’54'00’000 3'72’00'000

Cost of goods sold 1,12,00,000 1,58,00,000 2,24,00,000
Salaries (advisors, groomer, stock, billing, admin) 28,00,000 38,00,000 54,00,000
Rent, utilities & facility 20,00,000 22,00,000 25,00,000
Marketing & customer acquisition 6,00,000 8,00,000 11,00,000
Dead stock write-down & markdowns 6,00,000 6,00,000 7,00,000
Store operations, packing & local delivery 4,00,000 6,00,000 9,00,000
Insurance, licences & compliance 2,00,000 3,00,000 4,00,000
Depreciation, interest & other 5,00,000 6,00,000 7,00,000

Total expenses 1,83,00,000 2,47,00,000 3,41,00,000

Net profit / (loss) before tax (9,00,000) 7,00,000 31,00,000

Net margin (5.2%) 2.8% 8.3%
Gross margin — rising as services grow 35.6% 37.8% 39.8%
Attach rate (items per transaction) 1.6 2.0 2.4
In-store service revenue as % of total 10.3% 15.0% 19.9%
Food as % of revenue — falling by design 47.1% 42.5% 38.2%

Inventory turns / Dead stock write-down as % of

3.8/ 3.4% 4.7 | 2.4% 5.6/ 1.9%
revenue
Adoptions facilitated with rescue partners (zero
85 240 460
revenue)
New-pet starter consultations 310 720 1,240
Customers returning within 90 days 44% 58% 68%
~24,000/725/ ~35,000/726/ ~48,000/ 775/
Transactions / Average basket () / Active SKUs
1,850 2,200 2,600

12.3 Unit economics & break-even

o Attach rate is the single highest-leverage number in this business. Moving items per transaction from 1.6 to 2.4
lifts revenue by half on the same footfall at zero acquisition cost — worth more than any promotion the store could
run.

e Service mix is what lifts gross margin from 35.6% to 39.8%, because services carry no cost of goods and no
inventory risk. Square feet converted from storage to service earn more than the same square feet stacked
with discounted kibble.

e« Turns matter more than margin percentage. A 50%-margin item selling twice a year earns less than a 22%-margin
bag selling weekly — the arithmetic that should decide what a store stocks.

o New-pet starter customers are the highest-lifetime-value acquisition available, because the first six weeks set

purchasing habits for a decade.



 Break-even: Year 2. Year 1's loss reflects opening inventory, advisor payroll carried ahead of footfall, and a

service mix not yet built.

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

Particulars (¥) mmmn

Opening balance 16,00,000 10,00,000 8,00,000 7,00,000
Collections 38,00,000 42,00,000 44,00,000 46,00,000
Purchases, salaries, rent, marketing & overheads 44,00,000 44,00,000 45,00,000 45,00,000

Closing balance 10,00,000 8,00,000 7,00,000 8,00,000

Retail cash looks simple — customers pay at the till, there are no receivables — and the entire difficulty sits in
one place: the inventory. ¥24 lakh of the 60 lakh raised is converted into stock before a single customer
walks in, and thereafter every rupee of growth requires more of it. The trap is that a store can be profitable on paper
and short of cash simultaneously, because the profit has gone onto the shelves. Three disciplines address it.
Negotiate supplier credit as seriously as purchase price — thirty days of credit on food is worth more to this business
than a two-point discount, because it funds the stock with the supplier's money instead of the bank's. Treat slow SKUs as
cash rather than as merchandise: X3 lakh sitting in unsold beds is X3 lakh unavailable for the fast-moving lines that
actually generate turnover. And grow the service lines deliberately, because they consume no working capital at
all — a grooming appointment requires a groomer and forty minutes, not %8 lakh of stock, which is why service mix

improves both the margin and the cash position at once.

12.5 Key Performance Indicators to Monitor

« Basket: attach rate (items per transaction); average basket; category mix; impulse-line performance at till and on
route to food.

¢ Inventory: turns by category; dead stock and markdown as % of revenue; SKU count vs. SKUs moving; ageing
and FEFO compliance.

o Strategic shift: service revenue share; food share (expected to fall); service-to-retail conversion on the same visit.

« Relationship: new-pet starter consultations; 90-day return rate; adoptions facilitated; advisor product-knowledge

assessments.

13. Funding Requirement & Bankability

Total ask: ¥16 lakh term loan plus ¥10 lakh working-capital finance against X34 lakh promoter contribution. Four
points. First, inventory is the security and it is decent security, provided the lender understands that slow-moving
pet accessories are worth considerably less than their book value and expired food is worth nothing. Second,
the metric to underwrite is inventory turns rather than revenue — a store showing good revenue on 3.0 turns is
carrying its profit as stock and will need more working capital every year to stand still. Third, and specific to
this category, ask what proportion of revenue is service. A pure-merchandise pet store is competing directly with
e-commerce on price and convenience and will be squeezed continuously, one deriving a fifth of revenue from
services has built something a delivery application cannot replicate. Fourth, note that this plan forgoes live-animal
revenue by policy — which removes a compliance exposure under the Pet Shop Rules 2018, removes the welfare risk of
an unregulated supply chain, and correspondingly lowers the revenue base. That is a deliberate trade and should be

read as one rather than as a gap in the model.



13.1 Funding utilisation

Opening inventory 24,00,000 40.0%
Store fit-out (shelving, fitting area, service areas, grooming bay) 15,00,000 25.0%
Deposits & advance rent 9,00,000 15.0%
Working capital 6,00,000 10.0%
Equipment & technology (POS, inventory system, grooming) 3,00,000 5.0%
Launch & local marketing 2,00,000 3.3%
Licences, registrations & insurance 1,00,000 1.7%

60'00’000 100%

14. Risk Analysis & Mitigation

E-commerce and

quick commerce

Defending food

with price

Dead stock —
where pet retail

actually fails

Advice that is
really a sales

pitch

Live-animal trade

Working capital
trapped in stock

A bag of dog food is precisely the SKU e-commerce was built to win — commoditised, heavy,
predictable-repeat, comparable in three seconds — and quick commerce has now taken the
impulse lines too. Do not fight it: a pet store whose proposition is "we stock pet food" has no
proposition. Build on advice, fitting, immediate need and community; food share falls 47.1% — 38.2% by

design

A store discounting kibble to match a platform is competing on the one dimension where it has
the worse cost base — and funding that fight out of the accessory margin that keeps it alive. Stock

food properly, price fairly, accept migration, make everything else the reason for the visit

Enormous SKU counts (every size, life stage, flavour, colour) mean 2,600 active SKUs of which perhaps
400 move; the rest is cash converted into shelf decoration, and in food it expires. Buy narrow and
deep; monthly ageing by SKU; mark down BEFORE expiry, since a 30% markdown recovers most of

the cost while a written-off bag recovers none; measure turns, not margin percentage

An owner sold a 4,200 orthopaedic bed for a puppy that does not need one learns the advice is a
pitch, and thereafter price-checks online before buying anything. The advantage compounds only the
other way — the advisor who says "you don't need that yet" is why a customer returns for six years

. Write it into staff incentives rather than hoping for it

LIVE ANIMAL SALES: NIL. PCA (Pet Shop) Rules 2018 require State Animal Welfare Board registration,
prescribed enclosures, veterinary supervision and records — and much of the supply comes from
unregulated backyard breeding, so a store selling those animals is the retail end of that chain
regardless of how well it keeps its own cages. Rescue adoption partnership instead (85 - 460, zero

margin); the forgone revenue is real and is simply not earned

X24L of ¥60L becomes inventory before a customer walks in, and a store can be profitable on
paper and short of cash because the profit went onto the shelves. Negotiate supplier credit as hard as
price (30 days on food beats a two-point discount); treat slow SKUs as cash; grow services, which

consume NO working capital



Layout with food at the rear so customers walk past toys, beds and treats; impulse at till; one useful

Low attach rate

question from staff. 1.6 —» 2.4 lifts revenue by half on the same footfall at zero acquisition cost

Understaffing the

In a business whose only defensible advantage is advice, the payroll line IS the competitive

floor strategy — a store that saves on floor staff has saved on the only thing distinguishing it from a delivery app

Schedule H

boundary

Supplier claims

repeated under consumer-protection law

15. SWOT Analysis

Drug licensing required where any Schedule H veterinary medicine is stocked; OTC-only range avoids it, and

the boundary must be understood rather than assumed

Product claims a store repeats from its suppliers remain the retailer's representation to the consumer

Strengths

Immediate cash collection with no receivables; advice and
fitting are genuinely unavailable online; services carry no
COGS and no inventory risk; new-pet customers acquired at the
start of a decade-long relationship; adoption partnership
builds standing no advertisement buys; low capital by the

standards of this vertical.

Opportunities

Converting square feet from storage into service;
grooming on a six-week cycle as the strongest retail traffic
generator available; training classes and community events;
new-pet starter programmes; local delivery and WhatsApp

reordering; private label on selected lines.

Weaknesses

Owns nothing — no clinical authority, no craft, no
custody, no brand; every SKU available cheaper elsewhere;
working capital trapped in inventory; dead stock risk across
thousands of SKUs; thin margins on the traffic-driving line;

catchment-bound footfall.

Threats

E-commerce and quick commerce on price and
convenience; veterinary clinics selling food and OTC lines;
modern trade carrying mass pet food; traditional shops
undercutting via live-animal revenue this store forgoes; supplier

margin compression; rent inflation against a fixed catchment.

16. Recommended AiSevak Tools for This Business

This pet supplies store would use AiSevak's Petcare and Retail vertical tools in operations:

 Basket: attach-rate tracking by staff member and category, basket analysis, impulse-line performance by

placement.

reports, supplier credit tracking.

scheduling.

Inventory: turns and ageing by SKU with FEFO alerts, markdown-before-expiry prompts, SKU rationalisation

Services: grooming and training appointment book, service-to-retail conversion on the same visit, vet-corner

Relationship: new-pet starter programme records, 90-day return cohorts, WhatsApp reordering and local delivery.

o Conduct: adoption partnership register, advisor product-knowledge assessments, supplier claim substantiation

records.

17. Key Assumptions & Notes

o Pet supplies store: physical retail of food, treats, accessories, toys, bedding, apparel, litter, hygiene and OTC pet

healthcare, with in-store grooming, training and a weekly veterinary consultation corner, and a rescue adoption

partnership.



o A THE VERTICAL'S FIRST PURE-DISTRIBUTION BUSINESS AND STRUCTURALLY THE WEAKEST POSITION IN
IT, BECAUSE IT OWNS NOTHING — the clinic holds clinical authority, the groomer a craft, the boarding facility
custody and the trust that comes with it, the food brand a formulation and a label; THE STORE HOLDS SHELF SPACE
AND OTHER PEOPLE'S PRODUCTS, EVERY ITEM OF WHICH IS AVAILABLE FROM SOMEONE ELSE, USUALLY
CHEAPER, FREQUENTLY DELIVERED TO THE CUSTOMER'S DOOR WITHIN THE HOUR.

BY A DISTANCE THE MOST SEVERELY DISRUPTED PLAN IN THIS VERTICAL, AND THE DISRUPTION IS NOT
INCIDENTAL: A BAG OF DOG FOOD IS PRECISELY THE SKU E-COMMERCE WAS BUILT TO WIN — commoditised
(nothing to judge but price), heavy (delivery carries real value), bought on a predictable cycle (subscription works
perfectly), comparable in three seconds on a phone — and QUICK COMMERCE HAS NOW TAKEN THE IMPULSE
CATEGORIES TOO (litter and treats in ten minutes). Honest conclusion the plan is built on: A PET STORE WHOSE
PROPOSITION IS "WE STOCK PET FOOD" HAS NO PROPOSITION - construct around WHAT A PHYSICAL STORE
CAN DO THAT AN APPLICATION CANNOT (advice, fitting, immediate need, being a PLACE rather than a
SHELF) and ACCEPT THE LOSS OF A SHARE OF THE REPEAT FOOD PURCHASE RATHER THAN FIGHT IT — food
modelled FALLING 47.1%-38.2% BY DESIGN as traffic driver not profit engine, services rising 10.3%-19.9%. A
store discounting kibble to match a platform is COMPETING ON THE ONE DIMENSION WHERE IT HAS THE
WORSE COST BASE, AND FUNDING THAT FIGHT OUT OF THE ACCESSORY MARGIN THAT KEEPS IT ALIVE.

WHAT REMAINS GENUINELY UNAVAILABLE ONLINE IS NARROW BUT REAL: AN ALGORITHM CANNOT LOOK AT
A NERVOUS FIRST-TIME OWNER HOLDING A FOUR-MONTH-OLD PUPPY AND WORK OUT THAT THEY NEED A
PROPERLY FITTED Y-HARNESS RATHER THAN THE COLLAR THEY CAME IN FOR, A SLOW-FEEDER BOWL
BECAUSE THE PUPPY IS GULPING, AND NOTHING ELSE AT ALL TODAY; it cannot fit a harness on the actual
animal, and cannot let two owners meet and talk = THE UNCOMFORTABLE STRATEGIC INSTRUCTION: STOP
COMPETING ON WHAT THE STORE WILL LOSE, AND CONVERT SQUARE FEET FROM STORAGE INTO SERVICE
— a grooming bay, fitting area, training corner and weekly vet consultation earn more per square foot than the
same space stacked with discounted kibble AND PRODUCE THE ONE THING ONLINE RETAIL STRUCTURALLY
CANNOT REPLICATE: A REASON TO COME IN PERSON. The advice advantage only exists if genuinely independent:
an owner sold a 4,200 orthopaedic bed for a puppy that does not need one LEARNS THE ADVICE IS A
SALES PITCH AND THEREAFTER PRICE-CHECKS ONLINE BEFORE BUYING ANYTHING, while THE ADVISOR
WHO SAYS "YOU DON'T NEED THAT YET" IS THE REASON A CUSTOMER RETURNS FOR SIX YEARS AND STOPS
PRICE-CHECKING — the same structure as grooming's welfare shave-downs and the food brand's claim discipline, and

worth writing into staff incentives rather than hoping for.

THE CLASSIC RETAIL SPLIT IN AN UNUSUALLY SHARP FORM, AND IT DICTATES THE PHYSICAL DESIGN OF
THE STORE: THE LINE THAT BRINGS PEOPLE IN (FOOD, 18-22% MARGIN) IS THE THINNEST AND MOST
ONLINE-EXPOSED; THE LINES THAT PAY FOR THE BUSINESS (ACCESSORIES 40-55%, TREATS 35-45%) ARE
IMPULSE PURCHASES REQUIRING THE CUSTOMER TO BE PHYSICALLY PRESENT AND BROWSING - operational
consequence is simple and non-negotiable: FOOD GOES AT THE BACK, so a customer collecting a twelve-kilogram bag
walks past the toys, beds and treats. ATTACH RATE — ITEMS PER TRANSACTION — IS WHERE THIS BUSINESS IS
WON OR LOST: 1.6-2.4 LIFTS REVENUE BY HALF ON THE SAME FOOTFALL AT ZERO ACQUISITION COST,
WORTH MORE THAN ANY PROMOTION THE STORE COULD RUN, achieved through layout, staff who ask one useful
question, and merchandise placed where the owner is standing. Also: TURNS MATTER MORE THAN MARGIN
PERCENTAGE — a 50%-margin item selling twice a year earns less than a 22%-margin bag selling weekly,
WHICH IS THE ARITHMETIC THAT SHOULD DECIDE WHAT A STORE STOCKS.

DEAD STOCK IS WHERE PET RETAIL ACTUALLY FAILS, AND THE MECHANISM IS QUIET ENOUGH THAT
OWNERS OFTEN DO NOT SEE IT UNTIL THE BANK BALANCE SAYS SO — the category carries an enormous SKU
count (every breed size, life stage, flavour, colour of every toy) and a store saying yes to each supplier's full range ends
with 2,600 active SKUs OF WHICH PERHAPS 400 MOVE; THE REST IS CASH CONVERTED INTO SHELF
DECORATION, and in food and treats it is WORSE THAN IDLE BECAUSE IT EXPIRES - buy NARROW AND



DEEP rather than broad and thin (a customer wants the right harness IN THEIR DOG'S SIZE far more than a
choice of eleven brands), run monthly ageing by SKU and MARK DOWN BEFORE EXPIRY RATHER THAN AFTER,
BECAUSE A 30% MARKDOWN RECOVERS MOST OF THE COST WHILE A WRITTEN-OFF BAG RECOVERS NONE
OF IT (turns 3.8-5.6, write-down 3.4%—1.9%).

LIVE ANIMAL SALES: NIL — A STATED POLICY WITH A REAL REVENUE COST, and the reasoning is given
because a promoter will notice the revenue being left on the table and should understand the trade rather
than inherit it. Selling animals is profitable, drives footfall and is entirely legal when registered and run to the PCA
(Pet Shop) Rules 2018 (State Animal Welfare Board registration, prescribed enclosures, veterinary
supervision, purchase/sale records, no unweaned animals) — THE DIFFICULTY IS UPSTREAM AND LARGELY
INVISIBLE FROM THE SHOP FLOOR: THE ECONOMICS OF SUPPLYING PUPPIES TO RETAIL AT RETAIL-VIABLE
PRICES FAVOUR HIGH-VOLUME, LOW-WELFARE BREEDING — REPEATED LITTERS, EARLY SEPARATION FROM
THE MOTHER, MINIMAL VETERINARY CARE, INHERITED DISEASE IN POORLY BRED LINES — AND A STORE
CAN KEEP IMMACULATE ENCLOSURES AND STILL BE FUNDING THAT; a business argument runs the same way,
since a store known for adoption partnerships attracts precisely the customer segment that spends most
on their animals over a lifetime, AND ACQUIRES THEM AT THE BEGINNING - rescue adoptions facilitated at zero
margin (85-240-460), reported as an outcome; THE FORGONE REVENUE IS REAL AND IS NOT RECOVERED
ELSEWHERE IN THIS MODEL — IT IS SIMPLY NOT EARNED, WHICH IS THE HONEST WAY TO PRESENT A
VALUES DECISION IN A FINANCIAL PLAN (and a store selling no live animals falls outside the 2018 Rules regime
entirely — a meaningful compliance simplification alongside the ethical case). Trained advisors are the largest role
throughout and deliberately over-staffed, because IN A BUSINESS WHOSE ONLY DEFENSIBLE ADVANTAGE IS
ADVICE, THE PAYROLL LINE IS THE COMPETITIVE STRATEGY — A STORE THAT SAVES MONEY ON FLOOR
STAFF HAS SAVED MONEY ON THE ONLY THING DISTINGUISHING IT FROM A DELIVERY APP.

Cash looks simple (till payment, no receivables) and the entire difficulty sits in the inventory: X24L of the I60L
raised becomes stock before a single customer walks in, and every rupee of growth requires more — SO A
STORE CAN BE PROFITABLE ON PAPER AND SHORT OF CASH SIMULTANEOUSLY, BECAUSE THE PROFIT HAS
GONE ONTO THE SHELVES - negotiate supplier credit as seriously as purchase price (THIRTY DAYS OF
CREDIT ON FOOD IS WORTH MORE THAN A TWO-POINT DISCOUNT, because it funds the stock with the
SUPPLIER'S money instead of the BANK'S), treat slow SKUs as CASH rather than as merchandise, and grow
services DELIBERATELY because they consume NO working capital at all — a grooming appointment
requires a groomer and forty minutes, not X8 lakh of stock, WHICH IS WHY SERVICE MIX IMPROVES BOTH
THE MARGIN AND THE CASH POSITION AT ONCE (gross margin 35.6%—39.8% comes almost entirely from service
mix). Regulatory: shops & establishments, trade licence, Legal Metrology, GST; drug licensing where ANY Schedule
H veterinary medicine is stocked — an OTC-only range avoids it and the boundary must be UNDERSTOOD
rather than assumed; product claims repeated from suppliers remain THE RETAILER'S representation to the
consumer; in-store grooming carries the grooming plan's handling, welfare and insurance obligations including the right
to stop. Lender note: inventory is decent security PROVIDED the lender understands that slow-moving
accessories are worth considerably less than book value and expired food is worth nothing, underwrite
INVENTORY TURNS rather than revenue, since a store showing good revenue on 3.0 turns is CARRYING ITS
PROFIT AS STOCK and will need more working capital every year to stand still ask what proportion of
revenue is SERVICE — a pure-merchandise pet store is competing directly with e-commerce on price and
convenience and WILL BE SQUEEZED CONTINUOUSLY, while one deriving a fifth from services has built
something a delivery application cannot replicate; and note that forgoing live-animal revenue removes a Pet
Shop Rules compliance exposure and an unregulated-supply-chain welfare risk while lowering the revenue
base — A DELIBERATE TRADE, TO BE READ AS ONE RATHER THAN AS A GAP IN THE MODEL.X60L,
~24,000-48,000 transactions, 17-46 staff, rev 1.74-3.72cr, Y1 —X9L - Y3 X31L. Figures illustrative, exclude GST.



» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Pet Care & Veterinary Busin toolkit to

browse and use them all at https://aisevak.in/verticals/petcare — 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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