
Business Plan

Lantern Coffee House
A neighborhood specialty coffee house with fast morning service and room to

stay.
Prepared by September 2026

Lantern Coffee House

@  Email

hello@example.com

 Phone number

(555) 010-0000

  Website

https://www.example.com

  Location

100 Example Street
00000 Your City
United States

This is a sample business plan made with Cuttles. The business, people and contact details are fictional, and all figures are illustrative. Use it as a starting point for your

own plan.

L
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01 Concept

Introduction

Lantern Coffee House is a 30-seat specialty coffee shop on the main street of Eastgate, opening in March 2027.

We serve espresso drinks and drip coffee made with beans from a local roaster, pastries from a neighborhood bakery, and a small retail range of beans and gear. The shop is built for two jobs: getting
commuters their coffee in under three minutes in the morning, and giving remote workers and neighbors a comfortable place to stay the rest of the day.

This is a sample business plan. The business, people and address are fictional, and the figures are illustrative.

Mission Statement

Great coffee, made quickly, in a place that feels like part of the neighborhood.

We want every guest to get a drink they'd cross town for, served by people who know their name.

Vision Statement

Within five years, Lantern is Eastgate's default meeting place and runs two locations.

The first shop proves the model. A second, smaller location or kiosk near the station follows once the first shop has two profitable years and a manager who can run it without the owner behind the bar.

02 Opportunity

Problem

Eastgate has grown fast, but its main street hasn't caught up.

No walkable specialty coffee. The only options within a mile are a drive-through chain on the highway and a gas station.

Slow mornings. Commuters walking to the light-rail station either skip coffee or wait 10 to 15 minutes in a drive-through line.

Nowhere to stay. Remote and hybrid workers, a growing group in the neighborhood, have no comfortable place to work for a few hours.

Offices order from far away. Businesses nearby have coffee for meetings delivered from across town.

Solution

A specialty coffee house designed around speed in the morning and comfort during the day.

Fast bar workflow: a two-group espresso machine, dedicated batch brew and mobile ordering so a drink is ready in under three minutes at peak.

Quality you can taste: seasonal espresso and single-origin drip from a local roaster, with dairy and plant-based milks.

Room to stay: 30 seats inside, 8 on the patio, power at most tables and free Wi-Fi.

Office coffee boxes: 96 oz boxes of drip coffee and pastry trays, delivered by 8 am.

Unique Value Proposition

Specialty coffee at drive-through speed, in a room you actually want to sit in.

The chain is fast but only for drivers, and the independents are good but far away. Lantern is the only place in walking distance that is both fast and good, and it's run by people who live in the
neighborhood.

03 Market

Coffee is a daily habit for most Americans. According to the National Coffee Association's 2025 survey, 66% of US adults drank coffee in the past day and 48% drank a specialty coffee drink, and more
people now order ahead in an app. Iced and cold coffee is also growing: in the June survey it was 21% of past-day coffee, against 17% in January.

Our local market is a 1-mile radius around the shop:
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About 18,000 residents, many of them young professionals and families who moved in during the last ten years.

About 6,000 daytime workers in offices, the medical center and shops.

Commuters walking to the light-rail station, which is two blocks from the shop.

Weekday mornings (6:30 to 10 am) will bring about half of our sales. Afternoons and weekends are driven by remote workers, families and people meeting friends.

Market Size

Illustrative figures for this sample plan.

Addressable market: if 66% of the 24,000 residents and daytime workers drink coffee and spend an average of $20 a week on coffee away from home, the local market is about $15 million a

year.

Serviceable market: people within a 10-minute walk who prefer specialty coffee, about a third of that, or $5 million a year.

Our target: $534k in the second year, about 11% of the serviceable market, or roughly 200 transactions a day.

Market Validation

Farmers market pop-up: a coffee cart on eight Saturdays sold an average of 140 drinks per morning and collected 420 email sign-ups.

Street count: on three weekday mornings we counted 310 to 380 people walking past the corner between 6:30 and 9 am.

Survey: 212 residents answered a neighborhood survey. 71% said they would visit a walkable coffee shop at least weekly, and 38% work from home at least two days a week.

Office interest: three offices within four blocks have asked for weekly coffee box quotes.

04 Product

A focused menu that the bar can make fast and consistently.

Espresso drinks: espresso, americano, cortado, cappuccino, latte, mocha and a rotating seasonal special.

Brewed coffee: batch-brewed drip all day, cold brew on tap from April to October, pour-over on weekends.

Tea and others: loose-leaf tea, chai, matcha and hot chocolate.

Food: croissants, muffins, scones, breakfast sandwiches and a few grab-and-go items, delivered fresh every morning.

Retail: 12 oz bags of the roaster's beans, reusable cups and brewing gear.

Office coffee boxes: 96 oz boxes with cups and milk, plus pastry trays.

Price

Illustrative prices. Our prices sit between the chain and the downtown specialty cafes.

Item Price Cost of goods

Drip coffee, 12 oz $3.25 about $0.45

Latte, 12 oz $5.50 about $1.20

Cold brew, 16 oz $5.25 about $0.90

Croissant $4.25 about $1.70

Breakfast sandwich $7.50 about $3.00

Coffee box (96 oz, 12 cups) $32.00 about $7.50

With add-ons (extra shots, alternative milks, syrups) and food, we expect an average ticket of about $7.

Distribution

In the shop: counter service, with orders called by name.

Mobile ordering: through our POS app, with a pickup shelf by the door for the morning rush.

Delivery platforms: tested from month six for afternoon orders only, because commissions are high.

Office coffee boxes: ordered online the day before, delivered by the shift lead before 8 am.
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05 Business Strategy

Business Model

We make money on each cup, and more on each visit.

Coffee drinks are about three quarters of sales and carry the best margin: cost of goods around 22%.

Food raises the average ticket but costs more (about 40% of its price), because we buy it in from a bakery.

Retail and coffee boxes add revenue outside the morning peak.

The model works when volume is steady: about 200 transactions a day covers labor, rent and the loan with a small profit. Labor is our largest cost, so staffing is scheduled to the hour against sales from
the POS.

Key Resources

The location: a corner unit two blocks from the station, with a patio and a former deli's plumbing already in place.

Equipment: a two-group espresso machine, two grinders and a batch brewer sized for 300+ drinks a day.

People: an experienced owner-operator and a trained team of baristas.

Suppliers: a local roaster (beans and training) and a neighborhood bakery.

Key Activities

Opening at 6:30 am every day and serving the morning rush quickly.

Dialing in espresso and training staff to a consistent recipe.

Ordering, receiving and rotating stock daily to keep waste low.

Scheduling staff against hourly sales.

Building the regulars list: loyalty app, local events and partnerships.

Key Metrics

Transactions per day and by hour (target: 200 a day in year two).

Average ticket (target: $7 or more).

Cost of goods as a share of sales (target: under 28%).

Labor as a share of sales (target: under 35% including the owner's salary).

Prime cost (cost of goods plus labor, target: under 65%).

Waste of food and milk each week, and loyalty members who visit at least weekly.

Key Partnerships

Local roaster: wholesale beans, equipment advice and barista training.

Neighborhood bakery: daily pastry delivery on consignment for the first month.

Dairy and plant-milk distributor with two deliveries a week.

Co-working space and gyms nearby: cross-promotion and member discounts.

Equipment technician: quarterly service contract for the espresso machine.

SWOT Analysis

STRENGTHS

Experienced owner-operator with 9 years in specialty coffee. Corner location with morning
foot traffic and a former food-service unit (lower build-out cost). High-margin core product.
Pre-opening list of 420 local people.

WEAKNESSES

New brand with no sales history. Small seating area limits weekend capacity. Dependence
on the owner for opening shifts in the first year. Food is bought in, so margins on food are
lower.

OPPORTUNITIES

Remote workers who need a third place. Office coffee boxes and catering for nearby

businesses. Cold drinks and seasonal menus to lift summer and holiday sales. A second
location or kiosk once the first shop is stable.

THREATS

A national chain opening a walk-in store nearby. Rising coffee bean and dairy prices.

Minimum wage increases. Slow winter months and road works on the main street.
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06 Competitors

Competitive Landscape

Coffee in Eastgate today comes from three places:

1. A national chain drive-through 0.8 miles away. Fast for drivers, but not walkable and with no seating.

2. A gas station across the street with self-serve coffee. Cheap, open all night, low quality.

3. Two independent cafes in the old town, more than 1.5 miles away. Good coffee, but a drive and limited parking.

Home brewing is the biggest competitor of all, so the shop has to be worth the walk.

Competitive Advantages

Location: the only specialty coffee within walking distance of the station.

Speed: mobile ordering and a bar built for volume.

Quality: locally roasted coffee and a barista-led team.

Space: seating, patio and power outlets that the drive-through can't offer.

Local roots: owners who live in the neighborhood and partner with local businesses.

Competitors

07 Customers

We serve four groups:

Morning commuters (weekday 6:30 to 9 am): want quality coffee fast, often order ahead.

Remote workers (weekdays 9 am to 3 pm): stay one to three hours, buy two or more items.

Neighbors and families (weekends): come for coffee, pastries and to meet friends.

Local offices: order coffee boxes for meetings, often weekly.

Customer value

Commuters save about 10 minutes every morning and get a better drink than the drive-through, ordered ahead on their phone.

Remote workers get a productive, friendly place outside home, with power, Wi-Fi and nobody rushing them out.

Neighbors and families get a meeting place on the main street that is open early and every day of the week.

Offices get reliable, good coffee for meetings, delivered before 8 am and invoiced monthly.

National chain drive-through

Drive-through only location 0.8 miles away on the highway frontage road
N

Gas station coffee

Self-serve drip coffee at the station across the street
G

Independent cafes (1.5+ miles)

Two independent specialty cafes in the old town district
I
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Personas

08 Marketing

Marketing Channels

Pre-opening: window signage during the build-out, the email list from the farmers market, a free-drink opening weekend for list members.

Local search: a complete Google Business Profile with photos, menu and hours, and steady review requests.

Instagram: daily stories of the seasonal drink and the people behind the bar.

Loyalty app: every 10th drink free, with birthday rewards.

Partnerships: the co-working space, gyms and the farmers market.

Office outreach: free coffee box tasting for 30 offices within half a mile.

Jess, the morning commuter

Walks past the corner at 6:45 am on her way to the

light-rail station, four days a week.

Age: 34

Job title: Nurse

Family: Married, one child

Education: Bachelor of Nursing

Industry: Healthcare

 Traits/Personality

Loyal once she finds a place she likes. Uses mobile ordering.

 Goals

A good latte in under five minutes without a detour.

 Challenges

No time to wait in line. The chain drive-through is out of her way on foot.

J

Marcus, the remote worker

Works from home three days a week and wants to get

out of the apartment for a few hours.

Age: 29

Job title: UX designer

Family: Single

Education: BA in design

Industry: Software

 Traits/Personality

Buys two drinks and a snack per visit. Shares places he likes on Instagram.

 Goals

Reliable Wi-Fi, a table with power, good coffee and a relaxed atmosphere.

 Challenges

Most cafes nearby are too small or push people out after one drink.

M

Linda, the office manager

Organizes weekly team meetings and client visits for a

40-person engineering firm two blocks away.

Age: 46

Job title: Office manager

Family: Married, two teenagers

Education: Associate degree

Industry: Professional services

 Traits/Personality

Values reliability over price. Books recurring orders.

 Goals

Coffee and pastries delivered on time, invoiced monthly.

 Challenges

Chain catering is expensive and impersonal; ordering is a hassle.

L
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Customer Relationship 

Regulars are the business: a guest who comes in four times a week is worth more than any promotion. Baristas learn names and usual orders, the loyalty app rewards frequency, and the owner reads
and answers every review personally, good or bad.

Office clients get a named contact, a standing weekly order they can change by text, and one monthly invoice. Feedback from the loyalty app and the POS decides which seasonal drinks stay on the
menu.

Brand Positioning

For Eastgate locals who want great coffee without the trip downtown. Lantern is warm, quick and unpretentious: specialty coffee without the attitude, and a room full of neighbors.

The brand shows up in the details: a lantern logo on the corner that is lit from 6:30 am, simple menu boards with prices you can read from the door, local art on the walls, and baristas who explain a
coffee if you ask and don't if you're in a hurry.

09 Financials

Expenses

Illustrative figures for this sample plan. Opening costs are one-time and fall in the two build-out months before we open on 1 March 2027.

Runway

Monthly burn rate

$46,494

Monthly earn rate

$39,497

 Break-even

15 months Jan 2028

 Runway 

Never-ending

Total capital

$340,000

Total revenue

$1,421,909

Total expenses

$1,673,792
= Net income

-$251,882
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Startup cost Amount Notes

Build-out & leasehold improvements $95,000 Plumbing, electrical, counters, finishes in a second-generation space

Espresso machine (2-group) $18,000 Commercial dual-boiler machine

Grinders $7,500 Two espresso grinders and one bulk grinder

Brewers, water filtration & ice machine $9,000

Refrigeration & pastry case $11,000

Furniture, fixtures & signage $18,000

Smallwares $4,000 Pitchers, scales, tools, dishes

POS hardware, Wi-Fi & security $4,500

Design, permits & licenses $9,000 Architect drawings, building and health permits

Lease deposit $9,100 Two months of rent

Opening inventory $6,500

Pre-opening hiring & training $9,000

Pre-opening marketing & opening week $5,000

Legal, LLC formation & insurance deposit $3,500

Contingency (10%) $20,900

Total $230,000

Monthly costs once the shop is established (year two):

Cost Year 2028 Share of sales

Cost of goods (coffee, milk, food, retail) $146,202 27%

Staff incl. owner salary and payroll taxes $203,214 38%

Rent, CAM and utilities $73,458 14%

Other operating costs (card fees, packaging, marketing, insurance, repairs, software, accounting) $59,176 11%

Loan repayment $29,146 5%
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Revenue

Illustrative figures for this sample plan. Sales start at 60% of the established level when we open and build up over the first 12 months, then grow 4% a year.

2027 (10 months) 2028 2029

Sales $329,457 $534,452 $558,000

Gross profit $239,332 $388,250 $405,356

Operating profit (before loan and startup costs) -$46,594 $52,402 $59,748

Cash flow after loan repayments -$75,740 $23,256 $30,602

Established monthly sales of $45,000 come from coffee drinks ($33,000), food ($9,500) and retail and coffee boxes ($2,500). The shop covers its monthly costs from January 2028. Sales are seasonal: hot
drinks peak from October to March, cold brew lifts summer, and January is usually the slowest month.

Expenses Dashboard

Total expenses

$1,673,792

Monthly burn rate

$46,494

 Runway 

Never-ending

Top expenses category

Staff ($586,324)
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Capital

Illustrative figures for this sample plan. The shop needs $340,000 before opening.

Source Amount Terms

Owners' equity $160,000 Founders' savings

SBA 7(a) loan $180,000 10 years at an illustrative 10.5%, about $2,429 a month

Total $340,000

$230,000 goes to build-out, equipment and opening costs. The remaining $110,000 is working capital for the build-out months and the first year, when sales are still growing. At the lowest point, in
December 2027, the plan keeps about $34,000 in the bank.

Revenue Dashboard

Total revenue

$1,421,909

Monthly earn rate

$39,497

 Break-even

15 months Jan 2028

Top revenue category

Sales ($1,421,909)
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10 Roadmap

Milestones Start date End date Status Priority

Before opening

Sign lease and secure SBA loan 01 Oct 2026 31 Dec 2026 To do Critical

Design, permits and contractor bids 01 Nov 2026 31 Dec 2026 To do High

Build-out and equipment installation 01 Jan 2027 28 Feb 2027 To do Critical

Health inspection and certificate of occupancy 01 Feb 2027 28 Feb 2027 To do Critical

Hire and train baristas 01 Feb 2027 28 Feb 2027 To do High

First year

Soft opening for the email list, then grand opening 01 Mar 2027 31 Mar 2027 To do High

Cold brew on tap and patio open 01 May 2027 30 Sep 2027 To do Medium

First office coffee box clients 01 Jun 2027 31 Aug 2027 To do Medium

Holiday menu and gift cards 01 Nov 2027 31 Dec 2027 To do Medium

Growth

Reach 200 transactions a day 01 Jan 2028 30 Jun 2028 To do High

Promote shift lead to assistant manager 01 Mar 2028 31 Mar 2028 To do Medium

Evaluate a second location or kiosk 01 Jan 2029 30 Jun 2029 To do Low

Capital Dashboard

Total capital

$340,000

Current cash balance

$0

Top capital category

Funding ($340,000)
= Net income

-$251,882
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11 Risks & Challenges

Slower ramp-up than planned. Mitigation: working capital for the first year, opening marketing to the email list, and staffing tied to hourly sales.

Coffee and dairy price increases. Mitigation: a fixed-price contract with the roaster for 12 months and a yearly menu price review.

Build-out delays or cost overruns. Mitigation: a second-generation food space, fixed-price quotes and a 10% contingency.

Staff turnover. Mitigation: fair pay, shared tips, training and predictable schedules.

A chain opening a walk-in store nearby. Mitigation: quality, community and the loyalty program; our costs are lower than a chain's at our volume.

Owner dependence. Mitigation: written recipes and opening/closing checklists, and a shift lead trained to run the shop.

12 Team

A small, experienced team. All names in this sample plan are placeholders.

Maria Alvarez, Owner & General Manager: 9 years in specialty coffee, four as manager of a two-location cafe. Runs the bar, hiring, training and daily operations.

Daniel Park, Co-founder, Finance: CPA. Handles bookkeeping, payroll, supplier contracts and the bank relationship, part-time.

Shift lead (hired before opening): opens and closes the shop and trains new baristas.

4 to 5 part-time baristas.

Advisors: the roaster's head of training, and a restaurant accountant who reviews the monthly numbers.

Team

Team member

13 Traction

Letter of intent signed on a 1,300 sq ft corner unit with food-service plumbing in place.

420 people on the pre-opening email list.

Eight farmers market pop-ups, averaging 140 drinks a morning.

Wholesale agreement with a local roaster and a pastry supply agreement with a neighborhood bakery.

Three nearby offices asking for coffee box quotes.

Founders

Maria Alvarez

Owner & General Manager

9 years in specialty coffee, four as manager of a two-location cafe. Runs the bar, hiring and daily operations. (Placeholder name.)

M

Daniel Park

Co-founder, Finance

CPA. Handles bookkeeping, payroll, supplier contracts and the bank relationship, part-time. (Placeholder name.)

D

Shift lead

Shift lead (hire before opening)

Experienced barista who opens and closes the shop and trains new staff.

S

Baristas

4-5 part-time baristas

Hired and trained in the two weeks before opening.

B
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