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Calculate the money left after product, fulfillment, platform, payment, returns, and acquisition costs.
	Use actual landed costs and observed return/refund rates. Revenue is not margin, and gross margin is not contribution margin.


Product and price
SKU / offer  Product, variant, bundle, channel, and selling price
________________________________________________________________________________
________________________________________________________________________________
Landed product cost  Unit cost, inbound freight, duty, prep, packaging, and wastage
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Transaction costs
Marketplace / platform fees  Percentage plus fixed fees
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Payment processing  Percentage plus fixed fee and chargeback allowance
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Outbound fulfillment  Pick/pack, postage, packaging, insurance, and surcharges
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Returns and support
Expected return/refund cost per order  Rate x non-recoverable product, shipping, fees, and labor
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Support and warranty allowance  Average time/cost per order
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Contribution
Contribution before acquisition  Price minus landed, transaction, fulfillment, return, and support costs
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Maximum acquisition cost  Contribution before acquisition minus required contribution after acquisition
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Break-even ROAS  Revenue divided by maximum acquisition cost; document assumptions
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Scenario test
Base case  Volume, conversion, AOV, return rate, CAC, and contribution
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Downside case  Lower conversion / higher returns / higher CAC / price pressure
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Scale rule  Minimum evidence and thresholds before increasing spend
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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