THE RETAIL LAB. Independent thinking. Commercial instinct.
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Blank Street

Protect the drink. Protect the visit.

The evidence points to growing demand and a changing drink mix, rather than a proven traffic
collapse. The Al question is how to protect matcha availability, station capacity and worthwhile
customer relationships while the business expands.

. 3y

1/ Al HYPOTHESIS 2 / Al HYPOTHESIS 3 / Al HYPOTHESIS

Plan the workload Grow Regulars Deliver the promise
Forecast drink mix, recipe wisely Test ready times and order
inputs and station demand Pace invitations around seguencing across mobile and
together. walk-in.

contribution and feasible shop
capacity.

WHY THESE THREE

World Coffee Portal reports Blank Street’s statement that matcha exceeds half its beverage sales
across the US and UK combined. That changes ingredient, preparation and membership
economics. UK results show stronger demand, but do not supply a US traffic or pickup diagnosis.
[12,6]
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01 / Al HYPOTHESIS: PLAN THE WORKLOAD

Plan matcha grams and station
minutes together.

Forecast the drink Translate the recipe Check stock and
waste

HYPOTHESIS AND EVIDENCE

Matcha exceeds half of combined US/UK beverage sales according to the company statement
reported by World Coffee Portal. This supports recipe and capacity planning, rather than treating
every drink as an identical espresso workload. [12]

WHAT Al CHANGES

Predict demand by drink and time, translate it to recipe ingredients, and rank ordering or
preparation needs within usable life and supplier constraints. Weather and promotions are useful
inputs only if their timestamps are reliable. Translate drinks into station workload and staffing as
well as ingredient demand. Do not issue demand-driven prompts into already overloaded periods.

A CONCRETE DECISION

A seasonal matcha forecast increases before a busy afternoon. The manager checks usable
matcha and milk, delivery timing and preparation capacity before approving a change. It is a
proposed scenario.

TEST AND DECISION

Compare existing practice, a seasonal time-of-day rule and model forecasts in suitable stores. Test
recommendations in parallel first, then use a staged operating comparison. Track availability,
waste, remakes and staff time.

OWNER AND GUARDRAILS

Store operations and supply planning; finance validates ingredient costs. Keep allergen,
food-handling and supplier rules authoritative. Stop when recipe units or stock records fail
reconciliation.

Compare: Current operating process; Same weekday/daypart demand x recipe yield; Drink demand + ingredients +
workload.
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02 / Al HYPOTHESIS: GROW REGULARS WISELY

Grow Regulars where the shop can
serve it.

Separate the Pace feasible Measure net
economics invitations retention

HYPOTHESIS AND EVIDENCE

Regulars is paid and invite-only, with drinks of any size/flavor capped at 14 per week. Extra
redemptions use ingredients and capacity; they do not automatically create extra revenue.
Matcha cost and peak workload belong in invitation and retention decisions. [2]

WHAT Al CHANGES

Predict member redemption patterns, cancellation risk and shop capacity exposure. Rank where
and how quickly to invite under the current terms, using permitted data and a fixed
contribution/capacity rule as the simpler comparison. Evaluate non-member return campaigns
separately. Do not silently change existing entitlements.

A CONCRETE DECISION

A shop is close to peak matcha capacity. Compare slower invitation pacing with current practice
while serving existing members under their agreed terms. Test helpful retention contact
separately from paid non-member offers.

TEST AND DECISION

Compare current invitation practice, a fixed throughput ceiling and model pacing in eligible shops.
Measure member contribution after ingredients, rewards and service costs, cancellation and
retention, plus upper-tail waits and paid non-member contribution. Stop if invitations improve
membership totals while worsening capacity or economics.

OWNER AND GUARDRAILS

CRM and marketing; finance and operations approve economics and availability. Respect opt-outs
and contact limits. Keep current membership entitlements and invite-only access. Stop if peak
waits, availability or complaints worsen.

Compare: Current operating process; Fixed shop throughput ceiling; Redemption + cancellation + capacity risk.
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03 / Al HYPOTHESIS: DELIVER THE PROMISE

Promise a pickup time the shop can
deliver

Read the live Set a feasible Check the handoff
workload promise

HYPOTHESIS AND EVIDENCE

The app supports digital orders. As seasonal and afternoon demand grows, sequencing mobile and
walk-in work becomes a practical capacity hypothesis, not a verified current service failure.
Starbucks has current Smart Queue capabilities as an outside comparison.

WHAT Al CHANGES

Predict ready time from live queue, drink mix, equipment and staff; suggest order sequencing and
capacity-aware order promises. Customer-facing promises remain bounded by approved policies.
Classify remakes, refunds and complaints to diagnose recurring station bottlenecks.

A CONCRETE DECISION

During an afternoon matcha peak, the app quote is compared with live workload. The team tests a
wider feasible promise or revised sequence, protecting walk-in guests as well as mobile orders.

TEST AND DECISION

Compare current estimates and first-in-first-out rules with model ready times in parallel, then
staged shops. Measure late-order rate and upper-tail waits for both mobile and walk-in guests,
drink age, remakes, staff burden and repeat purchase; stop if one channel improves by delaying
another.

OWNER AND GUARDRAILS

Store operations and digital product; guest care closes verified service issues. Escalate safety and
discrimination concerns to people. Do not pressure guests to change reviews or issue credits
outside approved policy.

Compare: Current queue and app promise; Queue-count estimate + first-in-first-out; Predicted ready time +
bounded sequence.
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04 / FINANCIAL AND OPERATING DIAGNOSIS

Growth is established. The US
constraint is not.

Blank Street UK / turnover

GBP millions / full years

58.9

34.5

FY2024 comparative FY2025

Source: FY2025 filed company-only accounts [8]. GBP millions; prior group turnover had a different entity scope.

Blank Street UK Limited FY2024 FY2025
Turnover / GBP millions 34.500 58.887
Operating profit / GBP millions 1.582 4.561
Operating margin / calculated 4.58% 7.74%
USD turnover / annual-rate equivalent 44.09m 77.69m

WHAT THE GROWTH SAYS

Company-only revenue increased 70.7%; management attributes growth to established-store
demand, a full year from earlier openings and 12 new stores to 50 UK shops. No quantified
same-store figure is disclosed. Operating margins above are calculated from filed figures;
lease-accounting changes prevent treating the margin difference as pure operating improvement.
[6.8]

CURRENCY AND ENTITY

Filed FY2025 company-only accounts show GBP 58,887,150 revenue and GBP 4,560,655 operating
profit; FY2024 comparatives are GBP 34,500,124 and GBP 1,581,510. The earlier GBP 35.8m was a
consolidated group figure including Over Under, disposed of in April 2025. New lease accounting
also changes operating-profit comparability. USD revenue uses annual Federal Reserve means of
1.2781 (2024) and 1.3192 (2025); FY2025 operating profit is about USD 6.02m. These are UK, not
US or global, results. [8,9]

WHAT WOULD DIAGNOSE THE US BUSINESS

Separate paid orders, member redemptions, drink units, price, new-shop openings and
established-shop traffic by daypart. Then join recipe cost, labor, remakes and service timing. No
reliable US margin estimate or line-item profit bridge follows from the UK release.
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05 / COMPETITIVE LANDSCAPE

Keep the business distinct. Learn
from the market.

Competitor /
relevant scope

Starbucks / US urban
overlap

Black Sheep / UK and
us

Pret / US urban overlap

Dedicated matcha bars
/ local markets

Current approach

Smart Queue sequences channels; Green
Dot Assist supports baristas. [10]

Nory connects demand forecasts, staffing,
recipes and stock. Provider cites 15-minute
planning. [3]

Food-led visits plus current Club Pret
membership and pickup.

World Coffee Portal documents specialized
formats. UK examples are trend context,
not US financial peers. [12]

THE PRODUCT AND SUPPLY QUESTION

Independent thinking. Commercial instinct.

Implication for Blank Street

Compare queue and recipe support
before building another tool.
Controlled effects are not established.

Buy a connected workflow if it fits;
demand forecasts alone cannot
protect bar capacity.

Compare the whole visit and
membership economics, not drinks
alone.

Benchmark matcha taste, choice and
handoff locally; coffee-led
assumptions can miss the mission.

The filed accounts identify coffee/matcha input costs and harvest/capacity constraints, with
supplier diversification and forward-pricing discussions as responses. That makes sourcing a real
exposure, although the US contract cost remains unknown. Connect grams, yields, stock and
approved substitutes to preparation capacity. [8]

INSTALLED CAPABILITY COMES FIRST

The app and Regulars already exist. Confirm present ordering, loyalty, forecasting and workforce
tools and whether they share identifiers. Staffing predictions, queue estimates and guest-recovery
tools overlap; one connected operating workflow is preferable to duplicate alerts.

USE COMPATIBLE BENCHMARKS

Peer format and geography differ. Neither an undefined provider accuracy percentage nor a few
chains constitute an industry average. Compare ingredient waste, ready-time reliability and
workload at matched local shops; no public matched inventory-days or throughput average settles

the choice.

Blank Street | United States | 9 October 2026



THE RETAIL LAB. Independent thinking. Commercial instinct.

06 / HYPOTHESIS DEVELOPMENT

Let the constraint change the order.

Demand is absent Demand is blocked

Test product, value or account access. Fix capacity, usable stock or service.

HOW WE REACHED THE HYPOTHESES

Growing matcha and seasonal demand changes both ingredients and station work. That puts
demand/capacity planning first. Membership moves up where redemption load or cancellation
economics constrain contribution. Pickup sequencing moves first locally if reliable timestamps
show that promised handoffs are consistently late.

WHAT WOULD DISPROVE THEM

Reject or reorder an opportunity if the suspected constraint does not appear in the company data,
if a simpler rule performs as well, or if incremental contribution disappears after full operating
costs.

Priority Decision changed Data to establish first
1/ Plan the workload Drink demand + ingredients + Time-stamped drink sales/redemptions, recipes,
workload substitutions, usable stock, receipts, transfers,

waste and delivery windows. Include actual
matcha grams per drink and approved recipe

yields.
2 / Grow Regulars Redemption + cancellation + Consent, visit history, membership status,
wisely capacity risk exposures, local ingredients, rewards, refunds

and contribution definitions.

3 / Deliver the promise Predicted ready time + bounded Order creation, production and handoff
sequence timestamps; channel, drink recipe/station, staff,
equipment status, quoted/actual ready time,
remakes and refunds.

WHOLE-BUSINESS CHECK

Research includes ownership and financial scope, customers and buying occasions, trends and
product development, price and range, suppliers and production, stock and fulfillment, stores and
digital channels, service and customers returning. The reader edition keeps the evidence that
changes the decision; the supporting research holds the detail.
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07 / OUTSIDE-COMPANY CASES

Borrow the mechanism. Test the
outcome.

BLACK SHEEP / NORY

Undated provider case / Q1 2026 context [3] Forecasting, staffing, recipes and inventory are
connected. The provider quotes 98% forecast accuracy without a defined method.

Copy the connection between drink mix and labor, not the headline number. Confirm integration
and US applicability.

STARBUCKS / SMART QUEUE

2026 company description [10] / operating capability, not a launch date Production sequencing
spans cafe, mobile, drive-through and delivery.

Test cross-channel workload and honest ready-time promises. Company description is not a
controlled Blank Street result.

JUST SALAD / MOMOS

Undated provider case / relationship since 2023 [4] Guest interactions are consolidated for
classification, replies and escalation.

Feed recurring remakes or handoff issues to an operating owner. Faster replies alone do not
demonstrate repeat or contribution.

PROVIDER FIT AND OVERLAP

Current systems and staff decisions are the starting point. Require a demonstration with the
company’s own permitted sample, working integrations, human overrides and traceable
recommendations. Match the full cost of data, configuration, training, support and exit to a
worthwhile operating decision. A vendor case does not validate the proposed result.
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08 / FINAL DECISION

Start with the decision, then choose
the tool.

RECOMMENDED STARTING MOVE

Start with drink demand translated into recipe quantities and station minutes in comparable
shops. Keep current practice and a simple daypart rule as controls. Scope Regulars invitation
pacing separately, and validate handoff timestamps before introducing live pickup predictions.

Opportunity Decision owner Result worth measuring
Plan the workload Store operations and supply planning; Better drink availability with controlled
finance validates ingredient costs. ingredient cost per drink, waste and

preparation burden. Forecast accuracy is a
supporting metric.

Grow Regulars wisely CRM and marketing; finance and Improved paid-customer contribution or
operations approve economics and member retention after all costs, without
availability. overloading shops or worsening service.

Deliver the promise Store operations and digital product; Fewer recurring issues and better resolution
guest care closes verified service quality. Faster replies and more public
issues. reviews are secondary.

IMPLEMENTATION SEQUENCE

Reconcile the data and permissions; establish current practice and a simpler comparison; test
recommendations in parallel; then stage a bounded operating test. Finance and the owner agree a
minimum worthwhile contribution change before seeing results. Allow enough time to observe
repeat buying and seasonal effects.

FULL COST AND STOP RULES

Count data preparation, integrations, licenses/model use, staff review, training, evaluation and
ongoing support. Stop for unsafe product advice, incorrect joins, unwelcome contact or extra staff
burden without worthwhile improvement. Track effects on customers and other channels, not just
the model score.

REVIEW AND SCOPE

Claude critiqued the whole-business draft and the reader edition in two passes. The Retail Lab
verified sources, resolved conflicts and applied editorial changes. Recommendations are
hypotheses, not projected company sales or profit. Independent public-source example, not
commissioned or endorsed by the company. Internal root causes, data readiness and
implementation cost require validation. Full research and reviewer decisions are retained
separately.
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