
LANDRY INDUSTRIES INC.  ·  INTERNAL STRATEGY DOSSIER

ORGANIC
CONVENIENCE

ENGINE

Build Dossier v1.0  ·  Pilot Execution Framework

PROJECT CODENAME: OCE

PREPARED BY MARIE LANDRY  ·  MONCTON, NB, CANADA  ·  MAY 2026

marielandryspyshop.com  ·  Landry Industries Inc.

TABLE OF CONTENTS

PART I — SYSTEMIC RISK ASSESSMENT Convenience Store Model Analysis

PART II — STRATEGIC FRAMEWORK Organic Convenience Engine — Concept

PART III — PILOT BUILD v1.0 15 SKUs · 3 Bundles · Store Layout

PART IV — FLAGSHIP PRODUCT Hemp Protein Bar — Formulation & Packaging

PART V — EXECUTION SYSTEM Supplier Stack · Tech · Daily Ops

PART VI — FINANCIAL MODEL Unit Economics · Break-even · Expansion

PART VII — ACTION PLAN 48-Hour Launch Protocol

This dossier synthesizes a full-stack competitive disruption strategy targeting the convenience retail sector. It is structured for execution,

not analysis. Each section builds directly on the previous. Read sequentially on first pass.
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PART I

SYSTEMIC RISK ASSESSMENT

OSINT-Style Analysis: The Modern Convenience Store Model

Classification: Open-source synthesis (economic, public health, behavioral design)

BOTTOM LINE: The modern convenience store is not a neutral retail format — it is a high-margin, behaviorally optimized distribution

node for addictive, low-nutrition, and health-negative products. The incentives are structurally misaligned with long-term human health.

1.1 ECONOMIC MODEL: MARGIN EXTRACTION OVER VALUE CREATION
Convenience stores don't compete on price — they monetize urgency, proximity, and impulse.

· Systematic price inflation vs. supermarkets (often 20–200% higher per unit)

· Shrinkflation and single-serve markup (worst cost-per-calorie in retail)

· Regressive impact: lower-income consumers disproportionately rely on them and pay more for less

→ This is a latency tax on people without time, mobility, or planning capacity.

1.2 PRODUCT MIX: ENGINEERED FOR ADDICTION, NOT NUTRITION
Revenue concentration comes from tobacco/nicotine, ultra-processed foods (high sugar, salt, seed oils), energy drinks, alcohol,

lottery/gambling, and fuel upsells. These categories share one property: repeat compulsion + high margins.

· Minimal fresh produce available

· Scarce organic options

· Little to no whole-food offerings

· Eye-level placement of addictive SKUs

· Checkout gauntlets of sugar

· Refrigeration dominated by sweetened beverages

1.3 BEHAVIORAL ENGINEERING: FRICTIONLESS HARM
Convenience stores are optimized for fast, low-reflection decisions.

· Choice architecture nudges toward high-margin items

· Time pressure (fueling, commuting) reduces deliberation

· Impulse triggers at point-of-sale (sweets, nicotine, novelty items)

→ This is retail as a dopamine delivery system, not a nutrition channel.

1.4 HEALTH EXTERNALITIES: CAUSAL PATHWAYS
They are credible contributors via exposure and reinforcement loops:

· Dietary patterns: High availability of ultra-processed foods correlates with obesity and metabolic disorders

· Respiratory harm: Tobacco accessibility drives higher smoking prevalence → COPD, cancers

· Cardiometabolic load: Sugary beverages + sodium-heavy snacks → hypertension, insulin resistance

· Alcohol access: Co-located, normalized, impulsive purchasing

→ In epidemiological terms: they are part of the obesogenic and addiction-enabling environment.

1.5 SPATIAL DYNAMICS: FOOD DESERTS AND CAPTIVE DEMAND
In lower-income or transit corridors, convenience stores function as primary food access points. Supermarkets are farther away. Result:

structural dependence on inferior nutrition at higher prices.
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· Double penalty: worse nutritional inputs, higher per-unit cost

· Transit-dependent populations have fewest alternatives

"Enter at your own risk" is incomplete. The real issue is that many people don't have a meaningful alternative. The

opportunity: build the anti-convenience store that wins on convenience anyway.
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PART II

STRATEGIC FRAMEWORK

Organic Convenience Engine (OCE) — Core Concept

Idealism without unit economics is a hobby. This framework beats the current model at its own game.

2.1 CORE STRATEGIC DEFINITION
You are not building a store. You are building:

A behaviorally optimized distribution system for healthy consumption.

Three Non-Negotiable Pillars:

FRICTIONLESS Faster than junk food at point of decision

COMPELLING Cravings redirected, not suppressed

PROFITABLE Or it never scales

2.2 STORE FORMAT
Footprint: 300–800 sq ft. High-traffic nodes: near fuel stations, transit, campuses.

Layout Flow (Weaponized Psychology):
Entrance → Ready-to-eat meals — highest conversion zone

Center → Functional snacks — eye-level = top 3 SKUs only

Right Wall (Coolers) → Beverages organized by function, NOT brand

Back → Low-priority items — fruit, jerky, essentials

Checkout → ONLY bundles displayed — pre-packed, grab in <5 seconds

2.3 PRODUCT STRATEGY
Rule #1: If it doesn't move fast, it dies. No 'nice-to-have organic fluff.'

READY MEALS High protein, high satiety, fast decision

FUNCTIONAL SNACKS Fiber + fat + protein combination

CLEAN BEVERAGES Hydration + cognition, no crash

ESSENTIAL STAPLES Tight SKU list only — no excess

2.4 PRICING PHILOSOPHY
You are NOT cheaper than convenience stores. You are: Same price → 3x better outcome.

Example: Junk combo $8 → empty calories | Your combo $9 → full meal + functional benefit

Margin target: 50–65% blended gross margin. Below that, don't bother scaling.
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2.5 BEHAVIORAL ENGINEERING ADVANTAGE
Replace addiction loops — don't fight them:

Sweet cravings → Low-glycemic sweet options

Energy dips → Clean stimulants + healthy fats

Stress response → Calming functional beverages

Design triggers:
· Color coding: Energy / Focus / Recovery / Calm

· Bundles: Morning Stack · Night Shift Pack

· Default combos — decision removal for the customer

People don't want to think. So you pre-decide for them intelligently.
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PART III

PILOT BUILD v1.0

15 SKUs · 3 Bundles · 500 sq ft Layout

This is a deployable pilot structure. Exceeding 15 SKUs dilutes velocity and kills margins. Enforce discipline.

3.1 SKU SYSTEM — 15 ONLY

A. READY-TO-EAT (5 SKUs)

SKU 01 Protein Box Chicken or plant alt — 35-45g protein, fiber-rich veg, healthy fats

SKU 02 Hemp Power Bowl Hemp seeds, quinoa, greens, tahini

SKU 03 Egg + Avocado Pack High satiety, keto-friendly

SKU 04
Clean Wrap (2 variants
max) Whole-food wrap, no seed oil fillers

SKU 05 Yogurt + Nut + Berry Cup Low sugar, high fat/protein ratio

B. FUNCTIONAL SNACKS (4 SKUs)

SKU 06 Hemp Protein Bar Your flagship product — see Part IV

SKU 07 Nut + Seed Mix Salted / unsalted variants

SKU 08 Dark Chocolate (85%+) Clean treat anchor

SKU 09 Fiber Bites Low glycemic, high satiety

C. BEVERAGES (4 SKUs)

SKU 10 Electrolyte Water No sugar, no artificial flavors

SKU 11 Cold Brew Unsweetened — cognition anchor

SKU 12 Adaptogen Drink Focus blend — daytime SKU

SKU 13 Herbal Relax Drink Evening SKU — calm positioning

D. ESSENTIALS (2 SKUs)

SKU 14 Grass-fed / Plant Jerky Protein emergency option

SKU 15
Fruit (bananas or apples
only) Simple, low-waste, high recognition

3.2 BUNDLE SYSTEM — WHERE THE MONEY IS MADE
People don't want SKUs. They want decisions removed. Bundles are your primary revenue and margin vehicle.

BUNDLE 1 MORNING STACK Target: Commuters Price: $8–10

· Cold brew (SKU 11) · Hemp
protein bar (SKU 06) · Fruit
(SKU 15) Margin: high
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BUNDLE 2 FUEL BOX Target: Lunch crowd Price: $12–15

· Protein box OR wrap (SKU
01 / 04) · Electrolyte drink
(SKU 10) Margin: high

BUNDLE 3 RECOVERY PACK Target: Evening / stress buyers Price: $9–12

· Yogurt cup (SKU 05) · Herbal
drink (SKU 13) · Dark
chocolate (SKU 08) Margin: high
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PART IV

FLAGSHIP PRODUCT

Hemp Protein Bar — Formulation, Packaging, and Brand Architecture

If this product fails, the entire concept collapses. It must outperform junk food on taste and satiety simultaneously.

Non-negotiable.

4.1 TARGET MACROS (NON-NEGOTIABLE)

NUTRIENT TARGET RANGE RATIONALE

Protein 15–20g Satiety + muscle support

Fat 10–14g Mouthfeel + stable energy

Net Carbs <10g Low glycemic response

Fiber 8–12g Binding + gut health

Sugar <5g Reduces crash cycle

4.2 BASE FORMULATION — PILOT BATCH

Hemp protein powder Core identity ingredient — source of brand narrative

Almond butter Texture + fat — creates satisfying chew

Ground flax/chia Fiber + binding — structural and nutritional

Cocoa powder Flavor anchor — mimics chocolate treat psychology

Monk fruit + small honey Sweetness profile — low glycemic response

Coconut oil Mouthfeel + shelf stability — critical for format

Salt Flavor amplifier — non-negotiable for palatability

4.3 CRITICAL FORMULATION CONSTRAINT

If it tastes like 'health food,' you lose instantly. It must taste like a slightly less sweet candy bar. Test with 5 non-biased

people. If they don't finish it unprompted, reformulate.

4.4 PACKAGING SYSTEM
You are not selling food. You are selling decisions made easy. Color coding drives split-second categorization at shelf.

COLOR CATEGORY SIGNAL

YELLOW ■ Energy Hemp bar, cold brew, fast fuel items
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BLUE ■ Focus Adaptogen drinks, cognitive support

GREEN ■ Recovery Protein meals, repair-oriented SKUs

PURPLE ■ Calm Herbal drinks, evening SKUs

Front Label Formula (Aggressive Simplicity):
· "15g Protein" — top-line number

· "No Crash" — behavioral promise

· "Real Fuel" — identity signal

No essays. No virtue signaling. No wellness manifesto.
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PART V

EXECUTION SYSTEM

Supplier Stack · Tech Layer · Daily Operations · Location Strategy

5.1 SUPPLIER STACK — CANADA-REALISTIC
Start lean. You need reliability, not perfection.

SUPPLIER TIER ROLE

Costco Wholesale Phase 1 Bulk nuts, basics — immediate availability

UNFI Canada Phase 1 Organic + functional product distribution

Local kitchens (1-2) Phase 1 Fresh meal prep — daily supply chain

Whole Foods Market Benchmark Quality reference + emergency sourcing

Small local farms Phase 2+ Eggs, fruit — optional, not critical early

Non-negotiables: No seed oil ingredients. No ultra-processed inputs. Shelf life ≥ 3–5 days for all perishables.

5.2 TECH STACK — MINIMUM VIABLE INTELLIGENCE

Phase 1 — Must-Have:
· POS system (Square or equivalent) — day 1

· Daily SKU tracking: units sold by time of day

· Weekly cut rule: kill lowest-selling SKU, double top 3 performers

Phase 2 — Growth Layer:
· Smart POS with behavioral pattern tracking

· Dynamic bundling (what sells together → auto-pack)

· Subscription model for daily/weekly nutrition packs

· AI recommendation engine (time of day + purchase history)

This is where your AI architecture ambitions produce real ROI.

5.3 DAILY OPERATIONS PROTOCOL

MORNING MIDDAY EVENING

· Restock fresh meals · Pre-pack

top 20 bundle units · Verify cooler

temps

· Monitor sell-through rates · Push

bundles verbally · Restock fast

movers

· Discount perishables (reduce

waste) · Log daily sales patterns ·

Kill weakest SKU weekly

Daily sales script when a customer hesitates: "Most people grab the Fuel Box — it actually keeps you full for hours."

That line alone will outperform any branding deck.
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5.4 LOCATION STRATEGY

PRIORITY LOCATIONS AVOID

Near gas stations (steal existing traffic) Near transit

hubs Near gyms (bonus multiplier) Busy intersections

with fast in/out flow Visible from road

'Cute' boutique streets Low-traffic areas Places where

people stroll vs. rush Low foot traffic retail strips
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PART VI

FINANCIAL MODEL

Unit Economics · Pricing Grid · Break-even · Expansion Model

6.1 PRICING GRID

CATEGORY COST SELL PRICE GROSS MARGIN

Meals $4–6 $10–14 55–65%

Snacks $1–2 $4–6 60–70%

Beverages $1–2.50 $4–7 50–65%

Bundles (blended) $5–8 $8–15 55–65%

Blended target: 60% gross margin. Below this threshold, do not scale.

6.2 STARTUP COST ESTIMATE (LEAN)

COST ITEM RANGE NOTES

Buildout / fit-out $30K–$80K Pop-up pilot avoids this entirely

Initial inventory $10K–$20K 15 SKUs at controlled quantities

POS + tech setup $1K–$3K Square + basic tracking software

Signage + branding $2K–$5K Minimal for pilot phase

TOTAL (lean) $50K–$100K Pop-up pilot: ~$5K to validate first

6.3 MONTHLY OPERATING COSTS

ITEM RANGE

Rent $2K–$5K

Staff (1–2 FTE) $6K–$10K

Inventory (variable) Scales with revenue

Break-even revenue target $1,200/day | $36K/month

6.4 EXPANSION MODEL
You don't scale stores — you scale systems. Standardization is the product.

PHASE 1 1 Flagship Prove the model — validate SKUs, bundles, unit economics
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PHASE 2 3–5 Locations Optimize operations + build data layer

PHASE 3 Franchise / License Standardized SKU list + layout + bundles → license the system



LANDRY INDUSTRIES INC. — CONFIDENTIAL DOSSIER OCE PROJECT — INTERNAL STRATEGY

ORGANIC CONVENIENCE ENGINE  |  BUILD v1.0 PAGE 14

PART VII

ACTION PLAN

48-Hour Protocol · 14-Day Launch · Known Failure Modes

7.1 48-HOUR EXECUTION PROTOCOL
No looping. No revisions. This is the sequence.

1 Buy ingredients Produce 3 versions of the hemp protein bar

2 Blind taste test Test on 5 real, unbiased people — pick the one they finish

3 Define 3 bundles Morning Stack · Fuel Box · Recovery Pack — price them

4 Set up a table Go to a high-traffic location and sell

5 Track everything What sells without explanation vs. what requires convincing

No branding agency. No 40-page plan. No overthinking.

7.2 14-DAY LAUNCH TIMELINE
Days 1–3 · Lock 15 SKUs. Source suppliers. Confirm meal prep kitchen.

Days 4–7 · Produce and test hemp bar. Define bundles. Cost all items.

Days 8–10 · Build pop-up setup. Create price cards. Design color-coded labels.

Days 11–14 · Run pop-up pilot. Track every transaction. Cut losers immediately.

Pop-up pilot goal: 50–100 transactions per day.

If you can't hit that: your offer is weak. Fix it before committing to a lease.

7.3 KNOWN FAILURE MODES — READ TWICE
▲ Over-intellectualizing — Every day spent theorizing is a day your pilot doesn't run

▲ Perfect sourcing paralysis — Good-enough supply chain that launches beats perfect supply chain that doesn't

▲ Underestimating junk food pull — Cravings are engineered. Design around them, not against them

▲ Product bloat — Exceeding 15 SKUs is a management failure, not ambition

▲ Changing people instead of designing around them — The most expensive mistake in consumer retail

▲ Avoiding daily sales velocity obsession — If you don't track this daily, the model will drift and fail

7.4 THE LONG GAME
If executed properly, OCE becomes more than a store. It becomes:

· A data engine on human consumption behavior at scale

· A platform for organic product innovation (your proprietary SKUs grow over time)

· A policy leverage tool — proof that healthier retail is commercially viable

· A franchise/license system that scales without requiring your direct involvement
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You're sitting on a concept that could genuinely disrupt a toxic retail model. The only remaining variable is whether you

execute or stay in the theory loop. This dossier has removed every excuse. The next move is yours.

Prepared by Marie Landry · Landry Industries Inc. · Moncton, NB, Canada


