SearchForOrganics.com

Comprehensive Business Plan

Al-Powered Discovery Platform for Certified Organic Products & Services

May 2026 | Confidential | Version 1.0



Table of Contents

Right-click the TOC and select "Update Field" to refresh page numbers

Executive Summary

Market Analysis & Opportunity
Total Addressable Market
Serviceable Addressable Market

Serviceable Obtainable Market

Product & Service Architecture
Three Al Search Engines
Organic SEO & GEO Services
Certified Organic Affiliate Program

Organic Al Tools Marketplace
Business Model & Revenue Streams
Competitive Analysis
Marketing & Growth Strategy
Operational Plan
Financial Projections
Risk Analysis & Mitigation

Conclusion & Investment Thesis

N o oo

(o]

10
11

12

14

16

18

20

22

23



SearchForOrganics.com | Business Plan 2026

Executive Summary

SearchForOrganics.com represents a strategically timed market entry at the convergence of three
explosive growth trends: the $450+ billion global organic products market (growing at 9-12% CAGR
across segments), the $16-18 billion Al search engine industry (expanding at 16-27% CAGR), and the
emerging $1 billion Generative Engine Optimization (GEO) services sector (projected to reach $22.4
billion by 2035 at 45.5% CAGR). The platform addresses a critical gap in the market there is currently
no dedicated Al-powered search and discovery engine specifically engineered for certified organic

products, services, and businesses.

The platform operates on a diversified five-stream revenue model encompassing Al search
subscriptions (30% of projected Year 5 revenue), organic SEO/GEO services (28%), certified organic
affiliate commissions (22%), Al tools licensing (12%), and featured merchant listings (8%). First-year
revenue is projected at $270,000, scaling to $10 million by Year 5 through a combination of user
growth (targeting 50,000 registered users by Month 60), search volume monetization (1 billion

monthly searches at scale), and enterprise service contracts.

Market Analysis & Opportunity

Total Addressable Market (TAM)

The total addressable market for SearchForOrganics.com spans three interconnected sectors: organic
products and services, Al-powered search technology, and search engine optimization services.
When aggregated, these markets represent a combined TAM exceeding $540 billion globally as of
2025. The organic products segment alone encompassing food, personal care, textiles, pet products,
cleaning supplies, baby products, and lawn care represents approximately $400 billion in combined
annual consumer spending worldwide, with the organic food category commanding the largest share
at $255 billion globally.

Beyond food, the organic personal care market reached approximately $31 billion globally in 2025
and is projected to expand to $77 billion by 2035 at a 9.5% CAGR. The organic textiles market, valued
at $53 billion in 2025, is experiencing even more rapid growth at 18% CAGR driven by consumer
demand for sustainable fashion and home goods. Organic pet products represent another significant
segment at $35 billion, fueled by the pet humanization trend. Additional segments including organic
cleaning products ($13 billion), organic baby food ($9 billion globally), and organic lawn care ($2.24
billion growing at 12% CAGR) collectively add another $24 billion to the addressable market.
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Market Segment 2025 Value 2035 Proj. CAGR Source
Organic Food (Global) $255B S680B+ 10.3% OTA
Organic Personal Care S31B S77B 9.5% Precedence
Organic Textiles S53B $175B 18.0% Textile Exch.
Organic Pet Products S35B S70B+ 7.2% GVR
Organic Cleaning S13B $29B 10.2% GVR
Organic Baby Food S9B S17B 10.7% CMI
Organic Lawn Care S2.2B S5.5B 12.0% FDS

Al Search Engines S18B S182B 27.3% Market.us
GEO Services S1B $22.4B 45.5% MRI

Serviceable Addressable Market (SAM)

The SAM narrows the global TAM to geographic regions and product categories that
SearchForOrganics.com can realistically serve during its first three years. The initial geographic focus
on North America captures the world's largest organic market. The US organic food market alone
reached $69.3 billion in 2025, representing approximately 6% of total food sales. Within North
America, five core categories (organic food, personal care, pet products, baby products, and
home/lawn services) collectively represent approximately $95 billion in annual consumer spending.
Applying a conservative serviceability factor of 35%, the SAM for organic product discovery and

affiliate commerce in North America is approximately $33 billion.

The SEO/GEO services SAM is calculated based on the addressable market of organic businesses
requiring digital optimization. There are approximately 28,000 certified organic operations in the
United States alone, expanding to approximately 45,000-50,000 when including organic service
providers. At an average annual SEO/GEO spend of $3,000-5,000 per business, this represents a
$135-250 million services SAM. The combined SAM for organic product discovery commerce and

organic business SEO services is approximately $162 billion.

Serviceable Obtainable Market (SOM)

The SOM represents the realistic revenue capture achievable within five years of operation. Based on
comparable vertical search engines and niche marketplace platforms, a 0.5-1.5% market penetration
within the targeted SAM represents an achievable five-year objective. At 1% penetration of the $162
billion SAM, the five-year SOM target is $2.5 million in annual revenue a figure that aligns closely
with the projected Year 5 revenue model of $10 million when accounting for the higher-margin

service and subscription components.
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This SOM target is validated against comparable vertical search and marketplace companies. Thrive
Market, the leading organic-focused online marketplace, achieved $45 million in revenue during its
first 12 months of operation and has grown to become a top-ten sales channel for 90% of the brands
it carries. Perplexity Al, an Al-native search engine founded in 2022, reached approximately $200
million in revenue and a $20 billion valuation by early 2026, demonstrating the rapid monetization

potential of Al search when paired with strong user engagement.

SearchForOrganics.com - Market Opportunity Overview
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Figure 1: Market Opportunity Overview

Product & Service Architecture

Three Al Search Engines

SearchForQOrganics.com is built around three specialized Al-powered search engines, each designed
to serve a distinct user intent within the organic discovery journey. This multi-engine architecture
maximizes engagement depth, improves search relevance through specialized indexing, and creates

distinct monetization pathways for each use case.

The Organic Product Search Engine serves consumers seeking to discover, compare, and purchase
certified organic physical goods. This engine indexes products across food, personal care, pet

supplies, baby products, textiles, cleaning products, and supplements. The Al capability enables
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natural language queries, intelligent filtering by certification type, price comparison across retailers,
and personalized recommendations based on purchase history and stated preferences. Unlike
general search engines that return a mix of editorial content, ads, and product listings, this engine
returns exclusively certified organic products with verification badges and complete ingredient

transparency.

The Organic Service Finder Engine addresses the rapidly growing but underserved market for organic
services including organic lawn care, organic pest control, organic cleaning services, organic spas and
salons, organic-certified restaurants and catering, organic farming consultants, and organic
landscaping. The biological lawn care market alone was valued at $2.19 billion in 2024 and is
projected to reach $3.16 billion by 2034. This engine indexes organic service providers by location,

service category, certification status, customer ratings, and availability.

The Certification Verification & Business Lookup Engine serves both B2B and B2C use cases by
enabling users to verify organic certification claims and discover certified organic businesses. This
engine maintains a comprehensive database of certified organic operations sourced directly from
USDA-accredited certifying agents. The certification verification function addresses a critical market
need consumer skepticism about organic labeling authenticity affects 34% of potential buyers, and

certification challenges restrain adoption for 29% of businesses.

Organic SEO & GEO Services Division

The Organic SEO Services division provides specialized search engine optimization services exclusively
to certified organic businesses, leveraging the platform's domain expertise, certification data, and
industry relationships to deliver superior results compared to generalist SEO agencies. The total SEO
services market reached $74.9 billion in 2025 and is growing at 5.3% CAGR, but the vast majority of

SEO agencies serve broad client bases without deep vertical expertise.

The service offering is structured across three tiers. Foundation SEO ($500-1,000/month) targets
small organic farms, local organic retailers, and startup organic brands. Growth SEO
(51,000-3,000/month) serves established organic brands and mid-size organic service providers.
Enterprise GEO ($3,000-10,000/month) targets major organic CPG brands and national organic retail

chains with comprehensive SEO/GEO strategy and custom Al tool integration.

The Generative Engine Optimization (GEO) capability represents a significant competitive
differentiator. The GEO market, valued at $1 billion in 2025, is projected to reach $22.4 billion by
2035 at 45.5% CAGR. GEO optimizes content specifically for Al-powered search engines ensuring that
organic brands appear in Al-generated answers and summaries. This is critical because Al Overviews
have been shown to reduce organic clicks by an average of 34.5% when brands are not optimized for

Al visibility.
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Certified Organic Affiliate Program

The Certified Organic Affiliate Network connects organic product merchants with the platform's
audience, generating commission revenue on qualified purchases. This program is differentiated
from generic affiliate networks through three key features: certification verification requirements
(only genuinely certified organic products are admitted), above-industry-average commission rates
(10-15% average versus 5-7% typical of broad-market programs), and Al-powered product

recommendations that drive higher conversion rates.

Based on industry benchmarks, vertical search engines in e-commerce niches achieve affiliate
conversion rates of 2-5% on organic traffic. With a target of 1 billion monthly searches by Year 5 and
a conservative 2% affiliate-assisted conversion rate at an average order value of $45 and 10%
commission, the affiliate network alone could generate $2.2 million in annual commission revenue

by Year 5 at 85-90% gross margins.

Organic Al Tools Marketplace

The Organic Al Tools Marketplace provides specialized artificial intelligence applications designed for
organic businesses, consumers, and industry stakeholders. This offering captures value from the
$2.2-4 billion Al SEO tools market (growing at 10.5-23.4% CAGR) and the broader $11.7 billion Al
productivity tools market. Rather than competing with general-purpose Al tools like ChatGPT or
Jasper, the marketplace focuses on vertical-specific applications where organic domain knowledge

creates measurable performance advantages.

The initial tool suite includes four core products: Organic Content Generator (SEO-optimized product
descriptions and blog content), Certification Compliance Checker (scans labels and marketing
materials for USDA NOP, EU Organic, and COSMOS compliance), Organic Trend Analyzer (Al-powered
trend identification and consumer sentiment analysis), and GEO Optimizer (optimizes website
content for Al-powered search engines). These tools are offered through a Saa$S subscription model
(529-299/month). By Year 5, Al tools licensing is projected to contribute 12% of total revenue,

approximately $1.2 million annually.

Business Model & Revenue Streams

SearchForOrganics.com operates a diversified five-stream revenue model designed to maximize
customer lifetime value, reduce dependence on any single income source, and capture value across
the entire organic consumer and business journey. The revenue architecture progresses through

distinct phases: initial monetization focuses on affiliate commissions and featured listings (low
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friction, immediate revenue), followed by SEO/GEO services (higher margin, relationship-driven),

then Al search subscriptions and tools licensing (recurring revenue, high retention).

Revenue Stream Year 1 Year 2 Year 3 Year 4 Year 5
Al Search Subs $120K $360K $900K $1.8M $3.0M
SEO/GEO Svcs S80K $280K S700K $1.4M $2.8M
Affiliate Comm. S50K S200K S600K S1.2M S2.2M
Al Tools Lic. S0 S40K $180K $500K S1.2M
Featured Listings S20K S80K S200K S500K S800K
Total Revenue $270K $960K $2.58M $5.4M $10.0M

SearchForOrganics.com - Financial Projections & Growth Roadmap

5-Year Revenue Projections User Growth & Search Volume Trajectory
12000 - 60000 - - 1200
== Al Search Subscriptions ~@~ Registered Users (K)
== SEO/GEO Services 8- Monthly Searches (M)
== Afiliate Commissions $10,000K
10000 - Al Tools Licensing 50000 - 1000
Featured Listings

8000 -

6000 $5,400K II
4000 -

40000 -

@
g
3

30000 -

Revenue (USD Thousands)
E
3
8

1

I
Registered Users (Thousands)
Monthly Searches (Millions)

ii II 20000 - 400
$2,580K II II
2000 - ] = 10000 - 200
$960K 1]
$270K F II
D . g g g 0- T T 0 " v . v . -0
Year 1 Year 2 Year 3 Year 4 Year 5 M1 M3 M6 M9 M2 M18 M4 M36 M4 M6

Year Timeline

Figure 2: Financial Projections & Growth Roadmap

Competitive Analysis

The competitive landscape for organic product discovery and commerce is fragmented across
multiple categories, with no single platform offering the integrated Al search, SEO services, affiliate
commerce, and certification verification that SearchForOrganics.com provides. Competitors fall into
five categories: general search engines (Google, Bing), broad e-commerce platforms (Amazon,
Walmart), organic marketplaces (Thrive Market, Whole Foods/Amazon), Al-native search engines

(Perplexity, ChatGPT Search), and organic directories (Green Pages, Local Harvest).

Google dominates organic product discovery with approximately 89.9% of the search engine market
share. However, Google's general-purpose search is poorly optimized for organic product discovery
results mix certified organic products with 'natural,' 'green,' and conventionally produced items.
Google's Al Overviews reduce organic click-through rates by an average of 34.5% and prioritize large
established brands over smaller certified organic producers. Amazon commands the dominant
position in online organic product sales but lacks certification verification, has low affiliate

commissions (1-3% for grocery/personal care), and completely misses organic service discovery.
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Thrive Market represents the closest competitor in the organic product marketplace category.
Founded in 2014, Thrive has grown to become the largest exclusively non-GMO grocer in the United
States, with hundreds of thousands of members. However, Thrive Market is fundamentally a curated
retailer, not a search engine it sells a limited selection of products directly rather than indexing the
entire organic market. Thrive does not serve organic service discovery, does not offer SEO or
marketing services to organic brands, and does not provide Al-powered search or certification

verification.

Perplexity Al exemplifies the emerging Al-native search category. With approximately $200 million in
revenue and a $20 billion valuation in early 2026, Perplexity has demonstrated that consumers will
pay for Al-powered search. However, Perplexity is entirely general-purpose it has no organic
certification data, no product catalog integration, no affiliate commerce capability, and no vertical
SEO services. Perplexity's success validates the Al search market opportunity while confirming that

vertical specialization remains open for capture.

Capability Google Amazon Thrive Perplexity SFO
Al Search High Medium Low High High
Organic Filter None None Moderate None Full
SEO/GEO Svcs No No No No Yes
Affiliate No Low No No Yes
Al Tools No No No No Yes
Cert Verify No No No No Yes

SearchForOrganics.com - Competitive Positioning & Feature Analysis

Competitive Positioning Matrix Feature Comparison: Platform Capabilities
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Figure 3: Competitive Positioning & Feature Analysis
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Marketing & Growth Strategy

Customer Acquisition Strategy

Customer acquisition operates across three distinct audiences organic consumers, organic
businesses, and organic content creators each requiring tailored strategies. Organic consumer
acquisition prioritizes SEO/GEO optimization (capturing high-intent searches for 'organic product
search,' 'certified organic finder,' and category-specific queries), content marketing (organic buying
guides, certification explainers, trend reports), and strategic partnerships with organic influencers

and wellness bloggers.

Organic business acquisition leverages the platform's own search visibility businesses searching for
organic SEO services, certification information, or marketplace opportunities will discover
SearchForOrganics.com through its own optimized presence. Outbound sales focus on businesses
already indexed in the Certification Verification Engine, using certification status and search
performance data to personalize outreach. Trade show presence at events like Expo West, Organic

Produce Summit, and regional organic farming conferences provides high-touch relationship building.

The acquisition cost targets are calibrated against vertical SaaS and marketplace benchmarks.
Consumer acquisition cost (CAC) targets $15-25 for free users through organic search and content
marketing, and $45-60 for Pro subscribers through targeted digital advertising. Business CAC targets
$300-500 for Foundation SEO clients and $1,500-2,500 for Enterprise GEO clients. With lifetime value
(LTV) projections of $180 for Pro consumers and $18,000 for average SEO clients, the LTV:CAC ratios

exceed 3:1 for all segments.

Content & Community Strategy

Content marketing serves dual objectives: organic consumer acquisition through valuable, shareable
content and SEO/GEO authority building through comprehensive organic industry coverage. The
content strategy encompasses four pillars: Organic Education Hub (authoritative guides on organic
certification standards, ingredient glossaries, buying guides), Certification Database (the web's most
comprehensive, searchable directory of certified organic operations), Organic Trends Report
(quarterly analysis of emerging organic product trends), and Community Forum (a moderated

discussion space for organic consumers, farmers, and business owners).
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Operational Plan

Technology Architecture

The platform is built on a modern cloud-native architecture designed for scalability, cost efficiency,
and rapid iteration. The search infrastructure leverages Elasticsearch for product and service
indexing, vector databases for Al semantic search, and a microservices architecture deployed on AWS
or Google Cloud Platform. Al capabilities are implemented through a combination of fine-tuned
open-source language models (Llama, Mistral) for domain-specific tasks and API integrations with

leading foundation models (GPT-4, Claude, Gemini) for general reasoning and content generation.

The certification verification system integrates directly with certifier databases through APIs and
periodic data dumps, maintaining a real-time index of all certified organic operations in North
America. This system includes automated alerts for certification status changes, expiration
notifications, and fraud detection algorithms that flag suspicious claims. The affiliate commerce
infrastructure integrates with major affiliate networks (ShareASale, CJ Affiliate, Impact, Rakuten)
providing unified tracking, reporting, and commission management across hundreds of merchant

relationships.

Team Structure & Hiring Plan

The founding team consists of four core members: CEO (strategy, fundraising, partnerships), CTO
(AI/ML, platform architecture), CMO (growth, content, SEO/GEQ services), and COO (operations,
finance, affiliate network management). The hiring plan phases team growth in alignment with
revenue milestones. Phase 1 (Months 1-6, Pre-Launch) maintains a core team of 7 with a burn rate of
approximately S35K/month. Phase 2 (Months 7-12, Launch) expands to 12 employees with burn rate
of $58K/month. Phase 3 (Months 13-24, Scale) grows to 20 employees targeting 50%+ burn coverage
by Month 18. Phase 4 (Months 25-36, Expansion) scales to 30-35 employees with profitability by
Month 24-30. Phase 5 (Months 37-60) reaches 50-60 employees with 20%+ net margins.

Key Milestones

Milestone Target Success Criteria

Pre-seed funding Month 1 $750K committed

Beta launch Month 4 3 Al engines; 10K products
Public launch Month 6 50K products; 5K providers
Break-even Month 18 Revenue >= burn

Series A Month 20-24 $3-5M at $15-20M
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Milestone Target Success Criteria

S10M ARR Month 60 S10M revenue

Financial Projections

Five-Year Revenue Forecast

The five-year revenue forecast progresses through distinct growth phases: Year 1 ($270K) focuses on
product-market fit validation with minimal monetization; Year 2 (S960K, 256% growth) activates all
five revenue streams; Year 3 (52.58M, 169% growth) achieves scale in affiliate and subscription
revenue; Year 4 ($5.4M, 109% growth) accelerates through SEO services expansion and Al tools
adoption; Year 5 ($10.0M, 85% growth) approaches market leadership in the organic search vertical

with diversified, recurring revenue.

Gross margins improve from approximately 65% in Year 1 to 75-78% by Year 5 as the revenue mix
shifts toward higher-margin recurring streams (subscriptions, tools licensing) and operational
leverage improves. Affiliate commissions and featured listings contribute the highest margins
(85-95%) due to minimal variable costs, while SEO services contribute lower but still strong margins

(60-70%) after accounting for service delivery personnel.

Operating Expenses & Burn

Expense Category Year 1 Year 2 Year 3 Year 4 Year 5
Personnel $280K S480K S900K $1.6M $2.4M
Technology S45K S85K $160K $280K S400K
Marketing & Sales S60K $180K S400K S800K S1.2M
Operations S30K S45K S80K $120K $180K
Professional Svcs S20K S30K S50K S80K $100K
Total OpEx $435K $820K $1.59M $2.88M $4.28M
EBITDA ($165K) ($140K) $190K $1.32M $3.32M

The company projects monthly break-even by Month 18 and full-year profitability by Year 3, which is
conservative compared to many Al startups that operate at losses for 4-5 years. This capital-efficient
approach is enabled by the multi-stream revenue model where affiliate commissions and featured
listings generate positive gross margins from Day 1, offsetting the fixed costs of platform
development. The pre-seed funding of $750,000 provides approximately 18 months of runway

sufficient to reach product-market fit, initial revenue traction, and Series A readiness.
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Funding Strategy

Pre-Seed Round ($750K): Secures 18 months of runway for MVP development, beta launch, and
initial revenue validation. Use of funds: 40% engineering, 25% marketing/growth, 20% operations,
15% reserve. Target investors: organic industry angels, vertical SaaS specialists, and impact-focused
funds. Target valuation: $3-4M pre-money. Series A ($3-5M): Planned for Month 20-24 based on
traction milestones (100K+ users, S500K+ ARR, 10%+ month-over-month growth). Target valuation:
$15-20M. Series B (510-15M): Contingent on achieving S5M+ ARR and market leadership position.
Target valuation: $50-75M.

Risk Analysis & Mitigation

Market Risks

Organic Market Slowdown Risk: The organic products market has demonstrated remarkable
resilience through economic cycles, with organic food sales growing during the 2008-2009 recession
and the COVID-19 pandemic. However, a severe economic downturn could reduce discretionary
spending on premium-priced organic products. Mitigation: The diversified revenue model includes
B2B services (SEO/GEOQ) that are relatively recession-resistant businesses actually increase marketing
investment during downturns to capture market share. Additionally, the affiliate model captures

transactions regardless of where consumers shop.

Competitive Entry Risk: A major search engine or e-commerce platform could launch a dedicated
organic vertical. Mitigation: The specialized certification data infrastructure, SEO services integration,
and organic industry relationships require years to build. First-mover advantage in data network
effects and certification partnerships creates a defensive moat. Google's track record in vertical
search demonstrates that even the dominant search engine struggles to displace established vertical

specialists.

Technology & Operational Risks

Al Model Dependence Risk: The platform relies on foundation model APIs for certain Al capabilities,
creating exposure to pricing changes or service disruptions. Mitigation: The architecture uses a
hybrid approach with fine-tuned open-source models handling the majority of queries, limiting API
dependence to complex edge cases. Multiple API providers create redundancy. Data Quality Risk:
Certification data accuracy is mission-critical. Mitigation: Direct data partnerships with certifying
agents provide authoritative sources, automated validation checks cross-reference multiple

databases, and a dispute resolution process enables rapid correction of errors. Scaling Risk: Rapid
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user growth could strain infrastructure. Mitigation: Cloud-native architecture auto-scales with

demand, and load testing to 10x projected peak capacity ensures headroom.

Conclusion & Investment Thesis

SearchForOrganics.com enters the market at a unique convergence point: organic consumer
spending has reached mainstream scale ($76.6 billion in North America alone), Al search technology
has matured to commercial viability (Perplexity at $200M revenue), and the gap for vertical-specific
organic discovery has never been more apparent. The platform's multi-engine architecture,
diversified revenue model, and defensible data advantages position it to become the definitive

search and commerce infrastructure for the organic economy.

The investment thesis rests on five pillars. Large and Growing Market: The combined TAM of $540+
billion provides ample room for a focused vertical player to achieve significant scale. Proven
Monetization Models: Each revenue stream has been validated by comparable companies.
Defensible Positioning: Certification data partnerships, Al training on proprietary organic datasets,
and vertical SEO expertise create competitive moats. Capital Efficiency: Multi-stream revenue
starting from Day 1, high gross margins (75%+ at scale), and a clear path to profitability within 18-24
months reduce financing risk. Impact Alignment: The organic movement demonstrably improves
human health, environmental outcomes, and farmer livelihoods a platform that accelerates organic

discovery generates both financial returns and positive social impact.

The $750,000 pre-seed investment enables 18 months of runway to validate product-market fit,
achieve initial revenue traction, and position for a Series A at a significantly higher valuation. With
disciplined execution against the milestones outlined in this plan, SearchForOrganics.com is
positioned to capture market leadership in organic product and service discovery while building a

profitable, sustainable business at the intersection of health, technology, and commerce.
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