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This report was generated by Stratogenic Al — your instant Al boardroom for

competitive strategy, execution, and clarity.

It integrates Jungian archetypal psychology to align decisions with your
leadership persona, ensuring the strategy is not just sound — but instinctively

actionable.

The recommendations are informed by Stratogenic Al, expert frameworks, and
your own strategic insight — reflecting the real-world constraints of your

business stage, funding capacity, and industry environment.



Note: Strategic assumptions reflect the selected archetype and may
intentionally prioritize tone, values, or heuristics over empirical neutrality. This

isn’t flawless logic — but it's deeply reasoned, and pragmatically cautious.

@ This strategy reflects not just logic — but your decision lens. It's not neutral.

It's built for how you lead.

Lumina Code — UK Tech & SaaS
Strategy Report
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Executive Strategy Summary

Lumina Code occupies a distinct niche in the UK Tech & SaaS market due to
its unique fusion of analytical frameworks, which enables a growth-focused
opportunity with a potential for disciplined and sustainable expansion. This
positioning offers competitive differentiation against established astrology-
themed apps such as Co-Star and The Pattern by emphasizing intellectual
rigor and ethical data use, aligning with growing UK consumer demands for

privacy and value-driven subscription models. Fact

However, the company faces strategic risks primarily from overdependence on
influencer-driven signups and Instagram traffic, which currently deliver
suboptimal conversion rates (<30% paying) and volatility in revenue due to
refund spikes post-campaigns (14%). Poor campaign timing further
exacerbates these risks. To safeguard growth and revenue stability, Lumina
Code must diversify traffic sources, refine campaign timing aligned with
customer segments (e.g., Taurus, Virgo, Capricorn), and tailor offerings

accordingly. (M Fact



Financially, early traction with 10,000 signups and a current MRR of £12,400
establishes a promising base but falls short of the £25K MRR target by Q4.
Achieving this requires aggressive conversion and retention strategies,
including a shift towards subscription-based, value-driven monetization without
compromising ethical data policies. This approach aligns with UK consumer

trends favouring trustworthy, transparent digital wellness products. Fact

1. What Should | Do? (Strategic

Reasoning)

* Diversify and deepen user acquisition channels beyond Instagram

influencers to mitigate concentration risk and improve lead quality.

* Aggressively optimise conversion and retention, especially targeting
high-value user segments through tailored messaging and tiered

subscription offers.

* Refine campaign timing and content relevance based on astrological

insights to reduce refund rates and enhance customer lifetime value.

* Maintain ethical data stewardship, leveraging this as a unique selling

proposition to attract data-skeptic UK users.

* Build operational infrastructure and partnerships that enable scalable
subscription delivery and localized US expansion without diluting brand

ethos.



2. How Do | Do It? (Step-by-Step

Execution Plan)

Phase 1 — 0 to 3 Months: Activation & Groundwork

Strategic Focus Key Actions Supporting KPIs
Activation & - Launch pilot podcast partnerships with Podcast listener
Groundwork astrology influencers conversion rate
- Develop trust-building content emphasising Content engagement
ethical data use velocity
- Map regulatory compliance for UK & US Compliance checklist
markets score
Narrative:

Begin by validating the podcast partnership channel as a primary acquisition
vector, ensuring content aligns with Lumina Code’s ethical stance to build trust
among data-skeptic UK consumers. This phase is critical to establish a stable
signal and avoid wasting capital on underperforming campaigns. The founder’s
Sage archetype must balance momentum with disciplined oversight to prevent

premature scaling.



Phase 2 — 3 to 6 Months: Scaling & Visibility

Strategic Focus Key Actions Supporting KPls
Scaling & Visibility - Diversify acquisition channels (SEO, content CAC efficiency
marketing, complementary wellness Channel conversion
partnerships) rates
- Formalize podcast and wellness platform Partner uplift index

partnerships
- Launch segmented subscription tiers targeting
Taurus, Virgo, Capricorn

Narrative:

Scale with precision, balancing automation and manual touchpoints for highest
conversion efficacy. The Sage’s cautious nature should avoid overextension
but push for disciplined expansion into complementary channels. Segmenting
offers based on user personas will increase retention and reduce refund

spikes.

Phase 3 — 6 to 12 Months: Infrastructure & Investment

Strategic Focus Key Actions Supporting KPIs
Infrastructure & - Prepare investor narrative highlighting Investor readiness
Investment disciplined growth and ethical monetization score
- Implement internal audits and subscription Operational
infrastructure upgrades compliance
- Upskill team for scale and customer success Churn rate reduction
Narrative:

Build robust infrastructure to support scale and prepare for optional seed

investment or grants (e.g., Innovate UK). The Sage leadership must emphasize



long-term resilience, embedding quality controls and compliance to prevent

brand dilution or failure during rapid growth phases.

3. Risk Assessment & Mitigation

* Overreliance on Instagram and Influencers: Diversify acquisition
channels immediately. Test SEO and podcast partnerships as lower-risk

alternatives.

* Refund Spikes Related to Campaign Timing: Apply customer
segmentation to tailor campaign periods and messaging, reducing refund

rates and improving retention.

* Revenue Concentration Risk: Introduce tiered subscription models

offering incremental value to improve average revenue per user (ARPU).

* Ethical Constraints Limiting Monetization: Leverage the ethical stance
as a competitive advantage in UK markets sensitive to privacy,

differentiating Lumina Code from ad- or data-heavy competitors.

4. Scaling & Growth Strategies

* Leverage Podcast Partnerships for Awareness and Acquisition:
Target astrology-related podcasts with engaged UK and US audiences,

ensuring content aligns with Lumina Code’s ethical tone.



* Implement Data-Driven Customer Segmentation: Use cohort analysis

to identify and prioritise high-LTV user segments for personalised offers.

* Expand Content Marketing and SEO: Build organic channels for
sustainable traffic that reduce CAC and dependency on paid influencer

campaigns.

* Develop a Value Ladder Subscription Model: Introduce premium tiers
with exclusive content or features to increase monetization breadth and

depth.

5. Competitive Positioning

Recommendations

* Differentiate on Ethical Data Use: Emphasize privacy and data ethics

within marketing to attract discerning UK consumers.

» Target Niche Astrological Personas: Focus on Taurus, Virgo, Capricorn
segments with tailored product messaging, avoiding dilution of core

analytical framework differentiation.

* Build Strategic Alliances with Wellness Platforms: Deepen
partnership with Calm.com and identify other synergies to access

complementary audiences.

* Monitor Competitive Moves: Track Co-Star, The Pattern, Sanctuary,
and Numerologist.com for feature innovations or pricing changes, using

Porter’s Five Forces to anticipate competitive pressures.



6. Financial & Investment

Considerations

* Revenue Target: £25K MRR by Q4 — requires doubling current MRR via

conversion and retention improvements.

* CAC vs LTV: Maintain or improve current low CAC (£9.20) with focus on

increasing LTV (£147) through subscription tiering and reduced churn.

* Funding: Bootstrapped status suggests reliance on internal cash flow
and grants (e.g., Innovate UK). SEIS angel investment is optional but

would enable faster scaling.

* Refund Risk: Implement campaign timing and segmentation to reduce

14% refund spikes impacting net revenue.

7. Final Recommendations & Next

Steps

» Immediate diversification of acquisition channels to reduce Instagram

dependency.

* Launch segmented subscription tiers with tailored messaging to improve

retention.



» Refine campaign timing linked to astrological insights and user segments.
* Build operational infrastructure for scalable subscription delivery.

* Prepare investor narrative aligned with ethical monetization and

disciplined growth.

Strategic Enablers for Execution

» Operational Infrastructure: Invest in scalable subscription management
and analytics platforms capable of handling tiered offerings and cohort

tracking.

« Strategic Partnerships: Prioritize deepening alliances with astrology
podcasts and wellness platforms like Calm.com, exploring revenue-

sharing or co-marketing models.

» Key Hires/Upskill Areas: Recruit or train customer success

professionals skilled in subscription retention and data analytics.

* Legal & Compliance: Ensure GDPR compliance and UK-specific data
privacy regulations are embedded in product design and marketing,

supporting the ethical brand promise.



& Founder Execution Mindset (The
Sage Archetype)

Lean Into:
- Analytical decision-making, privileging data-backed insights over intuition.

- Long-term vision and risk-aware scaling, avoiding premature expansion.

Cautionary Trait:

- Potential paralysis by over-analysis leading to missed market timing.

Delegate/Outsource:
- Operational execution of marketing campaigns and day-to-day user

acquisition, freeing leadership to focus on strategic oversight.

® Strategic Execution Summary

* Diversify Acquisition Channels: Launch SEO and content marketing
initiatives to reduce influencer dependency; KPI: Channel conversion

rate; Tool: Google Analytics + SEMrush.

» Optimize Conversion & Retention: Develop segmented subscription
tiers with tailored offers; KPI: Monthly churn rate; Tool: Cohort analysis

dashboards.

* Refine Campaign Timing: Use astrological data for campaign
scheduling to reduce refund spikes; KPI: Refund rate post-campaign;

Method: A/B testing with timing variants.



» Strengthen Partnerships: Formalize podcast sponsorship agreements
with revenue-sharing; KPI: Partner uplift index; Method: Joint KPIs and
reporting.

» Operational Readiness: Implement subscription infrastructure upgrades
for scale; KPI: Subscription system uptime; Tool: SaaS management

platforms.

g2 Trade-Off Decision Analysis
(McKinsey Argument Framework — UK

Context)

The McKinsey framework assesses two strategic options to achieve £25K MRR

by Q4:

» Option 1: Bold Acceleration Strategy (High Risk, High Return)
Aggressively push marketing spend and product development to rapidly
increase visibility and revenue. Requires ~£30K-£75K capital, potentially
via SEIS angel investment. Risks include cashflow pressure, brand

dilution, and conversion inefficiency due to rushed execution.

* Option 2: Sustainable Momentum Strategy (Low-Medium Risk)
Focus on optimizing current channels, diversifying traffic, and building
organic growth through partnerships and content marketing. Requires
£5K—£25K, manageable through bootstrapping and grants. Trades faster

growth for resilience and long-term brand equity.



Al Advisory Verdict: Option 2 is recommended. This aligns with Lumina
Code’s bootstrapped status, The Sage’s analytical and cautious archetype, and
UK market realities. It balances growth with ethical integrity and risk mitigation,

providing a robust platform to reach £25K MRR sustainably.

s$ Priority Decision Matrix

(Archetype-Driven Risk Model)

* High ROI / Low Complexity:

o Diversify acquisition channels with SEO and podcast partnerships.
o Launch segmented subscription tiers.

* Medium ROI / Medium Complexity:

> Refine campaign timing per astrological segments.

> Develop wellness platform partnerships beyond Calm.com.

* Low ROI / High Complexity:

> Avoid heavy paid influencer campaigns without proven conversion

uplift.



@ Tactical Actions Dashboard (Top 5)

1. Pilot Podcast Partnership Campaigns: Measure listener conversion to

paying subscribers within 3 months.

2. Launch Tiered Subscription Model: Segment Taurus, Virgo, Capricorn

with tailored offers to increase ARPU and retention.

3. Initiate SEO and Content Marketing Strategy: Develop organic traffic to

reduce CAC dependency on paid channels.

4. Implement Campaign Timing A/B Tests: Use refund rates and

conversion data to optimise campaign scheduling.

5. Strengthen Operational Infrastructure: Upgrade subscription

management systems to handle tiering and increase uptime.

This strategy provides a disciplined, evidence-based roadmap aligned with
Lumina Code’s unique positioning, financial realities, and UK market dynamics.
Executed with The Sage’s analytical rigor and long-term focus, it positions

Lumina Code for sustainable growth toward the £25K MRR target by Q4.



Based on the summaries provided, here are 3 strategic patterns, risks,

omissions, or weaknesses for Lumina Code to consider:

1. Strategic Risk of Overreliance on Specific Marketing Channels:

> Both documents highlight risks associated with overreliance on
certain marketing channels like influencers and Instagram. Relying
heavily on Instagram traffic with poor conversion rates poses a
significant risk of stagnation. Additionally, the potential decline in
influencer effectiveness or partnership waning could plateau growth.
To mitigate these risks, Lumina Code should diversify its traffic
sources and marketing channels. Exploring new avenues such as
content marketing, SEO, or partnerships with complementary

platforms can help reduce dependency on any single channel.

2. Revenue Diversification and Monetization Strategy:

> The Strategy Document mentions an ethical stance limiting data
monetization, which could constrain revenue diversification
opportunities. While maintaining ethical standards is commendable,
Lumina Code needs to explore alternative revenue streams or
monetization strategies to ensure sustainable growth. Developing
premium features, offering tailored consulting services, or creating
high-value subscription tiers can help diversify revenue streams
without compromising on values. This strategic shift can also align
with the move towards subscription-based, value-driven

monetization highlighted in the Market and Positioning document.

3. Conversion Optimization and Customer Retention Focus:

> The Financial Report emphasizes the importance of optimizing

conversion rates and improving customer retention beyond the



existing channels. Despite a positive Low Customer Acquisition
Cost (CAC) relative to Customer Lifetime Value (LTV), spikes in
refund rates post-campaigns threaten net revenue. Lumina Code
should focus on tailoring offers to specific user segments like
Taurus, Virgo, and Capricorn users to enhance retention.
Additionally, refining campaign timing to minimize refund-triggering
periods and reallocating influencer spend to optimize conversion
can help improve overall revenue stability. This aligns with the need
to develop scalable, tiered offerings targeting specific user

segments mentioned in the Market and Positioning document.

By addressing these strategic patterns and risks, Lumina Code can enhance its
marketing effectiveness, revenue diversification, and customer retention
strategies, leading to sustainable growth and competitive advantage in the

market.

) Stratogenic Al Confidence Panel

Category Score (/100)
(®) Strategic Risk 70
& Financial Viability 80
& Legal Compliance 75
«¢ Public Narrative 85

@ Adjusted Confidence Score (Archetype-Calibrated): 62/100



This score reflects Stratogenic Al’s confidence in the strategic coherence of the

plan based on risk, finance, legal, and public factors.

The final rating is calibrated by your selected archetype's unique worldview —

shaping how assertive or cautious the Al becomes.

Note: A lower confidence score does not indicate poor report quality — it

reflects market uncertainty, strategic tension, or high-risk ambition.

Report Reference Panel

* Archetype: The Sage

* Expert Advisors: Sales & Revenue Growth Expert, Monetization &
Alternative Revenue Strategist, Data Scientist, Sustainability & ESG
Strategist, Purpose & Clarity Strategist

* Uploaded Documents: Market_and_Positioning_LuminaCode.docx,
MyCompany_Overview_LuminaCode.docx,

Year_End_2024 Financials_LuminaCode.docx

» Market Data Source: GB market trends (Tech & SaaS)
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