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The Execution

The Dream Built not in 18 months

A premium-rustic sanctuary with endless capital, but
in Northern Portugal where A engineered in a 21-day
guests reconnect with i i ' hyper-efficient sprint
nature, holistic wellness, o = utilizing upcycled

and off-grid simplicity. * T materials, community

labor, and a self-funding
operational model.



Rooted in the
[berian Landscape

Callout 1 (Climate):
Mediterranean resilience.
860mm annual rainfall, hot
dry summers requiring
advanced water-retention
landscaping.

Callout 2 (Flora):
Existing canopy of pine,
chestnut, and protected

protected Sobreiro (Cork
0ak) and Azinheira (Holm |

Oak) integrated as
natural architectural
features.

Callout 3 (Terrain):
Terraced slopes requiring
strict 'no machinery within
5m’ zones around the natural
spring (nascente).

& NotebooklLM



The Spatial Synthesis

Legend:
01.

3.
04.
Q7.
08.
10.

14.

Main Caravan Pad & Guest
Quarters

Outdoor Kitchen Frame

Schist Fire Pit Gathering Zone
Timber Chill Deck

Active Compost Station

Outdoor Woodland Gym

The Sauna Pit Foundation

Every structure is semi-permanent, navigating ‘escasso impacto urbanistico’
(low-impact) regulations to bypass 18-month permit delays.

&1 NotebookLM
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Node 1: Solar Arrays (EcoFlow
systems capture peak Iberian sun).

The Regenerative
Resource Engine
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Node 2: Power drives
the pump, pulling pure
water from the nascente
(natural spring).

Node 6: Organic waste
routes to the Compost
Station, regenerating

the soil.
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Node 5: The Food Forest
feeds guests and
the community.

Node 3: Spring water
feeds the outdoor
guest showers.
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Node 4: Phyto-purified
greywater irrigates the
Syntropic Food Forest.
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Disrupting the Hospitality Build Model

Traditional Retreat Build|] The Lusitano Sprint Method

Capital Expenditure

€100k+ upfront €11k bootstrapped

Time to MVP

12-18 months 21 Days (Build-to-Book)

Labor Sourcing

1 Local Pedreiro + Paying Workshop
Attendees + Workaway Volunteers

Expensive contractors

Audience
Generation

Daily YouTube audience building

Zero at launch emotional investment from Day 1

&1 NotebookLM



De-Risking the Dirt:
The Rent-to-Buy Pipeline

35

Step 1: Lease the raw Step 2: Execute the Step 3: Launch Step 4:

land with an 21-Day Build Sprint. “Founding Guest” Execute final
exclusive option to pre-sales to the live land purchase using
purchase. (Low-cost MVP proves audience. generated revenue
(Zero heavy capital the concept on-site). (Generate immediate and validated
locked up). cash flow). audience demand.

& NotebookLM



The Community-Labor Force Multiplier

®
Pillar 1: The Local Expert

rd

1 skilled Portuguese Pedreiro
(€80-120/day). Ensures
structural integrity and local
material sourcing.

{My

Core Team
. (Pawel & Joao) .

<
Pillar 2: The Workaway
Vanguard

(Ep

&

3 international volunteers
working for food, lodging,
and experience.

*
Pillar 3: The Natural
Building Workshop

8 paying attendees.

(Economics callout: Generates €2,400
gross revenue + injects 400 hours of
motivated labor precisely during the

heaviest build week).

& NotebooklLM



The Upcycled Architecture

e, Wy "I o

Quadrant 2 (Demolition Schist): Free reclaimed local stone. Transformed into the central
fire pit, path edging, and retaining walls.
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Quadrant 3 (Earthbags): €0.20 per bag, filled with on-site soil. Transformed into rapid- Quadrant 4 (Lime Render): €0.50/m?, Whitewashes raw materials to instantly elevate the
build curved seating and garden borders. aesthetic to ‘premium hospitality’.

&1 NotebookLM



The Audience-to-Asset Flywheel

Phase 1 (Daily Polls):
Audience voles on
actual next-day building
decisions (proven 96%
revenue I.i‘.ff mechanic).

Phase 4 (Monetization):
Emoti.om.l.bj thvested \
audience converts to
‘Founding Guest’ €150

re-sale deposits,
Fuhdi,hg the ongoing
build.

NV S P 7 j? Phase 2 (The Carta):
Phase 3 (The Time NN N B 2/ Viewers collaboratively
Capsule): Commenter NN o\ / author a letter to the
names buried on-site on % N first guest, building
Day 1, opened on Day | deep emotional
21. investment.

& NotebooklLM



1e 21-Day Sprint Architecture

&

Track 2 (Days 8-14):
Visible Transformation.
Mission: Execute heavy
equipment days; build the
core structures:; host the
5-day building workshop.

Track 1 (Days 1-7):

Survival & Control.

Mission: Turn raw, overgrown
land into a usable base
camp.

e——

Track 3 (Days 15-21):
Finish or Fail.

Mission: Add the
aesthetic layers,
survive the inevitable
mistakes, and prepare
for the drone reveal.

&1 NotebookLM



=7
Milestone 1: The Boundary Walk. i
Mapping the terrain and
establishing the strict 5m

exclusion zone around the water

Milestone 2: The Ceremony.
Burying the Time Capsule
containing the blueprint, a €1
coin, and early supporter names.

5 Rl .Hilestune 3: Heavy Equipment.
Deploying the UK-imported mini-
digger to carve out the main
caravan pad and access track,

saving €450 in local rental fees.

i ;
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The Daily Scoring Protocol

Concept: “What gets measured qets built,” Every evening, the team is graded
on & cateqories (Work Completed, Morale, Budget Discipline, etc.), each out of 10,

Work Completed
A Morale M M J’Hr ” Data (:“.aI:.Lout:
T 1| S e
v? u?lsﬁt M M M “ ;;'zjjzcl;:o;ﬂc;tmts
iscipline ' | 5
W

Rule: A score below 30 triggers a mahd.atorj *Board Meeting” protocol
to pivot the scope. A score above §0 triggers a team celebration.

Sn.fel:tj

Qua.l.i.l:tj

Teamwork

& NotebooklLM



Week 2 — Visible Transformation

Action 1: The Caravan Lands. :  Action 2: The Workshop Commences. : Action 3: The First Fire. The
The core accommodation unit 1is § 8 attendees arrive, pitch tents, § schist fire pit 1s completed
locked into place, establishing - and begin hands-on construction : and lit on camera—a symbolic
the ‘heart’ of the retreat. § of the outdoor kitchen frame and § transition from construction
- sauna foundations. : site to hospitable sanctuary.

& NotebooklLM



Day 10 — The Monetization Trigger

The Halftime Audit: A transparent on-
camera review of budget vs. actuals to

Stripe Dashboard build supreme trust with the audience.

Revenue

The Launch: Activation of the Founding
Guest pre-sale link via Stripe.

The Economics: Offering €150 deposits
against a €220/night founding rate (future
rate €380). Locks in immediate sprint
funding and guarantees future occupancy.

The Amplifier: A synchronized 90-minute
. Reddit AMA (r/offgrid, r/Portugal) to drive

external traffic to the pre-sale.

r/offgrid,
r/Portugal




/1 \

Week 3 — Finish or Fail

Day 16: “The Mistake.” A major
measurement error costs the teama
full day. Captured honestly on
camera, proving that documentary
authenticity outperforms R\ ‘
polished perfection. ™ ¢ Day 20: The Aesthetic Layer.
Pressure washing, hanging €20

USB-C string lights, and planting.
Transforming a construction
zone into an experience.

p-5-



The Day 21 MVP (Minimum Viable Retreat)

Label 1: The Main Caravan
(Sleeping quarters, locked
in place).

Label 2: Timber Chill Deck &
Europallet Steps.

Label 3: Schist Fire Pit &
Bench.

Label 4: Shaded Pergola &
Outdoor Kitchen Frame.

Label 5: Dug Sauna Pit &
Poured Foundation (Ready for
Sprint 2).

Summary Box: A visible 70-80% land transformation. Not a finished
hotel, but a fully viable, highly photogenic 'test stay' environment.

& NotebookLM



The Drone Shot: A slow, side-by-
side aerial comparison proving the
monumental physical transformation
to the audience.

The Final Reveal

The Time Capsule: Opened
live on camera.

The Carta: The viewer-authored letter is
framed and permanently installed inside
the caravan, cementing the community’s
physical presence in the retreat.

&1 NotebookLM



.....

The Economics of the Sprint

Gross Spend: ~€8,785 on materials, equipment, and labor.

Immediate Revenue Offset:
+ €2,400 (Workshop Attendees)
+€1,500 - €7,500 (Founding Guest Dposits)

Net Sprint Cost: Reduced to €2,885 — €5,135.

Value Created: A minimum €5,000 direct post-construction value
add to the real estate, plus a highly engaged digital community.




The Horizon (2026 - 2027)

Milestone 3: Public Opening (Sept 2027) ¢

Unlocking projected €15,000—-€40,000 annual
booking revenue.

VA

Milestone 2: Sprint 2 (May 2027)
Building the sauna walls, the guest
accommodations, and the advanced
water-retention gardens.

Milestone 1: Post-Sprint Expansion

Activating brand sponsorships (EcoFlow, Decathlon),
Patreon tiers, and course launches (“How to Build a
~ Retreat’). -

Closing Note: “Proof that intention + focus + community = transformation.”



