Strategic Dairy Farming:
Operational Roadmap 2026-2035

Profitability through Specialty Production Mix &
Precision Agriculture

Confidential Investment Thesis | Series A Preparation




THE SCALE

250 Heads (2026)
> 700 Heads (2035

THE FINANCIALS

49%

10-Year IRR

THE ASK

/égééi%gx Breakeven: February 2026
2/ THEPNOT

$948K

Strategy Shift:

Grade A Bulk =

- Capital: $273k

A2A2/0rganic Niche




Volume Covers Costs. Niche Drives Margin.

Grade A Bulk Organic & A2A2 Specialty

5 0 0 {)
of 2026 Volume Target Share

Immediate Cash Flow & Margin Expansion Driver
Overhead Coverage

Target Premium Price: $0.95 / unit —

Aggressive transition required to maximize revenue per unit produced.
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De-Risking the $0.95 Price Point

Revenue Mix

2026

2027

2028

Niche/A2A2 Mix

Bulk Contracts (Base Load)

2029

2030

e Sales focus: Secure

multi-year commitments
for specialty 1lines
immediately.

Risk Mitigation:
Proving herd output
consistency for A2A2
composition.

Constraint: If
onboarding specialty
clients takes >60 days,
churn risk rises.

FINANCIAL
MODELS LAB



Scaling Output: The 10-Year Trajectory

Head Count

750

550

250

Optimization Phase

.................................................

2026 2027 2028 2029 2030 2031 2032 2033 2034

Moving from stabilization (2626) to maximum throughput (2035).
Every 100-unit increase requires precise feed conversion management.

2835

8000

/900

7000
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6000
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Units per Head
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Herd Management & Replacement Efficiency

2026: Aggressive Cull

150%

Replacement Rate

Stabilization

i

1207%

2029: Sustained Replacement

Productivity

<15%

Target Mortality/Loss Rate
via Veterinary Protocols

Reducing the 45% output loss rate 1s the primary lever for capital preservation.
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Taming the Variable Cost Ratio Rl

projected 2026 revenue.

236%
Current Variable Costs

- | | 170%

Target (2035)

Precision Ag
Optimization

Data-Driven
Herd Mgmt

Strategy: Immediate capital investment in analytics platforms to track cost per unit of feed.
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2026 Capital Expenditure: $948,000

Farm Buﬂc!lng So<0.006
Construction:

Milking System (Long-lead):
$180,000

5180,000
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Other Infrastructure:
$398,000

Neue Haas Grotesk Display
$250,000

$388,000

Q1
Procurement

Q3 , Oct1,2026

Install Commissioning Deadline
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Working Capital & Liquidity Requirements

CapEx ($948k) = - |
h gl
Covers 60-day
$273, _000 operational float
Cash Requirement K & mobilization.
O =

e ——

Must be secured by January 2026. Distinct from CapEx; this is the safety net.
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Human Capital:
_ The 2026 Operational Team

Farm Manager

Milking Tech Lead

Operations Lead

5 Herd Data Analysts

General Labor
(37 FTES)

Critical for
Smart Farm
Precision Ag

Total FTEs: 45

Future Hire (2027):
Veterinary Technician

Risk: Hiring delays
>14 days increase
churn risk.

FINANCIAL
MODELS LAB



Implementation Timeline:
The Path to Stabilization

Q1 - Q2 Q3 Q4

| Jan2026 | Feb2026 | Mar2026 | Apr2026 | May2026 Jun2026 = Jul2026 | Aug 2026 | Sep 2026 | Oct2026 |

I Secure Working Capital ($273k) !

Permitting & Building ($250k) | ‘

Prdjected Breakeven Point
| |

I Milking Systt;m Procurement ($180k)
|

I Construction & Installation }
| | |

Full Commissioning

| Oct 1, 2026

Critical Path: Vendor selection and permitting must happen immediately.
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Breakeven Velocity

$30,6060 USD Revenue

$25,500 mo

$20,0600/mo

High variable costs (236%)

February 2026 Fixed Costs

............................................................................................................................ offset b}r volume to cover fixed

[
$16,700/mo . (a1og700/m0) overhead within 2 months. |
|

$10,0008/mo !

[

[

$5,0600/mo |
UsD

Jan 2026 February 2026 March 2026 |

Rapid Stabilization
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'Financial Projections 2026-2035

49% S

10-Year IRR l EBITDA Target Trajectory

Model assumes successful pivot to Niche Mix and 170% Variable Cost optimization.
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Risk Mitigation Matrix

RISK IMPACT STRATEGY
Feed Price Volatility |High Variable Costs Precision Ag &
Analytics

Onboarding Delays

Churn Risk

Streamlined Hiring of
5 Analysts

Construction Delays

Missed Oct 1 Deadline

Q1 Priority Permitting

Herd Health

Mortality Spikes

Vet Protocols (<15%
loss target)

Strategic frameworks to ensure operational stability and financial resilience.
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" Investment Summary & Ask

Total Initial Funding
Need: ~$1.22M

Breakdown: $948k CapEx (Infrastructure) + $273k Working Capital
The Return: 49% IRR, Scalability to 700 Heads

Next Step: Funding close to Initiate Milking System procurement.




