STRATEGIC FINANGIAL SCALING
IN GOMMERCIAL AQUACULTURE

Operational Levers for Profitability, Risk
Management, and Long-Term Value Creation

A blueprint for navigating the $7/3M entry barrier
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THE INVESTMENT THESIS: HIGH BARRIER, HIGH REWARD

y 43 Million kg Target o _
PHASE 1: The Investment Valley (Years 1-5) 48 e Owner Distributions Begin L

S Deh Service & Uperatfnnal Scaling %

S13M CapEx Priority (£ . g " PHASE 2: The Harvest (Year 5+ / 2030)
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Land HAS Cnnstructmn F’nst scallng phase Annual Earnings Potential at Maturity

Success hinges on 7 operational factors, specifically biological efficiency and product mix optimization.
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OWNER INCOME IS CAPPED TO SERVICE DEBT

YEARS 1-5

YEARS5+(2030) g

-4 e
$180,000 UNLOCKED ===
W : . j ==
| N Capped CEO Salary | Distribution Phase |
; E Income is locked. All excess Owner distributions trigger
y - ? cash flow is diverted to only after hitting the 43M
m_.;__,f—iJ service the $73M CapEx kg harvest volume target.
N burden. The business
eats first.

Early years focus solely on operational scaling, not owner draws.
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THE CAPITAL BURDEN: ANATOMY OF THE $73M ENTRY

$73M TOTAL

Facility
SYLI'R Construction

_ Creates heavy debt service obligation.
| Dictates all early-stage cash flow.

Specialized

equipment
RAS requires

Infrastcan tirure —_ .

STRATEGY NOTE
CRITICAL ACTION: Negotiate long

-S20M

X : Land Acquisition
- ﬁ——)) —/ amortization schedules. Short-term debt
during the 4-5 year ramp-up is fatal.




THE 7 OPERATIONAL LEVERS OF PROFITABILITY

1. Biological Efficiency
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| 8@ 2. Product Mix
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BIOLOGICAL EFFICIENCY: THE MARGIN ENGINE
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Insight: Increases sellable biomass Insight: Mortality >60% destroys
without adding fixed costs. . ability to cover overhead.

TACTICAL RESPONSE
> ACTION: Eanse effficiency. * ACTION: Benchmark Feed Conversion Ratio (FCR) against industry leaders.

> ACTION: Deploy sensor tech for hourly water quality monitoring.
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PRODUCT MIX: THE REVENUE MULTIPLIER

Whole Fresh Fish Shlft Volume to Fillets | Bottieneck Alert: I
" Processing capacity
$800/kg J | o Premium Realized. gl
Invest here

immediately to lift
margins above the

Fresh Fish Fillets - $2,100/kg | ﬁjfdﬁ; overhead '
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COGS CONTROL: REDUCING THE 80% BURDEN

eed Optimization
(-20%) I
e —— §

Current
Cost
Baseline

Target 82% |

Reduce from 80% Reduce frdm 50% EBITDA
to 60% of Revenue. to 40% of Revenue. Margin

Tactic: Optimize FCR Tactic: Avoid peak-rate usage;
and feed scheduling. negotiate bulk contracts.

£\ If FCR does not improve alongside weight gain, feed costs will balloon and erase profits.



¥ Broodstock }
Input

f rs \
i Environmental §
, Controls

{ txiernal ©
§ Sales J
N\ (25%) &
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Creates 15% Internal §\ 24K

Revenue Stream. (@ Retention ¥
(15%) g/ < Secures

Nt grow-out inputs.

HATGHERY SELF-SUFFIGIENCY & RISK MITIGATION

Why Internalize?
© Removes price volatility.

© Eliminates quality variance
from external markets.

®© Turns a cost center into a

secondary revenue stream.
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[ FIXED OVERHEAD

1 g B
$324,000 / Year

Lease ($180K) + Utilities ($36K)
s A

Must dilute through volume.
Maximize utilization immediately.
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SCALING STRUCGTURE: OVERHEAD AND LABOR DENSITY

R

Wage Bill

20 Lead
Biologists

e

LABOR BALLOON

$146 Million }
Wage Bill (2030)

l

100
Processing

Staff

Current to 2030

Automate processing early. [agelol=I55[qle!

 staff is the largest scaling expense. /
A
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OPERATIONAL VOLATILITY & RISK EXPOSURE

f — —_— ——y

| % HIGH/ORANGE A2\ CRITICAL/RED Q- ‘ |

| ENERGY SPIKES DISEASE OUTBREAK ¢
Impact: Erases quarterly gains. Impact: Mass mortality, revenue reset.
Mitigation: Hedging & efficiency. Mitigation: Strict biosecurity, water sensors. | |

&y LOW/GREY £'$ MEDIUM/GREY
ONBOARDING CHURN EQUIPMENT FAILURE |

14+ days onboarding increases buyer churn. Impact: Immediate production halt. II

|
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e ——— ——— el
Earnings are highly exposed to sudden shocks. Mitigation is an active daily process.
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THE 2030 ROADMAP: OPERATIONAL TARGETS

CYCLE VELOCITY HARVEST VOLUME MARGIN STABILIZATION

15=19 43 Million kg 82%
Cycles/Year EBITDA Margin

Reaching these metrics is the trigger for owner distributions ($350k - $25M range).
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OWNER'S PRE-FLIGHT GHECKLIST

—\ Ve - it

@ CAPITAL: Secure 5/3M Capkbx with long-term amortization.
y - /j
N = {

N
@ TECHNOLOGY: Install sensor tech for real-time water quality monitoring. g

@ OPERATIONS: Lock in Fillet processing capability (52,100/kg target). WJ

—
&

EXPECTATIONS: Plan for 4-5 years of CEO Salary (5180k) only.

@ LEGAL: Verify lease (5180k/yr) and utility (536!/yr) contracts.

=

Operational readiness is critical for successful deployment and capital recovery.



EFFICIENGCY IS THE BRIDGE TO WEALTH

The transition from debt-service
to owner-distribution requires
disciplined adherence to

biological and financial metrics.

The potential for S25M in
distributions exists only for

those who master the / Levers. i

Based on: Fish Farming Financial Strategy and Operational Scaling Guide
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