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1. Executive Summary

This plan sets out an Aquaculture / Fish Farm in India — vannamei shrimp for export and domestic sale, freshwater
carp and pangasius, brackish-water seabass, plus cluster testing and effluent services, working 68 hectares of water

area to about 640 tonnes a year by Year 3.

This plan opens vertical 54 and sets the ten anchor rules the other eight fisheries plans inherit. The furniture
rules do not transfer: this is a live-animal, shared-water, cold-chain and export-compliance business, and its defining

problem has no counterpart in a factory.

[[1 THE POND HAS NO BOUNDARY. A shrimp farm draws water from a creek and discharges to the same creek
— so the farm's edge is a legal fiction and THE WATER IS THE ACTUAL BUSINESS BOUNDARY, shared with every
farm upstream and down. Which makes the industry's central act rational and catastrophic at once: when
white spot or EHP hits a pond, THE FARMER'S CORRECT INDIVIDUAL RESPONSE IS TO EMERGENCY-HARVEST
IMMEDIATELY AND DUMP THE POND — salvage what weight he can, cut the loss, refill. THAT DISCHARGE IS THE
SINGLE MOST INFECTIOUS ACT IN INDIAN AQUACULTURE, AND IT IS PERFORMED BY A MAN WHO HAS JUST
BEEN RUINED AND IS TRYING TO SALVAGE SOMETHING. He is not malicious. He is not even careless. HE IS
DOING THE ONLY THING THAT MAKES SENSE FOR HIM, THROUGH THE ONE MEDIUM THAT CARRIES IT TO
EVERYONE ELSE. And the harm is untraceable: it arrives at a neighbour's pond three weeks later looking
exactly like his own bad luck, so there is no complaint, no attribution and no consequence. So this farm
NOTIFIES THE CLUSTER WITHIN 24 HOURS OF A DISEASE FINDING, BEFORE ITS OWN COMMERCIAL DECISION —
and holds or destroys the crop rather than salvaging it, six times in Year 3, forgoing ¥1.62 crore. WHERE YOUR
WASTE LEAVES BY THE SAME ROUTE YOUR NEIGHBOUR'S INTAKE ARRIVES, THERE IS NO SUCH THING AS A
PRIVATE DECISION — SO TEST THE DISCHARGE, NOT JUST THE HARVEST.

[I] AND A NOTIFICATION DUTY WITHOUT A MUTUAL IS A REQUEST TO BE RUINED POLITELY. Every voluntary
disease-reporting scheme in aquaculture fails for the same reason: it asks a farmer facing total crop loss to
ALSO forgo the salvage harvest, for the benefit of neighbours who would not do the same for him. THAT IS
NOT A COMPLIANCE PROBLEM, IT IS AN ARITHMETIC ONE. So we fund a CLUSTER MUTUAL — 38 lakh a year —

that pays out on notified, held crops, making disclosure survivable rather than heroic.

1 AND THE ANTIBIOTIC IS DETECTED AT A EUROPEAN BORDER, BY SOMEONE WHO DID NOT ADMINISTER IT.
Prophylactic antibiotics are the other rational response to disease, and the residue surfaces months later on
an exporter's container — so THE FARM MAKES THE DECISION AND THE EXPORTER, THE CLUSTER AND
SOMETIMES THE WHOLE COUNTRY'S CONSIGNMENTS BEAR THE COST. So residue is tested AT POND LEVEL
BEFORE DISPATCH rather than at the border, with NIL antibiotic use and NIL rejections in three years.

This plan models an operator requiring ¥11.00 crore (34.40 crore term loan + X2.80 crore promoter + %2.40 crore working
capital + X1.40 crore investor), moving from X7.20 crore revenue and a ¥0.23 crore loss to ¥24.00 crore revenue

and X2.16 crore profit by Year 3 — a 9.0% net margin and 31.1% return on capital. (Aquaculture — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: An aquaculture farm that treats the water leaving it as a product it is responsible for.

Vision: To make disease notification survivable, and therefore normal.



Mission: Notify the cluster before we harvest; treat and test the discharge, not just the shrimp; use no antibiotics and
prove it at the pond; test seed before stocking and name the hatchery; give the domestic buyer the traceability the

exporter already gets; and take no mangrove.

Legal structure

o Private Limited — recommended. CAA registration, export buyer contracts, bank finance against a biological asset and
outside capital all assume it.

« Notification timing fixed as an operating rule, not a management judgement — the structural precondition,
since a notification requiring approval will be made after the harvest decision rather than before it.

e Cluster mutual contributions committed annually in advance — because a mutual funded at the moment of

need is not a mutual.

Regulatory anchor: the Coastal Aquaculture Authority Act and CAA registration for brackish-water farms, with siting
restrictions and the prohibition on mangrove conversion; the Coastal Regulation Zone notification governing what
may be built and where; the Environment Protection Act and State Pollution Control Board consents for effluent discharge,
which in practice regulate the outlet pipe and not the creek it feeds, so a compliant discharge and a diseased
one look identical on paper; MPEDA registration and pre-harvest testing requirements for export consignments; the Drugs
and Cosmetics framework and the CAA's banned-antimicrobial list, enforced overwhelmingly at the point of export
rather than the point of use; FSSAI for domestic sale and processing; the National Fisheries Development Board and
PMMSY scheme conditions where subsidy is claimed; EPF, ESI and the Inter-State Migrant Workmen Act for pond and harvest
labour; and the Wildlife Protection Act where farms adjoin protected wetland. The decisive structural fact is that
NOTHING IN THE FRAMEWORK REQUIRES A FARMER TO TELL ANYONE HIS POND IS DISEASED BEFORE HE
EMPTIES IT.

3. Promoter & Ownership

Led by a promoter with aquaculture, marine science or agri-processing background, with a farm-technical head and a
laboratory lead. Three competences decide outcomes. Water management, because in this business water quality is not a
compliance topic but the production process itself. Crop-cycle financial discipline, since revenue arrives in three or four
lumps a year against continuous feed cost, and a single lost cycle removes a year's profit. And the willingness to hold a crop
after notifying, which is where this plan's proposition sits and which is the hardest commercial act in the vertical.
Ownership, equity & investor terms are editable inputs; notification timing is an operating rule with no management

override, and mutual contributions are committed annually in advance.

4. Market Analysis — India

A major export earner built on a shared resource nobody owns.

Demand drivers

¢ Sustained export demand for vannamei from the US, EU, China and Japan.

« Domestic fish consumption rising with income and cold-chain reach.

« PMMSY and state scheme support for pond development and inputs.

o Import-substitution of seabass and high-value finfish currently landed wild.
« Buyer traceability requirements tightening in every export market.

Retail and D2C seafood creating a domestic premium segment.



Market sizing (illustrative framing)

TAM Indian aquaculture output, export and domestic Among the world's largest shrimp producers

SAM Crops we will harvest after a clean pond-level Bounded by THE TEST AND THE HOLD, not by
residue test pond area

SOM (Yr

1-3) Tonnes sold with published discharge and full traceability X7.2cr = X24cr; 640 tonnes; 6 crops held

Revenue mix and share (Year 3)

Vannamei shrimp — export grade 38.0% 34.0% — residue risk; border rejection risk

Freshwater fish — rohu, katla, pangasius 20.0% 24.0% — lower value, steadier, disease-tolerant

Vannamei shrimp — domestic 18.0% 28.0% — where traceability is normally withheld

Seabass & brackish finfish 12.0% 30.0% — import substitution; seed supply constrained

Cluster services — testing, effluent, advisory 7.0% 46.0% — sells the neighbours the means to not infect us
Culled & downgraded stock sold as such 5.0% 12.0% — never sold as grade; disclosed

The first row carries the residue exposure and the third carries the disclosure one — the same animal, from
the same pond, sold with full traceability to a buyer in Rotterdam and with none at all to a buyer in
Vijayawada, which is the two-tier practice this plan ends. The fifth row is the most commercially unusual line
here and it is deliberate: we sell testing, effluent treatment and advisory to neighbouring farms at 46%
margin, WHICH IS SELLING OUR COMPETITORS THE MEANS TO STOP INFECTING US. In a shared-water business
that is not altruism and not even really a service line — IT IS THE CHEAPEST BIOSECURITY WE CAN BUY,

because a neighbour who can test his own seed is a neighbour whose crash does not become ours.

Constraints

o Disease, the dominant risk, and largely determined by other people's decisions.
« Seed quality, unverifiable at stocking without a test the trade does not run.
o Feed cost, the largest input and petrochemical- and fishmeal-linked.

« Export price and rejection risk, set entirely outside India.

5. Competition & Position

competitor type _ \Weakness this plan eprOits

Emergency-harvest and

Small independent
Lowest cost, flexible, dominant by volume discharge on disease; no
pond farmers
alternative

Large integrated . . Traceability built for the export buyer
) Scale, hatchery and feed integration, export channels
agqua companies only



Contract-farming Risk pushed to the farmer;
Input supply, technical support, assured offtake

networks notification unrewarded

Imported and wild- Wild stock declining; no traceability
No culture disease risk; established trade

caught supply at all

24-hour cluster notification, funded mutual, treated and
Holds crops rivals salvage; higher
This plan tested discharge, pond-level residue testing, domestic
cost per tonne
traceability

The positioning is unusual because its main beneficiary is the cluster rather than the customer. A buyer cannot
taste whether we notified; the value of notification accrues to farms that are not our customers and do not
pay us. WHICH IS EXACTLY WHY IT DOES NOT HAPPEN ANYWHERE — the cost is private, immediate and
certain, and the benefit is collective, delayed and untraceable. Our commercial answer is not to hope buyers
reward it, but to make the cluster itself the customer: sell testing and effluent services to neighbours, fund a
mutual that pays them to notify us in return, and treat the resulting reduction in our own disease incidence as
the return on that spend. The honest difficulty is that this only works at cluster scale — one farm notifying into
a creek where nobody else does buys almost nothing, and the first two years are spent paying for a benefit
that has not arrived yet. THAT IS NOT A TRANSITIONAL INCONVENIENCE, IT IS THE STRUCTURE OF THE
PROBLEM: the return on notifying is proportional to how many others notify, so the first mover pays the full
cost for a fraction of the benefit and every subsequent joiner gets a better deal than we did. WE ARE, IN PLAIN
TERMS, SUBSIDISING THE ADOPTION CURVE, and a plan that pretended otherwise would be describing a
different industry. What makes it survivable rather than merely noble is that the cluster services line is priced
to recover part of it: neighbours pay us to test their seed and treat their effluent, so the biosecurity we need

them to have is delivered at 46% margin rather than donated.

The cost of the honest position is stated in rupees rather than implied. Holding or destroying six notified crops
rather than emergency-harvesting them forgave ¥1.62 crore of gross profit — the largest item, entirely off the
P&L because it is revenue never earned, and the single act the rest of the industry cannot afford. Effluent
treatment, discharge testing and publication cost ¥74 lakh. Pond-level residue testing and the zero-antibiotic
protocol cost 52 lakh. The cluster disease-notification mutual cost ¥38 lakh a year in committed
contributions. Total ¥3.26 crore against ¥2.16 crore of profit — so an operator with the same ponds and the

same seed running trade-standard practice would earn X5.42 crore.

6. The Pond Has No Boundary

This is the finding, and it is a property of the medium rather than of anyone's conduct.

What the farm controls What actually determines the crop

Its own stocking density and feed Partly
Its own pond preparation and water treatment Partly
The pathogen load in the creek it draws from Decisively
Whether a neighbour dumped a diseased pond last week Decisively

Whether it will ever find out that he did No



A shrimp farm draws water from a creek and discharges to the same creek. The fence is a property line; THE
WATER IS THE ACTUAL BUSINESS BOUNDARY, and it is shared with every farm on that system. So when white
spot syndrome virus or EHP appears in a pond, the farmer faces a decision whose individually correct answer
is collectively ruinous: EMERGENCY-HARVEST AT ONCE AND EMPTY THE POND. Sell whatever weight has
accumulated before mortality takes it, stop feeding a crop that will die anyway, free the pond for restocking.
Every element of that is sound farm management — AND THE DISCHARGE THAT ACCOMPANIES IT IS THE
SINGLE MOST INFECTIOUS EVENT IN INDIAN AQUACULTURE, releasing a pond's worth of viral load into the

intake of everyone downstream.

What makes it intractable is that the man performing it is not a villain in any recognisable sense. HE HAS JUST
LOST A CROP HE BORROWED TO STOCK, HE IS FACING A SEASON WITH NO INCOME, AND HE IS DOING THE ONE
THING AVAILABLE TO RECOVER PART OF IT. Ask him to hold the pond instead — to absorb the entire loss and
pay for treatment — and you are asking a ruined man to fund a benefit for neighbours who would not do the
same for him. THAT IS NOT A FAILURE OF CHARACTER OR OF ENFORCEMENT. IT IS ARITHMETIC, AND IT
PRODUCES THE SAME OUTCOME EVERY TIME REGARDLESS OF WHO IS FARMING. The harm then completes
itself invisibly: the virus arrives at a neighbour's pond two or three weeks later, presents as ordinary
mortality, and IS INDISTINGUISHABLE FROM HIS OWN BAD LUCK. Nobody can trace it because water carries no
label, so there is no complaint, no attribution, no reputational cost and no legal one — and the practice
therefore persists indefinitely, in an industry where every participant knows it is happening and none can
prove a single instance. THE REGULATORY FRAMEWORK MISSES IT ENTIRELY: consents govern the outlet pipe's
chemistry, so A COMPLIANT DISCHARGE AND A DISEASED ONE LOOK IDENTICAL ON PAPER, AND NOTHING
ANYWHERE REQUIRES A FARMER TO TELL ANYONE HIS POND IS SICK BEFORE HE EMPTIES IT.

So the sequence is inverted: NOTIFICATION COMES BEFORE THE COMMERCIAL DECISION, NOT AFTER IT. A
disease finding is notified to the cluster WITHIN 24 HOURS, at 100%, NIL ponds emergency-harvested and
discharged after a finding — and the notification is made before we decide what to do with the crop, because a
notification issued after the harvest is a press release. SIX CROPS WERE HELD OR DESTROYED rather than
salvaged in Year 3, forgoing ¥1.62 crore. And the DISCHARGE ITSELF IS TREATED AND TESTED — 100% passing
through treatment ponds before release, with BOD load published against intake, falling from 42-31 mg/l in
Year 1 to 36—-14 in Year 3 — because the water leaving this farm is a product we put into someone else's
business, and it is the only product we make that nobody pays us for. WHERE YOUR WASTE LEAVES BY THE
SAME ROUTE YOUR NEIGHBOUR'S INTAKE ARRIVES, THERE IS NO SUCH THING AS A PRIVATE DECISION — SO
TEST THE DISCHARGE, NOT JUST THE HARVEST.

7. Notification Without a Mutual Is a Request to Be Ruined Politely

Three further anchors, and the mechanism that makes the first one possible.

[1 EVERY VOLUNTARY DISEASE-REPORTING SCHEME IN AQUACULTURE FAILS, AND IT FAILS FOR THE SAME
REASON EVERYWHERE. It asks a farmer facing total crop loss to ALSO forgo the salvage harvest — to convert a
partial loss into a complete one — in exchange for a collective benefit he will never be able to attribute to
himself. DESIGNING THE SCHEME BETTER DOES NOT HELP, BECAUSE THE PROBLEM IS NOT THE SCHEME. So
this farm funds a CLUSTER MUTUAL at ¥38 lakh a year, committed annually in advance, which PAYS OUT ON
NOTIFIED AND HELD CROPS — turning the notification from an act of self-sacrifice into a claim. The payout is
deliberately partial: it covers the marginal loss between salvage value and zero, not the whole crop, because a
mutual that fully indemnifies disease removes the incentive to prevent it. A MUTUAL FUNDED AT THE MOMENT
OF NEED IS NOT A MUTUAL, which is why contributions are committed a year ahead and cannot be suspended




in a bad season — precisely the season in which they will be needed and in which a discretionary scheme

would be quietly paused.

[ AND THE ANTIBIOTIC IS DETECTED BY SOMEONE WHO DID NOT ADMINISTER IT. Prophylactic antibiotic use
is the other rational response to disease pressure, and its consequence appears NOT AT THE FARM BUT AT A
EUROPEAN OR AMERICAN BORDER, MONTHS LATER, ON AN EXPORTER'S CONTAINER. The farm captures the
benefit — a crop saved — and the exporter absorbs a rejected consignment, the cluster absorbs increased
inspection, and in the worst case AN ENTIRE COUNTRY'S SHIPMENTS GET FLAGGED ON THE BASIS OF
DECISIONS TAKEN IN PONDS THE IMPORTER HAS NEVER HEARD OF. THE COST IS SEPARATED FROM THE
DECISION BY THOUSANDS OF KILOMETRES AND SEVERAL MONTHS, WHICH IS WHY BORDER TESTING HAS
NEVER CHANGED FARM BEHAVIOUR AND NEVER WILL. So residue is tested AT POND LEVEL BEFORE DISPATCH,
at 100%, with NIL antibiotic or banned antimicrobial administered in any pond and NIL consignments rejected

on residue in three years.

[I1 AND SEED IS THE ONE INPUT THAT DECIDES THE CROP AND CANNOT BE ASSESSED BY LOOKING AT IT.
Post-larvae arrive in a bag; their pathogen status is invisible; and a batch carrying white spot or EHP will
destroy a crop that is otherwise managed perfectly. The trade stocks on the hatchery's word. So ALL SEED IS
PCR-TESTED AT STOCKING WITH THE HATCHERY NAMED ON THE RECORD, NIL stocked without a result, and 26
BATCHES WERE REJECTED at stocking in Year 3 — each rejection being a delayed cycle and a real cost, and
each one a crop failure that did not happen. Feed fishmeal source is declared at 100%, which no domestic

buyer has ever asked for and which is the input most likely to become a disclosure requirement next.

What a neighbouring farmer can check in sixty seconds
All of it is visible from the bund, and the first question is the one that matters.

¢ Where does his outlet discharge, and where is your intake? If they share a creek, his decisions are your

production inputs.

+ Does he have treatment ponds, or a pipe straight to the creek? A pipe is a statement of intent about what

happens on a bad day.

« Did anyone tell you when his ponds crashed last season? If not, assume the next crash reaches you before the

news does.
¢ Does he test seed at stocking, or stock on the hatchery's word? Untested seed upstream is your problem too.

¢ Is there a mutual, and does it pay for holding a crop? Without one, notification is a request for him to be ruined
politely.

o Who tests the shrimp for residue, and where? If the answer is "the buyer, at the port", nobody is testing the pond.

The asymmetry in this vertical is unlike any so far, because THE PARTY HARMED IS NOT THE BUYER — IT IS THE
NEIGHBOUR, who has no transaction with us, no contract, no complaint channel and no way to establish what
happened. Every earlier plan concerned a buyer who could not verify what he was purchasing; here the injured
party IS NOT PURCHASING ANYTHING AT ALL. He is simply downstream. And the mechanism of harm is the one
thing neither party can enclose: WATER MOVES, CARRIES PATHOGENS, MIXES, AND ARRIVES ANONYMOUSLY.
That rules out every remedy this library has used up to now — there is no disclosure that helps him, no
specification he can demand, no warranty he can claim under, because HE IS NOT A CUSTOMER AND WE ARE
NOT SELLING HIM ANYTHING. The only instruments that work in this structure are COLLECTIVE ONES: a
notification that reaches him before the water does, a mutual that makes notifying survivable, and treatment
that reduces what leaves regardless of who is watching. WHICH IS WHY THIS PLAN SPENDS MONEY ON THE
CLUSTER RATHER THAN ON THE CUSTOMER, AND WHY THAT SPEND CANNOT BE JUSTIFIED BY ANY SINGLE




SEASON'S ACCOUNTS.

8. Operations Plan (stock, grow, test, discharge)

The ten fisheries anchors — set here, inherited by the vertical

+ (a) Discharge treated, tested and published, not only the harvest.
+ (b) Disease notified to the cluster within 24 hours, before any commercial decision.
¢ (c) Zero antibiotic use, residue tested at pond level before dispatch, not at the border.

e (d) Seed PCR-tested at stocking, with the hatchery named on the record.

Anchors continued

¢ (e) Feed traceable and its fishmeal source declared.
« (f) Pond-to-plate traceability given to the domestic buyer, not only the exporter.
¢ (g) No mangrove or CRZ conversion; existing converted land only.

¢ (h) Cold chain logged continuously and breaks published — a break is invisible in the product.

Anchors concluded

¢ (i) Workers employed with PF and ESI; count and weight grading witnessed by the seller.
¢ (j) The system refuses rather than warns — no override on notification or harvest hold.
o Crops held or destroyed after notification — 6 in Year 3, X1.62 crore forgone.

¢ Cluster mutual committed a year in advance, not suspendable in a bad season.

The operational hinge is an EHP finding in four ponds at day 78, worth ¥94 lakh at salvage weight, in a quarter
when the term loan's first principal instalment falls due. Notification is made within 24 hours as the rule
requires, and the commercial question then arrives immediately behind it: the crop is still saleable
domestically, EHP is not a human health issue, and NOTHING IN LAW PREVENTS US HARVESTING AND SELLING
IT. Every farmer on the creek would do so, and our own notification has already given the cluster its warning,
so the marginal harm of harvesting now looks small. THAT ARGUMENT IS CORRECT ABOUT THE INFORMATION
AND WRONG ABOUT THE WATER — the warning does not stop the discharge, and it is the discharge that
infects. So the harvest hold is applied automatically on notification with no override (anchor j), the ponds were
held and treated rather than emptied, the mutual paid ¥31 lakh against a ¥94 lakh loss, and the remaining 363
lakh was taken. Nil pay is linked to harvested tonnage, and the notification and hold decisions sit with the

laboratory rather than with farm management.

9. Aquaculture, Environmental & Export Compliance (India)

o Coastal Aquaculture Authority Act and CAA registration — siting, pond area, and the prohibition on mangrove

conversion.

« Coastal Regulation Zone notification — what may be constructed, and at what distance from the high-tide line.

o Environment Protection Act and SPCB consents for effluent — which regulate the outlet's chemistry and not
the creek, so a compliant discharge and a diseased one look identical on paper.

o MPEDA registration and pre-harvest testing for export consignments and processing linkage.

e Banned-antimicrobial list under the CAA and Drugs and Cosmetics framework — enforced overwhelmingly

at the point of export rather than the point of use.



 FSSAI for domestic sale, handling and any on-farm processing.
o PMMSY and NFDB scheme conditions where subsidy or margin money is claimed.

« EPF, ESI and the Inter-State Migrant Workmen Act for pond and harvest labour. Nothing in the framework

requires a farmer to tell anyone his pond is diseased before he empties it.

10. Organisation & Manpower Plan

Yr Yr
1 3
Promoter / managing director 1 1 Cannot override a notification or a hold
Pond operations — stocking, feeding, water 38 80 8.0 tonnes per worker per year across 68
management hectares
Harvest, handling, chill & dispatch 10 22  Grading witnessed by the seller (anchor i)
On-farm laboratory & effluent treatment 9 18 Holds the notification and harvest-hold decision
Farm management, technical & advisory 6 14 Nil pay linked to harvested tonnage
Admin, finance, legal & business development 6 12 CAA, SPCB, MPEDA and scheme compliance
Marketing, buyer relations & certification 4 9 Domestic traceability as well as export
640 tonnes; 6 crops held; 26 seed batches

Total 74 156

rejected

The pond-operations headcount is derived rather than assumed, and it reconciles three ways. By volume: 640
tonnes at 8.0 tonnes per production worker per year is 80 pond workers across 68 hectares of water — a little
over one worker to the hectare, which is normal for semi-intensive culture and deliberately not thinner,
because water-quality monitoring at the pond side is what produces an early disease finding rather than a late
one. By cost per tonne: the ¥1.64 crore of discharge treatment, residue testing and mutual contribution across
640 tonnes is ¥25,625 per tonne — 6.8 per cent of a X3.75 lakh per tonne realisation, down from 46,875 in
Year 1. By cost per head: the ¥76 lakh laboratory and effluent salary line across 18 people is ¥4.2 lakh cost-to-
company each, with the remaining ¥50 lakh of those two lines being reagents, PCR consumables and
treatment chemistry. The laboratory holds the notification and harvest-hold decision rather than farm
management, because the person whose season is ruined should not be the person deciding whether to

announce it.

11. Implementation Timeline & Milestones

Incorporation, lease, 34 ha developed, intake and outlet works,

Formation, CAA registration & first ponds Month 0-8
consents

On-farm laboratory and seed testing live Month 4-10 PCR at stocking; 14 batches rejected in Year 1

Treatment ponds and discharge
Month 6-14 88% of discharge treated; BOD 42 - 31 mg/|
publication



Month
Cluster mutual constituted

12-18

Month
Domestic traceability matched to export

18-28

Month
Scale & cluster services

28-36

Training and competence

Contributions committed a year ahead; first notified claim paid

62% - 100% of domestic consignments carrying the pond

record

68 ha, 640 tonnes, 84% survival, neighbours testing through us

« Recognising an early disease sign at the pond side, days before mortality is visible.

* Notifying within 24 hours as a procedure rather than a decision.

¢« Running a PCR result honestly when the seed is already paid for and the cycle is late.

« Explaining a held crop to a lender expecting the tonnage.

12. Financial Plan (lllustrative)

on other people's farms.

12.1 Project cost & funding

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of an
aquaculture P&L under a notify-before-harvest rule. Every input is editable. The defining economics are biological
rather than commercial: survival rate moves profit further than price does — ten points of survival is worth

more than a fifteen per cent export price move — and survival is determined substantially by decisions taken

Pond development, lining, aeration & intake/outlet

works
Working capital — seed, feed and crop-cycle funding

Effluent treatment ponds & recirculation

infrastructure

On-farm laboratory — residue, pathogen & water

testing
Land lease deposits & site development
Harvest, handling, ice & primary chill facility

Licences, CAA registration, consents & pre-operative

Total project cost

12.2 Operating metrics

386

268

164

96

82

68

36

1,100

Separate intake and outlet routing, not a shared

channel

Continuous feed cost against three or four revenue lumps

15% of project cost on water we do not sell

PCR at stocking; residue before dispatch

Existing converted land only; no mangrove (anchor g)

Cold chain logged from the pond bund onward

CAA, SPCB, MPEDA, FSSAI, insurance

X440L term loan + X280L promoter + X240L WC + X140L

investor

_



DISEASE NOTIFIED TO THE CLUSTER WITHIN 24 HOURS, BEFORE ANY

COMMERCIAL DECISION / ponds emergency-harvested and discharged 100% / NIL/ 100% / NIL / 100% / NIL /
after a disease finding / notification made ahead of the harvest decision / crops 100% /3 100% / 4 100% / 6
HELD OR DESTROYED rather than salvaged

DISCHARGE TREATED, TESTED AND PUBLISHED — NOT ONLY THE 88% / NIL/ 96% / NIL/ 100% / NIL /
HARVEST / untreated pond water released to the creek / discharge passing 88% /42 —» 96% / 38 - 100% / 36 -
through treatment ponds before release / BOD at intake - at discharge (mg/l) 31 22 14

ZERO ANTIBIOTIC USE, RESIDUE TESTED AT POND LEVEL BEFORE

DISPATCH / antibiotic or banned antimicrobial administered in any pond / 100% / NIL / 100% / NIL / 100% / NIL /
harvests residue-tested before dispatch rather than at the border / consignments 100% / NIL 100% / NIL 100% / NIL
rejected on residue

SEED PCR-TESTED AT STOCKING WITH THE HATCHERY NAMED / seed

100% / NIL / 100% / NIL / 100% / NIL /
stocked without a PCR result / batches rejected at stocking on pathogen

14 /74% 21/92% 26 / 100%
status / feed fishmeal source declared
POND-TO-PLATE TRACEABILITY GIVEN TO THE DOMESTIC BUYER, NOT
ONLY THE EXPORTER / traceability supplied to export buyers only / 100% / NIL/ 100% / NIL / 100% / NIL /
domestic consignments carrying the full pond record / workers employed with PF 62% / 100% 84% [ 100% 100% / 100%

and ESI

34/192/5.1 54/416/69 68/640/8.0
/X46,875/ /%30,769 / / 25,625 /
68% 76% 84%

Water area (hectares) / output (tonnes) / tonnes per production worker per

year / discharge, residue and mutual cost per tonne / survival rate

Row one's last column is the entire proposition and it moves the wrong way on purpose: crops held rose from
3 to 6, because more ponds means more findings, and a falling number would mean either luck or
concealment. Row two's last column is the number that matters to people who are not our customers — BOD
leaving the farm at 14 mg/l against 36 coming in, which is to say we return the creek in better condition than
we drew it, and no buyer will ever pay us a rupee for that. Row four's third column is the quiet workhorse: 26
seed batches rejected is 26 crop failures that did not happen, and it is the cheapest intervention in the plan by
a wide margin. Row six's survival rate rising from 68% to 84% is where the commitments actually pay for
themselves — sixteen points of survival on 68 hectares is worth considerably more than the ¥1.64 crore they

cost, though not in the year they are spent.

12.3 Revenue build

e ——— e

Vannamei shrimp — export grade 34.0%
Freshwater fish — rohu, katla, pangasius 144 312 480 24.0%
Vannamei shrimp — domestic 130 281 432 28.0%
Seabass & brackish finfish 86 187 288 30.0%
Cluster services — testing, effluent, advisory 50 109 168 46.0%
Culled & downgraded stock sold as such 36 78 120 12.0%

Total revenue 720 1,560 2,400 30.2% blended



12.4 P&L summary

T ]

L)
Revenue 720 1,560 2,400
Cost of production — seed, feed, energy, pond labour (503) (1,089) (1,676)
Gross profit 217 471 724
Effluent treatment, discharge testing & publication (42) (58) (74)
Pond-level residue testing & zero-antibiotic protocol (30) (42) (52)
Farm management, technical & advisory (28) (36) (44)
Admin, finance, legal & business development (22) (27) (32)
Cluster disease-notification mutual — committed contribution (18) (28) (38)
Marketing, buyer relations & certification (14) (19) (24)
EBITDA 63 261 460
Depreciation & amortisation (62) (92) (118)
Finance cost (44) (66) (86)
Other income — mutual receipts & pond-side sales (disclosed) 12 22 32
PBT (31) 125 288
Tax 8 (31) (72)
PAT (23) 94 216
Net margin (3.2%) 6.0% 9.0%
ROCE 0.1% 15.4% 31.1%

Cost of production at 69.8% of revenue is feed-dominated, which makes the model directly exposed to
fishmeal and grain: a 20% feed rise takes profit to ¥0.78 crore. The three commitment lines total X1.64 crore,
6.8% of revenue, and X1.64 crore is also close to what a single lost crop cycle costs — WHICH IS THE
ARGUMENT FOR THEM, though it is an argument about expected value across years rather than a return
visible in any one of them. Other income of ¥32 lakh is mutual receipts and pond-side sales, disclosed as a line
and 1.3% of revenue. Commitments of X3.26 crore against 2.16 crore of profit — ¥1.64 crore of opex above
plus ¥1.62 crore of gross profit forgone on six held crops, which never reaches the P&L — mean a trade-
standard operator would earn ¥5.42 crore. That gap is the widest relative to profit anywhere in this library,
and it is honest: EMERGENCY-HARVESTING A DISEASED POND IS EXTREMELY PROFITABLE FOR THE FARM THAT
DOES IT.

12.5 Break-even & sensitivity

Yr3 Yr3
Comment
revenue PAT
As modelled, notified before harvest,
Base X24.0cr X2.16cr

discharge treated



Trade-standard — emergency-harvest on disease, The cluster's model, computed

prophylactic antibiotics, untreated discharge

Survival rate falls 10 points

Feed prices rise 20%

Export price falls 15%

White-spot outbreak costs one crop cycle

X30.2cr X5.74cr
rather than dismissed

Feed is already spent; the
X21.1cr %0.43cr
biological risk dominates

Largest input; fishmeal and grain
linked

X24.0cr X0.78cr

X22.6¢r X1.13cr Set entirely outside India

Largely determined by other
%20.0cr X1.19cr
farms' decisions

13. Funding Requirement & Bankability

_m Terms (indicative)

Term loan 440
Promoter contribution 280
Working capital facility 240
Investor equity 140
Total 1,100

Pond development, treatment ponds, laboratory; 7 years
Cash and aquaculture operating leadership

Seed, feed and crop-cycle funding

Laboratory, mutual seed capital; notification covenant

lllustrative structure

A lender should read survival rate, crops held, seed batches rejected and discharge BOD, and must understand
one thing that is unusual in a farm credit file: THIS BORROWER WILL SOMETIMES DESTROY SALEABLE STOCK,
AND THE LOAN IS SIZED ON THE ASSUMPTION THAT IT WILL. Six crops were held in Year 3 at ¥1.62 crore of
forgone gross profit, and a lender who treats each hold as a covenant breach rather than as the policy working
will force exactly the behaviour the policy exists to prevent. The starkest figure is that emergency-harvesting
on disease, dosing prophylactically and discharging untreated would take profit from %2.16 crore to ¥5.74
crore on the same ponds and the same seed — the widest gap relative to profit in this library, and honest,
because EMERGENCY-HARVESTING A DISEASED POND IS EXTREMELY PROFITABLE FOR THE FARM THAT DOES IT
AND THE COST FALLS ENTIRELY ON PEOPLE WHO CANNOT TRACE IT. The sharpest exposure is biological: ten
points of survival takes profit to ¥0.43 crore, worse than a fifteen per cent export price collapse, because the
feed has already been fed by the time the mortality shows.

o Use of funds — 35% pond development and water works, 24% crop-cycle working capital, 15% effluent treatment, 9%

laboratory, 7% land deposits, 6% harvest and chill, 3% registrations.

o Repayment — term loan from Year 2 cash flow, with instalments set against crop-cycle timing rather than monthly;

working capital revolving per cycle.

¢ Investor exit — sale to an integrated aqua or seafood-export group, or a feed manufacturer integrating forward; or

promoter buyback. Notification, discharge-treatment and mutual commitments survive change of control.

14. Risk Analysis & Mitigation

__ Mitigation



The pond
has no

boundary

Notification
without a
mutual is a
request to
be ruined

politely

A shrimp farm DRAWS FROM A CREEK AND DISCHARGES TO
THE SAME CREEK — the fence is a property line, THE WATER IS
THE ACTUAL BUSINESS BOUNDARY. So when white spot or EHP
appears, the individually correct answer is COLLECTIVELY
RUINOUS: EMERGENCY-HARVEST AT ONCE AND EMPTY THE
POND. Sell the weight accumulated before mortality takes it,
stop feeding a crop that will die anyway, free the pond. EVERY
ELEMENT IS SOUND FARM MANAGEMENT — AND THE
ACCOMPANYING DISCHARGE IS THE SINGLE MOST INFECTIOUS
EVENT IN INDIAN AQUACULTURE. And the man performing it IS
NOT A VILLAIN IN ANY RECOGNISABLE SENSE: HE HAS LOST A
CROP HE BORROWED TO STOCK, FACES A SEASON WITH NO
INCOME, AND IS DOING THE ONE THING AVAILABLE TO
RECOVER PART OF IT. NOT A FAILURE OF CHARACTER OR
ENFORCEMENT — ARITHMETIC, producing the same outcome
regardless of who farms. The harm then completes itself
INVISIBLY: the virus reaches a neighbour two or three weeks
later, presents as ordinary mortality, and IS
INDISTINGUISHABLE FROM HIS OWN BAD LUCK. WATER
CARRIES NO LABEL, so there is no complaint, no attribution, no
reputational or legal cost — and the practice persists in an
industry where EVERY PARTICIPANT KNOWS IT HAPPENS AND
NONE CAN PROVE A SINGLE INSTANCE. The framework misses
it entirely: consents govern the outlet's chemistry, so A
COMPLIANT DISCHARGE AND A DISEASED ONE LOOK
IDENTICAL ON PAPER

EVERY VOLUNTARY DISEASE-REPORTING SCHEME IN
AQUACULTURE FAILS, FOR THE SAME REASON EVERYWHERE:
it asks a farmer facing total crop loss to ALSO FORGO THE
SALVAGE HARVEST — TO CONVERT A PARTIAL LOSS INTO A
COMPLETE ONE — in exchange for a collective benefit HE WILL
NEVER BE ABLE TO ATTRIBUTE TO HIMSELF. DESIGNING THE
SCHEME BETTER DOES NOT HELP, BECAUSE THE PROBLEM IS
NOT THE SCHEME

INVERT THE SEQUENCE — NOTIFICATION
BEFORE THE COMMERCIAL DECISION, NOT
AFTER IT. Disease notified to the cluster
WITHIN 24 HOURS (100%), NIL ponds
emergency-harvested and discharged after
a finding, and THE NOTIFICATION MADE
BEFORE WE DECIDE WHAT TO DO WITH THE
CROP, BECAUSE A NOTIFICATION ISSUED
AFTER THE HARVEST IS A PRESS RELEASE.
SIX CROPS HELD OR DESTROYED rather than
salvaged, forgoing ¥1.62cr. And THE
DISCHARGE ITSELF TREATED AND TESTED —
100% through treatment ponds, BOD
published against intake, 42-31 mg/l in Yr 1
to 36-14 in Yr 3 — BECAUSE THE WATER
LEAVING THIS FARM IS A PRODUCT WE PUT
INTO SOMEONE ELSE'S BUSINESS, AND IT IS
THE ONLY PRODUCT WE MAKE THAT
NOBODY PAYS US FOR (374L). GENERAL
RULE: WHERE YOUR WASTE LEAVES BY THE
SAME ROUTE YOUR NEIGHBOUR'S INTAKE
ARRIVES, THERE IS NO SUCH THING AS A
PRIVATE DECISION — SO TEST THE
DISCHARGE, NOT JUST THE HARVEST

FUND A CLUSTER MUTUAL — X38L a year,
COMMITTED ANNUALLY IN ADVANCE —
WHICH PAYS OUT ON NOTIFIED AND HELD
CROPS, turning notification from an act of
self-sacrifice into a claim. THE PAYOUT IS
DELIBERATELY PARTIAL: it covers the
marginal loss between salvage value and
zero, NOT the whole crop, BECAUSE A
MUTUAL THAT FULLY INDEMNIFIES DISEASE
REMOVES THE INCENTIVE TO PREVENT IT. A
MUTUAL FUNDED AT THE MOMENT OF NEED
IS NOT A MUTUAL — contributions cannot be
suspended in a bad season, PRECISELY THE
SEASON THEY ARE NEEDED AND IN WHICH A
DISCRETIONARY SCHEME WOULD BE
QUIETLY PAUSED



The
antibiotic is
detected by
someone
who did not

administer it

Seed decides
the crop and
cannot be
assessed by

looking

The hinge —
a saleable
diseased

crop

Two-tier

traceability

Biology, feed
and export

price

Prophylactic antibiotics are the other rational response to
disease pressure, and the consequence appears NOT AT THE
FARM BUT AT A EUROPEAN OR AMERICAN BORDER, MONTHS
LATER, ON AN EXPORTER'S CONTAINER. The farm captures the
benefit — a crop saved — while THE EXPORTER ABSORBS A
REJECTED CONSIGNMENT, THE CLUSTER ABSORBS INCREASED
INSPECTION, AND AT WORST AN ENTIRE COUNTRY'S
SHIPMENTS ARE FLAGGED ON THE BASIS OF DECISIONS
TAKEN IN PONDS THE IMPORTER HAS NEVER HEARD OF. THE
COST IS SEPARATED FROM THE DECISION BY THOUSANDS OF
KILOMETRES AND SEVERAL MONTHS, WHICH IS WHY BORDER
TESTING HAS NEVER CHANGED FARM BEHAVIOUR AND NEVER
WILL

Post-larvae arrive in a bag, THEIR PATHOGEN STATUS IS
INVISIBLE, and a batch carrying white spot or EHP DESTROYS A
CROP THAT IS OTHERWISE MANAGED PERFECTLY. THE TRADE
STOCKS ON THE HATCHERY'S WORD

An EHP finding in four ponds at day 78, X94L at salvage
weight, IN A QUARTER WHEN THE TERM LOAN'S FIRST
PRINCIPAL INSTALMENT FALLS DUE. Notification is made as
required, and the commercial question follows immediately:
THE CROP IS STILL SALEABLE DOMESTICALLY, EHP IS NOT A
HUMAN HEALTH ISSUE, AND NOTHING IN LAW PREVENTS
HARVESTING IT. Every farmer on the creek would, and our
notification has already given the warning, SO THE MARGINAL
HARM OF HARVESTING LOOKS SMALL. THAT ARGUMENT IS
CORRECT ABOUT THE INFORMATION AND WRONG ABOUT THE
WATER — THE WARNING DOES NOT STOP THE DISCHARGE,
AND IT IS THE DISCHARGE THAT INFECTS

The same animal from the same pond goes to Rotterdam with
a full pond record and to Vijayawada with none — the export

buyer demands it and the domestic buyer has no means to

Survival —10 points is X0.43cr — WORSE THAN A 15% EXPORT
PRICE COLLAPSE at X1.13cr — because THE FEED HAS
ALREADY BEEN FED BY THE TIME THE MORTALITY SHOWS, so
the cost is fully incurred and the revenue simply does not
arrive; feed +20% is X0.78cr; an outbreak costs X1.19cr. THE
UNCOMFORTABLE READING IS THAT THE THREE LARGEST
RISKS IN THIS PLAN ARE ALL BIOLOGICAL AND TWO OF THEM
ARE SET ON OTHER PEOPLE'S FARMS

RESIDUE TESTED AT POND LEVEL BEFORE
DISPATCH (100%) rather than at the border,
NIL antibiotic or banned antimicrobial
administered in any pond, NIL consignments
rejected on residue in three years. Moving
the test to the point of the decision is the
only placement that can alter the decision
(X52L)

ALL SEED PCR-TESTED AT STOCKING WITH
THE HATCHERY NAMED ON THE RECORD, NIL
stocked without a result, and 26 BATCHES
REJECTED at stocking in Yr 3 — each
rejection a delayed cycle and a real cost,
AND EACH ONE A CROP FAILURE THAT DID
NOT HAPPEN. The cheapest intervention in
the plan by a wide margin. Feed fishmeal

source declared at 100%

HARVEST HOLD APPLIED AUTOMATICALLY
ON NOTIFICATION WITH NO OVERRIDE
(anchor j). Ponds held and treated rather
than emptied; the mutual paid ¥31L against
a X94L loss and the remaining ¥63L was
taken. NIL pay linked to harvested tonnage,
and THE NOTIFICATION AND HOLD
DECISIONS SIT WITH THE LABORATORY
RATHER THAN FARM MANAGEMENT,
BECAUSE THE PERSON WHOSE SEASON IS
RUINED SHOULD NOT DECIDE WHETHER TO
ANNOUNCE IT

Pond-to-plate traceability given to the domestic
buyer as well, 62% - 100% of domestic
consignments carrying the full pond record; culled
and downgraded stock sold as such and never as
grade; workers employed with PF and ESI, and

grading witnessed by the seller

Species diversification across shrimp, carp and
seabass with different disease profiles; cluster
services at 46% margin as non-biological
revenue; crop-cycle-timed loan instalments rather
than monthly; and the seed, discharge and
notification spend treated as survival-rate

investment rather than compliance cost



15. SWOT Analysis

Strengths Weaknesses
e 24-hour cluster notification before any harvest decision e X3.26¢r forgone against X2.16cr of profit
e Funded mutual making notification survivable e Holds crops competitors salvage
e Discharge treated and published — BOD 36 - 14 mg/I o Benefit accrues to the cluster, not to buyers
e Pond-level residue testing; nil antibiotic use » Biological risk dominates; survival drives everything

e Survival 68% — 84%; 26 seed batches rejected

Opportunities Threats
o Export buyers tightening traceability every year e Neighbours discharging diseased ponds untraceably
o Cluster services as biosecurity sold at margin e Feed and fishmeal price volatility
« Any mandatory notification rule favours us e Export price and border-rejection risk
e Domestic premium segment wanting provenance e Seed supply quality across the hatchery sector

e Seabass and finfish import substitution

16. Recommended AiSevak Tools for This Business

Disease notification log — 24-hour clock from finding, timestamped, cluster-wide, no override.
Harvest-hold trigger — notification automatically suspends harvest until the laboratory releases it.
Discharge register — BOD and pathogen load at intake and outlet, published.

Seed PCR record — batch, hatchery, result and stocking decision bound together.

Pond-level residue certificate — issued before dispatch, not at the port.

Cluster mutual ledger — contributions committed a year ahead; claims against held crops.

Domestic traceability pack — the export pond record, issued to domestic buyers too.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, water
area, tonnage, survival rate, feed cost and export realisation are editable inputs; actual outcomes depend on disease
incidence, seed quality, feed prices and export markets. Figures are in Indian rupees. This plan opens vertical 54 and
sets the ten fisheries anchor rules (a)-(j) that the other eight plans inherit.

The central finding is that the pond has no boundary. A farm draws from a creek and discharges to the same
creek, so the water rather than the fence is the business boundary. When disease appears, the individually correct
response — emergency-harvest and empty the pond — is the single most infectious act in Indian
aquaculture, and it is performed by a man who has just been ruined and is doing the only thing available
to recover part of his loss.

It is arithmetic, not character. Asking a farmer to hold a diseased pond is asking him to convert a partial loss into a
total one for the benefit of neighbours who would not do the same. And the harm completes itself invisibly: the
virus reaches a neighbour weeks later, presents as ordinary mortality, and is indistinguishable from his
own bad luck. Water carries no label — so there is no complaint, no attribution and no cost, and the

practice persists in an industry where everyone knows it happens and nobody can prove a single instance.



So the sequence is inverted: notification comes before the commercial decision. Disease is notified to the
cluster within 24 hours, before we decide what to do with the crop, because a notification issued after the harvest is a
press release. Six crops were held or destroyed rather than salvaged, forgoing X1.62 crore. And the discharge itself
is treated and tested, with BOD published against intake — because the water leaving this farm is a
product we put into someone else's business, and it is the only product we make that nobody pays us for.
WHERE YOUR WASTE LEAVES BY THE SAME ROUTE YOUR NEIGHBOUR'S INTAKE ARRIVES, THERE IS NO
SUCH THING AS A PRIVATE DECISION — SO TEST THE DISCHARGE, NOT JUST THE HARVEST.

A notification duty without a mutual is a request to be ruined politely. Every voluntary reporting scheme in
aquaculture fails for this reason, and designing the scheme better does not help because the problem is not the scheme.
So a cluster mutual is funded at 38 lakh a year, committed in advance and not suspendable in a bad
season, paying out on notified and held crops. The payout is deliberately partial — it covers the gap
between salvage value and zero, not the whole crop, because a mutual that fully indemnifies disease
removes the incentive to prevent it.

The antibiotic is detected by someone who did not administer it. Residue surfaces at a foreign border months
later on an exporter's container: the farm captures the saved crop and the exporter, the cluster and sometimes a whole
country's shipments bear the cost. The cost is separated from the decision by thousands of kilometres and
several months, which is why border testing has never changed farm behaviour and never will — so residue
is tested at pond level before dispatch, where the decision is actually made.

The asymmetry here is unlike any earlier plan, because the party harmed is not the buyer — it is the
neighbour. He has no transaction with us, no contract and no complaint channel; he is simply downstream. That rules
out every remedy this library has used before: there is no disclosure that helps him, no specification he
can demand, no warranty he can claim under, because he is not a customer and we are not selling him
anything. The only instruments that function are collective — a notification that reaches him before the water does, a
mutual that makes notifying survivable, and treatment that reduces what leaves regardless of who is watching. Which
is why this plan spends on the cluster rather than the customer, and why that spend cannot be justified by
any single season's accounts.

Compliance and professional advice. The Coastal Aquaculture Authority Act and CAA registration, including the
prohibition on mangrove conversion; the CRZ notification; the Environment Protection Act and SPCB effluent
consents, which regulate the outlet's chemistry and not the creek, so a compliant discharge and a diseased
one look identical on paper; MPEDA registration and pre-harvest testing; the banned-antimicrobial list, enforced
overwhelmingly at export rather than at use; FSSAI for domestic sale; PMMSY and NFDB scheme conditions; and
EPF, ESI and the Inter-State Migrant Workmen Act for pond and harvest labour. Nothing in the framework requires a
farmer to tell anyone his pond is diseased before he empties it — which is why the notification rule here is
a business decision rather than a compliance one. Professional advice should be taken on CAA and CRZ siting,
effluent consent conditions, the legal form and tax treatment of a cluster mutual, and export residue liability allocation

between farm and exporter.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Fisheries and Aquaculture toolkit to browse and

use them all at https://aisevak.in/verticals/fisheries — or go straight to any specific tool at

https://aisevak.in/service/<tool-name>. No signup needed to explore; each tool guides you step by step.
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