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1. Executive Summary

This plan sets out a Plantation-Commodity Export House  — buying tea, coffee and spices from estates, farmer
producer organisations and about 1,240 grower sources, then cleaning, colour-sorting, steam-sterilising, grinding,
blending and packing for export to the EU, the United States, Japan and the Gulf, alongside domestic institutional
supply. By Year 3 it ships 1,114 tonnes in 62 containers at ₹34.00 crore , assembled from 2,980 incoming lots.

This plan closes vertical 55 and inherits its ten anchor rules (a)–(j), set in section 17 of the tea and coffee estate plan.

Item Detail Year 3

What is sold
Spice, tea and coffee exports in bulk and value-added form, domestic institutional and
private-label supply, a testing and sterilisation service, and rejection-forensics advisory to
grower groups

₹34.00cr

Volume / containers /
lots

18 tonnes per container, roughly 48 grower lots per container
1,114 t; 62;

2,980

PAT / net margin
An export house runs on turnover, not margin — 2.1% is normal and is not
comparable to a plantation's

₹0.70cr /
2.1%

ROCE on ₹9.00cr
Processing, sterilisation, laboratory and warehouse; working capital is a separate ₹4.20cr
limit

18.2%

Rejections traced to
a specific lot

The number this plan exists to create — and the reason rejections then fall
2 of 9 → 4

of 4

Consignments rejected
or detained

Falling because the cause is now findable 9 → 4

⭐⭐  A REJECTION IS THE MOST INFORMATIVE EVENT IN THE ENTIRE CHAIN — AN EXPENSIVE, LABORATORY-
CONFIRMED, UNAMBIGUOUS FAILURE WITH A DATE, A LIMIT AND A NUMBER ATTACHED. AND THE WHOLE
MACHINERY OF INTERNATIONAL TRADE EXISTS TO CONVERT IT INTO MONEY. An insurance claim, a price
adjustment, a diversion to a looser market: the importer is made whole, the file closes, and THE CLAIM
SETTLES THE LOSS AND ERASES THE LESSON.

The settlement is a genuinely good substitute for the information — for everybody except the one person who
could prevent the next one. THE GROWER WHOSE LOT CAUSED IT IS NEVER TOLD, HAS NO IDEA IT HAPPENED,
AND WILL DELIVER THE SAME MATERIAL NEXT SEASON.

2. Business Description, Vision & Legal Structure

A private limited company operating a cleaning, sorting, sterilisation, grinding and packing plant with an in-house testing
laboratory, buying from estates, FPOs and traders and exporting under its own documentation.

Element Position

Legal form
Private limited company; IEC and APEDA registration; Spices Board registration as exporter; Tea Board and
Coffee Board registrations; FSSAI manufacturing licence
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Where the money is
made

Bulk export at thin margin and volume; value-added export and the service lines carry the margin

What is different Every incoming lot has a sealed retained sample, so any rejection can be resolved to its source in days

Vision An export house where a failure produces a finding rather than a claim

Why this shape Reasoning

Own testing laboratory
rather than outsourced
panels

Testing every container to the destination's full limit set at commercial rates would cost
more than the margin. Owning the instruments is what turns testing from a sampling
exercise into a shipping condition

Retained samples on every lot
The cheapest item in this plan and the one everything else depends on; without it a container is an
untraceable mixture

Own steam sterilisation
The alternative is ethylene oxide fumigation by a third party, which is the single most common
cause of EU detentions on Indian spice

Service and advisory lines
The laboratory and the forensics capability are saleable to other exporters and FPOs, which is what
makes the apparatus affordable

3. Promoter & Ownership

Item Position

Promoter
Food technologist with thirteen years in spice export quality; has handled detentions from the receiving end and
knows how quickly a claim closes a file

Promoter
equity

₹3.24cr of the ₹9.00cr project cost (36%), unsecured and not withdrawable during the loan term

Ownership Promoter family 78%; FPO consortium 12%; ESOP and key staff 10%

Governance
The rejection register is published and a trace is opened automatically on any detention notice, before
and independently of the commercial settlement — the two processes do not wait for each other

That last point is the entire operating discipline. A claim and a trace compete for the same people in the same
fortnight, and the claim always wins, because the claim has a deadline and a counterparty and the trace has
neither. Separating them so the trace opens automatically is the only way it survives a busy season.

4. Market Analysis — India

Segment What drives it Position taken

Spice exports: cumin, turmeric,
chilli, pepper, cardamom

Destination residue and contaminant limits, origin price, freight; EU
and US limits tighten faster than Indian practice adjusts

430 t at ₹269/kg

Tea and coffee exports
Auction parity, buyer blending programmes, residue limits on several
routine actives

340 t at ₹240/kg

Value-added export: sterilised,
ground, blended, retail-pack

Buyers who want a finished input rather than a raw commodity;
sterilisation is the gate

144 t at ₹425/kg
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Domestic institutional and private
label

Absorbs material that is excellent but not export-specification, at full
and honest disclosure

200 t at ₹204/kg

Testing, sterilisation and pack-house
service

Other exporters and FPOs with no laboratory and no sterilisation
capacity

₹2.72cr at 46%
gross margin

What happens when a container fails

Party What the claim gives them What they learn

The importer Made whole Not to buy that lot again

The insurer A premium adjustment A statistic

The exporter Most of the loss back That it happened

The regulator — Country and commodity

The grower who caused it Nothing Nothing at all

Indian spice, tea and coffee exports are large, growing and persistently exposed to detention on residues, aflatoxin,
ethylene oxide and adulterants. The detention data is public at country and commodity level and is genuinely
useful to regulators. What does not exist at any level is the link between a detention and a farm — and that is
the only level at which anybody could act.

One structural feature of this trade makes the problem self-sustaining and is worth naming. Detentions are
published by country and commodity, so every Indian exporter of a given spice carries the reputational cost of
every other Indian exporter's failures. A buyer reading that a commodity from a country has a detention rate
applies it to all of them, which means AN INDIVIDUAL EXPORTER'S INCENTIVE TO FIX HIS OWN SUPPLY IS
DILUTED BY THE FACT THAT HE CANNOT ESCAPE THE AVERAGE. The only exit is to be able to demonstrate
something about your own chain that the average cannot claim — which is precisely what a traceable,
published register is for.

5. Competition & Position

Competitor type What they do well Where the gap is

Large spice exporters
Scale, real laboratories, genuine compliance
systems, buyer relationships built over decades

Trace to a supplier for their own protection; almost
none send the finding back or publish it

Trading houses and
consolidators

Working capital, sourcing reach, speed, price
Buy blended material with no lot identity, so nothing
downstream can ever be attributed

FPO-owned exporters
Direct grower link, genuine traceability by
construction, scheme support

Rarely own testing or sterilisation, so they are
dependent on the party whose result they need

Buyers' own sourcing
offices

Excellent specification discipline and real audit
programmes

Audit the exporter, not the field, and their findings
stay inside their own supply chain

This export house
Plant, sterilisation, laboratory, retained samples
and a published register in one entity

Positioned on attribution, which is the one
thing a claim destroys
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It is worth being exact about what is being claimed, because it is not superior compliance. Several large
exporters run better laboratories than this one will. The claim is that when something fails, THIS HOUSE CAN
NAME THE LOT WITHIN DAYS AND WILL TELL THE PERSON WHO GREW IT — and that a chain in which the cause
is findable stops producing the same failure, which is a claim about next season rather than about this
container.

6. A Claim Settles the Loss and Erases the Lesson

This is the finding, and it closes the vertical on an event that destroys itself.

A rejection is And the settlement makes it

Expensive Recovered

Laboratory-confirmed Undisputed and closed

Precisely dated and quantified A line in a claims file

The only hard signal in the chain Money, and then nothing

A rejection at destination is the most informative event that ever happens in this business. It is expensive
enough to command attention, laboratory-confirmed so it cannot be argued with, precisely dated, and
attached to a named limit and a measured number. Nothing else in the chain from a farm to a formulator
produces a signal of that quality. AND THE ENTIRE MACHINERY OF INTERNATIONAL TRADE EXISTS TO CONVERT
IT INTO MONEY: a marine or trade-credit claim, a price adjustment, a diversion to a market with looser limits, a provision
already sitting in the exporter's accounts. Within a fortnight the importer is whole, the goods are placed, the file is
closed, and THE CLAIM HAS SETTLED THE LOSS AND ERASED THE LESSON.

Nobody is behaving badly, and this is the crucial part. The settlement is not a cover-up; it is a genuinely
excellent substitute for the information, for everybody in the room. The importer wanted his money, not a
diagnosis. The insurer priced the risk and paid it. The exporter's incentive to publish a failure is negative, and
his incentive to investigate one he has already been paid for is close to zero. THE ONLY PARTY FOR WHOM THE
INFORMATION WOULD BE WORTH MORE THAN THE MONEY IS THE GROWER — AND HE IS THE ONE PARTY WHO
IS NOT IN THE ROOM, DOES NOT KNOW THE CONTAINER EXISTED, AND WILL DELIVER THE SAME MATERIAL
NEXT SEASON.

So trace every rejection to its lot and send the finding back. A TRACE IS OPENED AUTOMATICALLY ON ANY
DETENTION NOTICE, BEFORE AND INDEPENDENTLY OF THE COMMERCIAL SETTLEMENT, because a claim and a
trace compete for the same people and the claim always wins. Rejections traced to a specific lot went from 2
of 9 to 4 of 4, at a median of 6 DAYS from notice to identified lot; the finding and the test report go to the
implicated grower FREE, and the rejection register is published. And then the number that matters:
CONSIGNMENTS REJECTED OR DETAINED FELL FROM 9 TO 4, with no repeat from any previously implicated
source — because a cause that can be named is a cause that stops recurring. GENERAL RULE: WHERE A
FAILURE CAN BE SETTLED IN MONEY, IT WILL BE — AND THE SETTLEMENT DESTROYS THE ONLY COPY OF THE
LESSON. SO TRACE EVERY REJECTION TO ITS LOT AND SEND THE FINDING BACK.

It is worth noticing that this is the same shape as the finding that opened the vertical, seen from the far end
of the chain. At the estate, the cup score was created and never travelled back to the grower. Here, nine
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hundred miles and four intermediaries later, a laboratory result is created at a European port and never
travels back either. THE CHAIN IS EXCELLENT AT GENERATING FACTS AND HAS NO MECHANISM WHATEVER FOR
MOVING THEM UPSTREAM — and at every point along it, the party best placed to send a fact back is the party
with the least reason to.

7. The Blend Socialises the Penalty and Anonymises the Cause

The second thread is the mechanism that makes the first one possible.

In one export container Scale

Tonnes of product 18

Grower lots blended into it About 48

Lots that caused a typical failure One or two

Lots that carry the penalty All 48

An export container is not a lot. It is a blend of roughly forty-eight of them, assembled to hit a specification
and a cost. When it fails on ethylene oxide, or on aflatoxin at eight parts per billion, or on a single pesticide
above a tightened limit, THE FAILURE IS A PROPERTY OF ONE OR TWO LOTS AND THE PENALTY IS A PROPERTY
OF THE WHOLE CONTAINER. Every innocent grower in that blend pays for it in the price he is offered next
season, and the one who caused it pays exactly the same — which is to say, nothing identifiable. THE BLEND
SOCIALISES THE PENALTY AND ANONYMISES THE CAUSE.

And this is why the settlement is so hard to resist: the exporter genuinely cannot attribute the failure even if
he wants to. Once forty-eight lots are commingled there is no test on the mixture that identifies which one
carried the contaminant — the evidence has been physically destroyed by the act of blending. SO THE CHOICE
IS NOT BETWEEN INVESTIGATING AND SETTLING. IT IS BETWEEN SETTLING AND HAVING RETAINED THE
SAMPLES SIX MONTHS EARLIER, WHICH IS A DECISION NOBODY REMEMBERS MAKING.

So a sealed counter-sample is drawn from every incoming lot and held for twenty-four months, against a full container
genealogy. 2,980 lots in Year 3, at ₹2,483 each — the cheapest line in this plan and the one that makes every
other commitment possible. When container 41 was detained, its 47 retained samples were pulled and tested
individually; the finding resolved to two lots from one FPO, and the source was a fumigation service it had
been using for years.

8. Operations Plan (receive, retain, test, ship)

Receive. Every lot booked in against a named source with weight, grade and origin; a sealed counter-sample drawn
at intake before the material joins anything else, and the lot identity carried through blending in the
genealogy record.

Screen. Intake testing against our own published standard, which sits inside the destination limits rather than at them;
material that fails is declined or bought for disclosed domestic non-food use.
Process. Cleaning, destoning, colour sorting, steam sterilisation, grinding and blending; no ethylene oxide anywhere
on site or in any contracted service, which is a shipping condition rather than a preference.
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Test. Every container tested before shipment to the destination's full limit set — multi-residue pesticide, aflatoxin,
ethylene oxide, microbiology and heavy metals — at ₹1.65 lakh a container, not on a sampling basis.
Trace. Any detention notice opens a trace automatically; retained samples from every lot in that container are tested
individually; the finding and the report go to the implicated grower free, and the register is published.

Step What is recorded Who sees it

Intake Named source, weight, grade, origin, intake test Sealed counter-sample, 24 months

Blending Lot identities entering each container Container genealogy

Pre-shipment Full destination limit set, container by container Buyer, with the consignment

Detention notice Trace opened automatically, ahead of the claim Register, published

Finding Implicated lot, cause, test report The grower, free

The operational hinge is container 41, detained at destination on an ethylene oxide finding. The claim settled
the ₹41.6 lakh loss in eleven days: the goods were diverted, the importer was made whole, the file closed, and
by any commercial measure the matter was finished. The trace took eight days more and ₹1.97 lakh — 47
retained samples tested individually — and produced the only thing the settlement did not: A CAUSE. Two lots,
one FPO, a fumigation service it had used for years and had no reason to suspect. Nothing about that trace
was commercially necessary. It is the entire reason there were four rejections in Year 3 instead of nine.

9. Export, Food Safety & Destination Compliance (India)

Area Requirement

Export
registration

Importer-Exporter Code; APEDA registration; Spices Board certificate of registration as exporter; Tea Board and
Coffee Board registrations; FSSAI manufacturing and export licences

Destination
limits

EU, US, Japanese and Gulf residue, contaminant and microbiological limits, which are set abroad,
change without reference to Indian practice, and are the binding specification whatever Indian
standards permit

Ethylene oxide
Prohibited or effectively prohibited as a spice fumigant in major destinations and the most common
single cause of EU detentions on Indian spice; steam sterilisation is the compliant alternative

Certification
Phytosanitary certification, certificates of analysis and origin, health certificates where required; buyer scheme
audits

Domestic food
safety

FSSAI product standards and the Contaminants, Toxins and Residues Regulations for the domestic institutional
line

Labour and tax
Factories Act, EPF, ESI, Minimum Wages; fully taxable business income — there is no agricultural
exemption anywhere in this business; GST with export refunds, RoDTEP and duty drawback

Other
Legal Metrology for weighment and packaged declarations; plastic packaging and EPR obligations; consents for
the plant

What the law reaches What it does not

Whether a consignment meets the destination's limits Which lot inside it did not

Detention statistics by country and commodity Any link between a detention and a farm
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The exporter's licences and audits Whether he investigated his own failure

The settlement between the commercial parties Any obligation to tell the source what happened

The compliance architecture in this trade is genuinely sophisticated and it is all pointed at the consignment.
Limits, certificates, audits and detention statistics all describe what left the port. NOT ONE ELEMENT OF IT
REACHES BACKWARDS TO THE FIELD, and no rule anywhere requires an exporter to tell a grower that his
material was the reason a container was destroyed.

10. Organisation & Manpower Plan

Function
Yr
1

Yr
3

Note

Managing director 1 1 Signs the published register

Plant: cleaning, sorting, sterilising, grinding,
packing

108 151
Derived, not assumed: 1,114 t ÷ 7.4 t per worker per
year

Testing laboratory 15 22 62 containers, full limit set

Retained samples, genealogy and rejection
forensics

8 14 2,980 lots; trace opened automatically

Procurement and grower liaison 18 26 1,240 sources

Export documentation and compliance 13 18 Four destination regimes

Warehouse and logistics 17 24 —

Sales and market development 11 16 —

Finance, admin and HR 10 14 Working capital is the job

Total 201 286 1,114 t; 62 containers; 2,980 lots

The 14 people in retained samples, genealogy and forensics are the commitment made flesh. Their salaries are
₹0.34 crore — ₹2.43 lakh average CTC across 14 — and ₹0.12 crore covers the trace work, the register and returning
findings. Retaining a sealed sample and carrying the genealogy costs ₹2,483 per lot across 2,980 lots; testing a
container to the destination's full limit set costs ₹1.65 lakh across 62 containers, or 3.4% of what the
container is worth.

11. Implementation Timeline & Milestones

Phase Months Milestone

Registrations and finance 0–5
IEC, APEDA, Spices Board, FSSAI, term loan and the working capital limit
sanctioned

Plant and sterilisation 3–14 Cleaning, sorting, steam sterilisation, grinding and packing commissioned

Laboratory and retained-sample
store

4–11
Instruments, accreditation and the sample store live BEFORE the first
container is stuffed
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Container genealogy 6–12 Lot identity carried through blending; trace rehearsed against a simulated notice

Buyer qualification 8–24 EU, US, Japanese and Gulf accounts audited and approved

Register published 14–20 First full year of rejections, traces and findings published

Milestone that must not slip Why

Retained samples before the
first container

A container shipped without them is a container whose failure can never be
attributed, and the evidence is destroyed by the blending itself

Trace rehearsed before it is
needed

The first real detention arrives in a week when everybody is busy; a process first executed under
pressure is a process that gets deferred

Sterilisation before EU
qualification

A buyer audit that finds a fumigation contractor on the approved list ends the qualification

Working capital limit before the
buying season

An export house short of working capital buys late, buys worse and loses the intake standard
first

12. Financial Plan (Illustrative)

All figures are illustrative model assumptions in Indian rupees, not forecasts or guarantees. Drivers are shown so every

number can be changed.

12.1 Revenue build (₹ lakh)

Stream Yr 1 Yr 2 Yr 3 Share GM

Spice exports: cumin, turmeric, chilli, pepper, cardamom 714 938 1,156 34.0% 19.0%

Tea and coffee exports 512 668 816 24.0% 16.0%

Value-added export: sterilised, ground, blended, retail-pack 326 464 612 18.0% 32.0%

Domestic institutional and private label 252 330 408 12.0% 20.0%

Testing, sterilisation and pack-house service 152 210 272 8.0% 46.0%

Rejection-forensics and compliance advisory 84 110 136 4.0% 54.0%

Total 2,040 2,720 3,400 100% 24.3%

The advisory line at 4% of revenue exists only because the forensics capability exists. Grower groups pay to
have their own rejections traced, which is a service nobody else in the district offers because nobody else
retains the samples. It is small, and it is the clearest evidence in this plan that the commitment produces
something saleable rather than only something virtuous.

12.2 What is committed, and what it is measured on

Commitment Yr 1 Yr 3

Incoming lots with a sealed counter-sample retained and a container genealogy 54% 100% of 2,980

Consignments rejected or detained / traced to a specific lot 9 / 2 4 / 4
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Median time from detention notice to identified lot not traced 6 days

Findings returned free to the implicated grower / rejection register published 0% / no 100% / yes

Containers tested to the destination's full limit set before shipment 41% 100%, 62 of 62

Material declined at intake below our standard / gross profit forgone 21 t / ₹0.20cr 68 t / ₹0.65cr

Row two contains the whole argument in four numbers. Rejections did not fall because the buying got luckier
— they fell from nine to four because the two that were traced in Year 1 produced causes that were fixed, and
the four traced in Year 3 will not recur either. THE TRACE RATE IS THE LEADING INDICATOR AND THE
REJECTION COUNT IS THE LAGGING ONE, WHICH IS THE OPPOSITE OF HOW THIS TRADE READS ITS OWN
NUMBERS.

12.3 Profit & loss (₹ lakh)

Line Yr 1 Yr 2 Yr 3

Revenue 2,040 2,720 3,400

Cost of goods (purchase, processing, packing, freight) (1,552) (2,064) (2,574)

Gross profit 488 656 826

Retained samples, container genealogy and the sample store (42) (58) (74)

Rejection tracing, findings returned and the published register (26) (36) (46)

Pre-shipment testing of every container to the destination limit set (58) (80) (102)

Export documentation, certification and compliance (34) (46) (58)

Plant, warehouse and overhead (96) (120) (144)

Selling, market development and buyer visits (48) (64) (80)

Administration (42) (52) (62)

EBITDA 142 200 260

Depreciation and amortisation (72) (84) (96)

Finance cost (68) (82) (94)

Other income (drawback, RoDTEP, scrap) 12 18 24

PBT 14 52 94

Tax (fully taxable business income, ~25%) (4) (13) (24)

PAT 10 39 70

Net margin 0.5% 1.4% 2.1%

ROCE on ₹9.00cr 7.8% 12.9% 18.2%

A 2.1% net margin sitting beside an 18.2% ROCE is not a contradiction and it is the defining shape of an export
house. Turnover is nearly four times capital employed, so a margin that would be alarming in a plantation is
unremarkable here — and the corollary is that this business is far more sensitive to a shock than any
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plantation in this vertical, because there is almost no margin to absorb one.

12.4 Project cost & funding (₹ lakh)

Use of funds ₹L % Source of funds ₹L

Cleaning, destoning, colour sorting, grinding and blending line 261 29% Promoter equity 324

Steam sterilisation unit 180 20% Term loan 360

Testing laboratory: GC-MS, HPLC, aflatoxin, microbiology 153 17% APEDA / Spices Board assistance 126

Warehouse, cold store and packing hall 126 14% Working capital margin 90

Retained-sample store and container-genealogy systems 63 7% — —

Certification, accreditation and market development 54 6% — —

Working capital margin and pre-operative 63 7% — —

Total 900 100% Total 900

12.5 Sensitivities (₹ crore PAT, Year 3)

Scenario What changes PAT

Base case as
planned

As above ₹0.70cr

Trade-standard
practice instead

Blend the 68 t declined at intake into containers (+₹0.65cr), buy 5.4 margin points cheaper
across the book on a lower intake standard (+₹1.62cr), close retained samples, tracing and full-
container testing (+₹2.22cr), lose the forensics advisory line that depends on them (−₹1.36cr
revenue): revenue ₹32.64cr at 30.0% gross margin

₹3.63cr

A destination
tightens a limit
mid-season

22% of the export book needs re-sourcing at a premium and part is unshippable:
₹1.86cr. This is the risk that defines an export house and no amount of discipline
removes it

(₹0.69cr)

Rupee appreciation
of 6%

₹1.55cr across ₹25.84cr of export revenue (₹0.46cr)

A major buyer lost 14% of export revenue with unabsorbed plant cost, ₹1.10cr (₹0.12cr)

Freight and finance
cost +18%

₹0.17cr on a working-capital-heavy book ₹0.58cr

Three of the five stress rows are losses, and that is the honest shape of this business rather than pessimism.
At 2.1% net margin, a currency move, a buyer, or a limit change abroad each individually exceeds the entire
year's profit. An export house is a working-capital machine with a thin skin, and a plan that showed it
otherwise would be describing something else.

12.6 Volumes and unit economics (Year 3)

Physical driver Volume Realisation Revenue

Spice exports 430 t ₹269/kg ₹1,156L
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Tea and coffee exports 340 t ₹240/kg ₹816L

Value-added export 144 t ₹425/kg ₹612L

Domestic institutional and private label 200 t ₹204/kg ₹408L

Testing, sterilisation and advisory services 1,240 sources — ₹408L

Total product handled 1,114 t — ₹3,400L

Derived figure Working Result

Containers 1,114 t at 18 t per container 62

Value of one container
18 t at the blended ₹269/kg spice
realisation

₹48.4 lakh

Retained sample and genealogy per
lot

₹0.74cr over 2,980 lots ₹2,483

Full limit-set test per container ₹1.02cr over 62 containers
₹1.65 lakh, 3.4% of container

value

Cost of one trace 47 retained samples individually tested ₹1.97 lakh

Plant headcount 1,114 t ÷ 7.4 t per worker per year 151

The third row is the one to hold on to. ₹2,483 to retain a sealed sample and record which container a lot went
into — the cheapest line in this document — is what makes every other commitment in it possible. Without it, a
detention is an unanswerable question and settling is not a choice but the only available act.

Where the ₹2.87 crore of commitments goes ₹cr What it buys

Pre-shipment testing of every container to the
destination limit set

1.02
Fewer rejections this year — the only line that pays back
inside the year

Retained samples, container genealogy and the sample
store

0.74 The ability to answer the question at all. ₹2,483 a lot

Gross profit forgone on material declined at
intake

0.65 Pure transfer; the trade would have blended it in

Rejection tracing, findings returned, register published 0.46 Fewer rejections NEXT year, which is the whole thesis

Only ₹0.46 crore is the tracing itself, and it is the line with the longest payback and the weakest internal
advocate. The testing pays back this season and defends itself in any budget meeting; the tracing pays back
next season, cannot be attributed to any particular container, and would be the first thing cut by anybody
managing to a quarter. THAT ASYMMETRY IS WHY THE TRACE OPENS AUTOMATICALLY ON THE NOTICE RATHER
THAN BY SOMEBODY'S DECISION — the decision would go the other way often enough to break the
mechanism.

13. Funding Requirement & Bankability

Item Position
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Requirement
₹9.00cr project cost: ₹3.24cr promoter equity, ₹3.60cr term loan, ₹1.26cr APEDA/Spices Board assistance,
₹0.90cr working capital margin — plus a separate ₹4.20cr working capital limit

Working capital is
the business

₹34.00cr of turnover on ₹9.00cr of fixed assets means the limit, not the term loan, is what
actually constrains this company. An export house short of working capital buys late, buys worse,
and loses its intake standard before it loses anything else

Security
Plant, sterilisation unit, laboratory and warehouse; hypothecation of stock and export receivables; ECGC cover
on the receivable book; personal guarantee of the promoter

Debt service Year 3 EBITDA ₹2.60cr against interest ₹0.94cr and scheduled repayment; DSCR above 1.5x from Year 3

Currency
Export receivables hedged on a rolling policy rather than opportunistically; a 6% appreciation is larger than a
year's profit

What a lender
should test

Not the rejection count — the trace rate. A house with few rejections and no traces has been
lucky; a house with traces has a mechanism, and the rejection count follows the trace rate by
about a year

Year EBITDA Interest Repayment DSCR

Year 1 ₹1.42cr ₹0.68cr Moratorium —

Year 2 ₹2.00cr ₹0.82cr ₹0.45cr 1.57x

Year 3 ₹2.60cr ₹0.94cr ₹0.72cr 1.57x

14. Risk Analysis & Mitigation

Risk Impact Mitigation

A claim
settles the
loss and
erases the
lesson

A rejection is the most informative event in the
chain — expensive, laboratory-confirmed, dated,
attached to a named limit and a measured number
— and the whole machinery of international
trade exists to convert it into money. Within a
fortnight the importer is whole, the goods are
placed and the file is closed. NOBODY IS
BEHAVING BADLY: the settlement is an
excellent substitute for the information, for
everybody in the room. THE ONLY PARTY FOR
WHOM THE INFORMATION IS WORTH MORE
THAN THE MONEY IS THE GROWER, AND HE IS
NOT IN THE ROOM, DOES NOT KNOW THE
CONTAINER EXISTED, AND WILL DELIVER THE
SAME MATERIAL NEXT SEASON

TRACE EVERY REJECTION AND SEND THE FINDING
BACK. A trace opens AUTOMATICALLY on any
detention notice, BEFORE AND INDEPENDENTLY OF
THE SETTLEMENT — because a claim and a trace
compete for the same people in the same fortnight
and the claim always wins, having a deadline and a
counterparty where the trace has neither. Traced to
a lot: 2 of 9 → 4 of 4, at a median 6 DAYS from
notice. Finding and test report to the grower FREE;
register published. AND THEN THE PAYOFF:
REJECTIONS FELL 9 → 4 WITH NO REPEAT FROM ANY
IMPLICATED SOURCE. GENERAL RULE: WHERE A
FAILURE CAN BE SETTLED IN MONEY, IT WILL BE —
AND THE SETTLEMENT DESTROYS THE ONLY COPY
OF THE LESSON
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The blend
socialises the
penalty and
anonymises
the cause

A container is 18 tonnes assembled from about 48
grower lots. A failure is a property of one or
two lots and the penalty is a property of all 48
— every innocent grower pays for it in next
season's price and the one who caused it pays the
same, which is to say nothing identifiable. And
once the lots are commingled THERE IS NO
TEST ON THE MIXTURE THAT IDENTIFIES THE
CULPRIT: the evidence has been physically
destroyed by the act of blending

A sealed counter-sample from EVERY incoming lot,
held 24 months, against a full container genealogy
— 2,980 lots at ₹2,483 each, the cheapest line in
this plan and the one that makes all the others
possible. THE CHOICE IS NEVER BETWEEN
INVESTIGATING AND SETTLING; IT IS BETWEEN
SETTLING AND HAVING RETAINED THE SAMPLES SIX
MONTHS EARLIER, which is a decision nobody
remembers making. When container 41 was
detained, its 47 retained samples were tested
individually and the finding resolved to two lots
from one FPO

Destination
limits tightening
mid-season

The risk that defines an export house. Limits
are set abroad, change without reference to Indian
practice, and bind whatever Indian standards
permit; 22% of the book needing re-sourcing is
₹1.86cr and a ₹0.69cr loss

Intake standard set inside the destination limits rather
than at them, so a tightening does not immediately
disqualify the book; four destination regimes rather than
one; the domestic institutional line absorbs material that is
excellent but no longer export-specification, with full
disclosure

Currency
A 6% appreciation is ₹1.55cr across ₹25.84cr of
export revenue and exceeds a full year's profit

Rolling hedge policy rather than opportunistic cover;
domestic and service lines at 24% of revenue are rupee-
denominated

Buyer
concentration

Losing one major account is 14% of export revenue
and ₹1.10cr with unabsorbed plant

Four destination regimes and a value-added line that is
harder to switch away from; the service lines are unlinked
to any export buyer

Working capital
and finance cost

₹34.00cr of turnover on a ₹4.20cr limit; an 18% rise
in freight and finance is ₹0.17cr and the limit binds
before the P&L does

ECGC cover on receivables; export drawback and RoDTEP
claimed promptly; buying calendar matched to the limit
rather than to price opportunities

Supplier
reliability

1,240 sources, and an FPO that loses its own
discipline can put two bad lots into a container

Findings returned free are the retention argument; intake
testing before the lot joins anything; the advisory line turns
supplier quality into a service rather than a complaint

15. SWOT Analysis

Strengths Weaknesses

Plant, sterilisation, laboratory, retained samples and a published register in
one entity, which is the only configuration in which a detention can be
resolved to a lot; own steam sterilisation removing the commonest single
cause of EU detentions; a trace that opens automatically rather than by
decision; service and advisory lines that make the apparatus affordable
rather than charitable

2.1% net margin, so a currency move, a buyer or a
foreign rule change each exceeds a year's profit;
working-capital dependent with a limit that binds
before the P&L; fully taxable with no agricultural
exemption anywhere; four destination regimes to keep
current with

Opportunities Threats
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Buyers increasingly audit traceability and almost no Indian exporter can
resolve to a lot; FPOs want their own rejections traced and nobody offers it;
steam sterilisation capacity is scarce; the published register is a genuine
differentiator with EU and Japanese accounts

Destination limits tightening faster than sourcing can
adjust; currency; freight cycles; a large competitor
adopting the same practice with more capital; and the
plain fact that a claim will always be faster and
cheaper than a trace

The last threat is the permanent one and it deserves the final word of this vertical. Settling will always be
faster, cheaper and more certain than investigating, in every industry and every season. The only reason to
trace is that the settlement buys this year and the finding buys every year after it — and nothing in any
commercial process will ever make that argument on its own.

This plan closes a vertical of ten, and the ten findings turn out to describe one chain from the pond bund to
the port. A cup score measured and not returned; an exposure never measured at all; bark consumed against
a horizon nobody holds; a risk everyone can see and nobody prices; a loss that belongs to no one; a duration
revealed after the sale; a claim only arithmetic could test; a control that falls on whoever complies; a price
denominated in the wrong unit; and now a failure settled in money. NOT ONE OF THEM IS A STORY ABOUT
DISHONESTY. EVERY ONE IS A STORY ABOUT A FACT THAT EXISTED, OR COULD HAVE, AND HAD NOWHERE TO
GO.

16. Recommended AiSevak Tools for This Business

Business plan and project report generator — for the APEDA and Spices Board assistance file and the term loan
and working capital appraisal.
Export documentation helper — IEC, phytosanitary and health certificates, certificates of analysis and origin, and
destination-specific paperwork across four regimes.
Compliance calendar — FSSAI, Board registrations, laboratory accreditation, buyer audit cycles, EPF and ESI.
GST and invoicing helper — export invoicing, LUT and refunds, RoDTEP and duty drawback, domestic institutional
supply.
Cost and pricing calculator — cost per container by destination, landed cost build-up, netback from FOB, and the
testing cost per consignment.
Loan and subsidy application helper — assistance claims and the working capital assessment, which is the number
that actually matters here.
Contract and terms drafting helper — supply agreements with intake-standard terms, the retained-sample
undertaking, and the finding-disclosure clause.

Every tool above is free to use on AiSevak and needs no signup to explore. The toolkit link at the end of this plan
opens the whole plantation set.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue,
volumes, realisations, rejection and trace rates and the intake standard are editable inputs; outcomes depend on
destination limits, currency, freight and buyer retention. Figures are in Indian rupees. This plan closes vertical 55
and inherits its ten anchor rules (a)–(j).
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The central finding is that a rejection is the most informative event in the chain and the entire machinery
of international trade exists to convert it into money. Expensive, laboratory-confirmed, dated, attached to a
named limit and a measured number — and within a fortnight the importer is whole, the file is closed, and the
claim has settled the loss and erased the lesson.

Nobody is behaving badly, and that is the point. The settlement is a genuinely excellent substitute for the
information, for everybody in the room. The only party for whom the information is worth more than the money
is the grower — and he is not in the room, does not know the container existed, and will deliver the same
material next season. GENERAL RULE: WHERE A FAILURE CAN BE SETTLED IN MONEY, IT WILL BE — AND
THE SETTLEMENT DESTROYS THE ONLY COPY OF THE LESSON. SO TRACE EVERY REJECTION TO ITS LOT AND
SEND THE FINDING BACK.

The trace must be structurally separated from the claim. Both compete for the same people in the same fortnight
and the claim always wins, because it has a deadline and a counterparty and the trace has neither. Opening the trace
automatically on the detention notice is the only version that survives a busy season. Traced to a lot 2 of 9 →
4 of 4 at a median 6 days; rejections fell 9 → 4 with no repeat from any implicated source.
The second thread is that the blend socialises the penalty and anonymises the cause. A container is 18
tonnes from about 48 lots; the failure belongs to one or two and the penalty to all 48. And once commingled, no test
on the mixture identifies the culprit — the evidence is physically destroyed by the blending. So the choice
is never between investigating and settling; it is between settling and having retained the samples six
months earlier, which is a decision nobody remembers making.

Volumes and unit economics. 1,114 t in 62 containers from 2,980 lots: 430 t of spice at ₹269/kg, 340 t of tea and
coffee at ₹240/kg, 144 t value-added at ₹425/kg, 200 t domestic at ₹204/kg. A retained sample and genealogy costs
₹2,483 per lot; a full destination limit-set test costs ₹1.65 lakh per container, or 3.4% of the container's ₹48.4 lakh
value; one trace costs ₹1.97 lakh. Plant headcount is derived, not assumed: 1,114 t ÷ 7.4 t per worker = 151.
An export house is a different animal from a plantation and the numbers should be read that way. 2.1% net
margin beside 18.2% ROCE is normal, because turnover is nearly four times capital employed — and the corollary is
that a currency move, a lost buyer or a foreign rule change each individually exceeds a full year's profit.
Three of the five stress rows in §12.5 are losses, which is the honest shape of the business rather than
pessimism.

Compliance and professional advice. IEC, APEDA, Spices Board, Tea Board, Coffee Board and FSSAI registrations;
EU, US, Japanese and Gulf residue, contaminant and microbiological limits, which are set abroad, change
without reference to Indian practice, and bind whatever Indian standards permit; ethylene oxide,
prohibited or effectively prohibited as a spice fumigant in major destinations and the most common single
cause of EU detentions on Indian spice, against which steam sterilisation is the compliant alternative;
phytosanitary and health certification and buyer scheme audits; FSSAI standards for the domestic line; Factories Act,
EPF and ESI; fully taxable business income with no agricultural exemption anywhere in this business; GST
with export refunds, RoDTEP and drawback; Legal Metrology and EPR obligations. Nothing anywhere requires an
exporter to tell a grower that his material was the reason a container was destroyed. Professional advice
should be taken on destination limit monitoring, hedging policy, ECGC cover, and the contractual standing of an intake
standard and a finding-disclosure clause.

▶ Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Plantation and Estate Agriculture toolkit to
browse and use them all at https://aisevak.in/verticals/plantation — 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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Prepared by AiSevak.in — a product of ABL Digital Technologies. AI-powered business services for India. This is AI-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this
plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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