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I INTRODUCTION

FEASABILITY STUDY MODEL
for CAGE FARMING BUSINESS of SMALL/MEDIUM SIZE

Concept

The following pages provide a Feasibility Study Model (FSM) for drafting a comprehensive Feasibility Study (FS) for
small and medium cage aquaculture Projects. This includes a short Business Plan Model for a Start-up cage fish
farming.

The topics in this FSM are designed for the start-up of small to medium fish farm projects. The difference between
this model and one used for larger business models and private capital is in the depth of research and topics
necessary for a large project and not applicable to a smaller one.

A FS is required to justify Applicant’s use of public sea shore and sea water, as a shared resource, for the purpose
of carrying out cage aquaculture.

Structure

This FSM has chapters that define the business model. The Financial section of the plan should highlight Applicant’s
funding requirements, if needed, and the important elements of Applicant’s financial projections. The applicant’s
financial projection worksheets must be attached for reference.

Process

The FS is structured in a formalized way though the order in which specific tasks are carried out may be different
from how it is presented in the document. For example the FS begins with the Executive Summary, but this is the
last step in the process, summarizing what has been drafted in the study).

The following chapters form the structure of Applicant’s plan.

The number in brackets gives a suggested sequence to consider in Applicant’s planning process.

*  Executive Summary (#8) Summarizes the key elements of the FS

*  The Project(#7) Presents an overview of the business

*  Product/Services(#2) Defines the product/Fish Species menu and any Service
*  Technology Consideration(#3) Defines the technology used

*  Market Analysis (# 1) Assesses the market situation



*  Marketing Strategy (# 6) Defines strategies necessary to fulfill the financial plan

*  Management (# 4) Defines the management/staff model
*  Financial Plan (#5) Develops financial projections and assesses performance
Topics

Each topic starts with explaining the theory behind the topic followed by some suggested items and tips on market
information sources where applicable. Theory is presented in blue and the suggested items in green.



Enter business name as Applicant’s customers will see it. It may be different than Applicant’s legal name. Applicant
may insert a logo as well. Follow by inserting the type of business and Applicant’s tag line. If you don’t have one,
it’s a good time to start thinking about how to “augment” Applicant’s identity. You can add it later. Complete the
Contact information and when satisfied, delete these instructions.

CAGE FARM

Fish Farming in Open Sea

“Applicant’s Slogan”

FEASIBILITY STUDY
AND
SHORT BUSINESS PLAN

Contact:
Address:
Telephone:

Email:



EXECUTIVE SUMMARY

>The Executive Summary is needed to provide the reader with a general overview of the project in a clear and
concise manner. It will include a brief narrative text for each section of the FS.

During the license evaluation process carried out by the Competent Authority/Evaluators it will help to efficiently
screen the projects quality and business consistency.

It is suggested the executive summary is drafted once the whole FS is completed in order to correctly summarize
each section of the document.

Text length suggested: 1 page



Executive Summary

1. Business name
2. Ownership
The Project 3.  Selected Site
4.  Product/Selected Fish
5. Technology Used
6. Target Market
The Market
7. Marketing Strategy
8. Relevant Owner Experience
The Management 9.  Staff Experience
10.  Staff Requirement
a.  Brief outline of:
11.  How much profit intent on making in a partic-
ular timeframe
The Finances 12.  Money needed
13.  Description of the funds source
14.  Breakeven point




THE PROJECT

Project Description

> This section defines the project in detailed terms. The purpose of this section is to provide detailed descriptions
about the applicant and the technical aspects of the proposed aquaculture project. It is important to detail the
reasons why the selected site is eligible for cage aquaculture purposes and what kind of technology will be used
to achieve the production targets.

For the Small or Medium size companies an environmental investigation will be required, the level of detail required
depending on the size of the proposed farm, as covered by the Environmental Impact Assessment requirements
issued by the Competent Authority.

Ownership

In this section give the company name and provide any related information (e.g. if sole owner, partnership, etc.),
the full business address and the date of establishment.

Introduction

This section describes the past and current fish farming experiences internationally, within the region and in the
country.

It also describes the past and current experiences concerning the technology that you would like to use/apply in
the selected site, by other companies.

The Selected Site

The site should be selected following the Site Selection Criteria as indicated by the Aquaculture Department of the
Ministry of Agriculture (MOA) and inside the Areas indicated by the Eligible Sites List for Cage Farming mentioned
in the Masterplan and available through a GIS system map.

In this section the applicant must provide, in reasonable detail (according the company size), the characteristic and
specific information of the site where the fish farm will be installed.

Information must also be provided about the land-based facilities ( such as: offices, stores, labs, housing, workshops,
water resources and its treatment, power production and its distribution, etc.) or land requirements/characteristics
to support the sea cage farming (such us: harbour, jetty, storage area, roads, airport, communication systems, etc).

The Technology used

A full list of the equipment required must be provided along with the sketch/drawing related to the cage modules,
the nets and the mooring system (including both grid system and mooring lines).

A full and well detailed list must be also provided both for any on-sea site (such as: barge, feeding system, water
and surveillance monitoring system, service boat, well boat, etc.) and on-land equipment required (such as: net
washer, ice-maker machine, processing machinery, etc.).

The company profile of each planned equipment supplier shall be included.

Equipment certification quality shall be also provided, if applicable.



Time Scheduling

Provide the Authorities with a clear work-plan and specific time scheduling for assembling and installation of both
all the land facilities and fish farming equipment required for the project.

It is recommended to use a GANNT-graphic approach to improve the easy reading by the Evaluators.

Text length suggested: Ownership 1 page
Introduction 1 page
Site Selected 10-12 pages
Technology Used 10-12 pages
Timing 1 page + GANNT graphic

Project Description

Ownership 15. Business name

16.  Business structure

17.  Address

18.  Year of Establishment
19.  Shareholders

20.  Brief Company profile

Introduction 21.  Worldwide regional and national farming experiences
of the target species.

22.  Worldwide, regional and national experience in the
selected farming technology

10



The Selected Site 23.  Geographical Site references
24.  Map overview
25.  Map 1:5000
26.  Dimension required
27.  Environmental Characterization
28. Winds & Hydrodynamic parameters
29.  Seabed Geomorphology
30. Seabed quality
31.  Water Chemical and Physical characteristics such as:
DO; Chl a conc; Secchi depth; sea temperature profile
showing min, max and average monthly sea tempera-
tures; tidal range/current speed etc.
32.  Plankton life in the area
33.  Benthos life in the area
34.  Potential conflicts/Other stakeholders on site
35.  Geographical on land location references
36.  On land facilities required
37.  Potential conflicts/Other stakeholders on land
38.  Infrastructures (roads, harbor, Jetty, Electrical power,
potable water, etc.)
39.  Final Considerations
Technology used 40.  Cages quantity, type and dimensions
41.  Cage supplier profile
42.  Nets quantity, type, layout and dimensions
43.  Net supplier profile
44.  Mooring design and calculation
45.  Mooring equipment required
46.  Mooring supplier profile
47. O[l)site equipment required (boats, feeding systems,
etc
48.  On site equipment suppliers profiles
49. Otn)land equipment required (warehouse, ice-makers,
etc,
50.  On land equipment suppliers profiles
51.  Equipment Quality Certification if applicable
Timing 52.  Time Scheduling of the project in terms of assembling

and installation of all equipment and facilities required)

11



Overview

> This topic defines the Applicant’s products, service features and benefits, what is needed to achieve the
production targets and a vision of future plans, if any.

Product Overview

The product is the target marine organism(s) selected for the farming business. An outline of its (their) biology
and physiology shall be provided in order to justify the selection of the site and to support the zoo-technical
information.

Identify the common name (in Arabic and English) and the Scientific name (binomial nomenclature) of the proposed
species.

Farming techniques and feeds quantity and qualities must be provided in detail.

A description of procedures and practices to allow facilities to endure adverse environmental condition, prevent
stock loss and a preliminary contingency plan in case of major damages to the farm cage/equipment (e.g. Ship
collision, etc.) that will consequently lead stock escapes in the surrounding environment, is required.

A detailed information should also be provided regarding: possible Hybridization or cohabitation with endemic
stocks, competition for the natural resources, in case of stock escapes.

Service Overview

If any, the services could be intended as any other action to improve the fish quality, the company profit or the
consumer product-perception.

Features & Benefits

This section describes the characteristics of the product and what should be the benefits to the customer/consumer
from purchasing Applicant’s product.

Sourcing

This section lists the hatcheries where the applicant plans to purchase the juveniles, the size of the stocked fish and
whether the supplier(s) are local or located overseas.

Biosecurity procedures applied by the supplier (e.g. certified disease free stock) and by Applicant’s staff to
minimize the risk of disease introduction in the environment shall be provided, if applicable, including the design
of a quarantine area, if applicable.

The selected feed company shall be identified, along with the technical production sheet for each feed type that
is planned to be used.

Long-Term Vision

This section describes the long term developmental vision for the Applicant’s business operation. Also insert any
Innovation or R&D activities that will be introduced to strengthen the Applicant’s business.

12



Text length suggested: Product overview 5-7 page
Service overview 2-4 pages
Features & Benefits 1 page
Sourcing 2-4 pages
Long-term Vision 1 page
Products & Services
Product Overview 53.  What fish you would like to farm
54.  Fish Biology
55.  Farming technique/procedures
56.  Risk Reduction & Management and Contingency Plan
57.  Feed types and quantity needed
Services Overview 58.  Specify if any (organic procedures, fish processing, fish
canning, etc., retail shops)
Features & Benefits 59.  Features of the products offering
60. Features of the services offering
61.  Benefits to the consumers
Sourcing 62.  Hatcheries/Fingerlings suppliers Profiles
63.  Feed suppliers profiles
64.  Feed Technical and Facts sheets
Long-term Vision 65.  Goals or tasks to achieve with the project’s products &
services

13



Data Overview

>In this section must be included all the relevant and key information of the project.

These information has to be used as a sort of project summary fact sheet to facilitate the Evaluator’s understanding

of the main data project.

Project Key Information

Key data

66.
67.

68.
69.
70.
71.
72.
73.
74.

License area required [m2]

License area occupied by mooring system (mooring
footprint) [m2]

Fish Farmed Species

Forecasted starting date of the project
Forecasted starting date of the production
Forecasted date of the first production
Forecasted Total production in 5 years [kg]
Total Feed used / Year [kg]

Turn Over forecast in 5 years [USD]

14




Market Overview

>Generally a good market analysis begins with a question - why are you pursuing this opportunity? When seeking
funding or making an application, this overview provides a better understanding of Applicant’s plans and strategies.

This section provides an overview of the planned market for their products, in terms of geographic area, market
dynamics, who are the customers and what are their needs, how these needs will be met and the strengths of the
product that will be offered.

Available sourcesforthiskind ofinformation are specialized agencies (e.g. Globefish, Eurofish market), governmental
trade offices (e.g. ISMEA), private advisory companies, producer associations, customer associations, scientific
literature and others. Sometimes this information may be available on the web, but it may be necessary to have
direct contact the trade and market information suppliers to acquire this information.

The Market Overview shall contain the following:

*  Define Applicant’s global industry

o Describe the sources of the information used

The MARKET DEMAND: Target Market

>Effective marketing is about understanding customer needs and filling these needs better than competitors. The
selection of a target customer group and the understanding of their needs is the core of a good marketing plan.

It is best to start by identifying customer groups that have common characteristics and then make choices about
groups are important to the Applicant and those that are not.

The target customers could be identified either as retailer or whole sales or both these kind of customers; this will
depend on Applicant’s business strategy.

Consumer Demographics

The consumers market can be defined based on the following.

*  Geographic distribution — Where they live (state, county, city/town, zip code etc.)

*  Demographics — characteristics that point to a potential customer (not all will apply)

o Age range

5 Gender o Occupation
o Family size © Education
o Income o Ethnicity

15



Business Characteristics (if applicable)

Businesses evaluate offerings in more detail with a purchasing process that can involve more than one person. As
such, some business types will work in the proposed project and others may not. It is generally useful to identify
commercial target markets based on the following:

* Geography: Where they are located, considering the accessibility from the production site.

e Type of Industry: retail, wholesale, processing, food supplier (restaurants, catering and canteen service
providers)

¢ Size: Revenue, number of employees, etc.
*  Purchasing: Easy access to decision makers

Applicant’s target market could be a group, types of firms within a group and/or a specific company.

The MARKET DEMAND: Target Market Needs

>The single most important element of a good marketing plan is fulfilling the customers’ needs and the ability of
the applicant in understanding what are the possible customers’ requirements and how the applicant will create
value to the consumer.

Psychographic Need (if applicable)
The process of understanding the underlying and personal issues requires some assessment of a personality type
or lifestyle group in terms of their likely:

o Activities
o Interests
o Opinions
o Attitudes
o Values

The MARKET SUPPLY: Industry Analysis

>If Applicant’s business is an establishment with a location and employees, it is important to understand the
aquaculture industry you are in. Generally the most important topics for the fish farming industry would be:

1. Industry overview (Regional, Domestic, Local)

2. Possible competitors and their market strategies
3. Important products, operations & technology used
4, Sales & marketing activities

5. Business model

6. Business trends & opportunities

7. Economic indicators

16



The MARKET SUPPLY: Competitive Analysis

>Competitive comparisons are an important marketing tactic with the large chain but most likely the
single biggest weakness of a small business operator. When looking at competition, the analysis should
compare Applicant’s business with the primary competition in terms of what is important to the customer.
Once customer purchase values are defined, you can make a subjective comparison of Applicant’s business and the
competition. One way is to make a subjective comparison of the strengths and weakness of Applicant’s business
and each competitor. Another way is to use a matrix that compares everyone based on customer purchase values.

The matrix comparison can be descriptive or numerical. The matrix here gives an example of both measures. If
using a matrix, it is good to think in terms of numerical ratings based on 5 = Strong market position and 1 = Weak.

For instance: Applicant evaluated the competitor offering to determine how Applicant’s product is positioned in
the market. The rating scale is based on most likely customer purchase values and a subjective rating scale with
5 = Excellent or Strong Market Position and 1 = Poor or Non-existent.

Competition

Purchase Values Applicant’s Product Competitor
Product quality Natural/Organic Standard
Customer service 4 3
Price 5 2
Environmental Sustainability 4 3
Worker Protection 5 3

17



The MARKET SUPPLY: SWOT Analysis

>The SWOT Analysis examines Applicant’s strengths, weaknesses, opportunities in the market and
economic or competitive threats. It is important to know what the strengths of the project are. It is equally
important to know Applicant’s weakness so that it will possible to describe how to neutralize them.

For instance: [Applicant’s should list each businesses strengths, weaknesses, opportunities or threats in the table
below and then outline how it plans to address each of the weaknesses/threats.]

Strengths Weaknesses

[e.g Suitable site Location] [e.g High production costs]
Opportunities Threats

[e.g build on customer and brand loyalty] [e.g Cash flow problems]

The MARKET SUPPLY: Market Potential

>The market analysis provided with the FS should describe the strengths and potential of Applicant’s project model
and the keys to success.

In terms of opportunity, market areas can generally be defined by one of the following.

e Ideal: Highin major opportunity; low in threats; great promise for success;

*  Speculative: High in opportunity but high in threats; higher risk situation but with
potentially large returns;

*  Mature: Low in opportunity; low in threats; relatively low risk but limited potential;

*  Risky: Low in opportunity; high in threats; serious questions about the potential
suggesting immediate reconsideration.

The market analysis should also provide some good background evidence about Applicant’s local situation on
markets and competitors.

However, potential is one thing and fulfillment is another. In a small to medium business, it is important to provide
the customer with compelling reasons to make choices in favor of the company products. Furthermore, you must
be consistent in meeting their needs over an extended period of time. This takes focus and oversight.

Text length suggested: Market Demand 6-8 pages
Market Supply 6-8 pages
SWOT Analysis 1 page
Competitive Analysis 1 page
Market Potential 1 page

18



Market Analysis

Market Overview 1. Overview of the worldwide seafood Industry
2. Overview of the worldwide aquaculture industry
3.  Data and information sources
The Market Demand
Target Market 4.  Consumers Geography and Demographics
5. Business/Commercial Clients: Geography, Size, Type,
Purchasing Channels
6. Consumers Characteristics (activities, interests, opin-
Target Market needs ion, food attitudes, values)
7. Business/Commercial Characteristics (activities, inter-
ests, opinion, values)
The Market Supply
Industry Analysis 8.  Regional seafood overview
9.  Domestic seafood overview
10. Local seafood overview
11.  Competitors
12.  Product, Operations and Technology used
13.  Sales & Marketing activities
14.  Business Model (cash flow & profit entity)
15.  Business Trend & Opportunities
16.  Economic Indicators (seafood consumption, etc.)
Competitive Analysis 17.  Identify market competitors
18.  Identify customer purchase value
19.  Conclusions
SWOT Analysis 20. Identify Strength, Weaknesses, Opportunities and
Threats of Applicant’s project
Market Potential 21.  Final considerations

19



MARKETING STRATEGY

Strategy Overview

> With reference to the previous market analysis, which provides a perspective of the market scenario, this section
describes the marketing decisions that lead to sustainability. The strategizing process begins with an overview that
defines the Applicant’s market niche and how the product will be offered to the market.

Mission

A good mission focuses on customer service. More importantly, a good mission includes how to make sure it
happens.

A mission statement defines what an organization is, why it exists, and its reason for being. At a minimum, the
mission statement should define who are the primary customers, identify the products and services produced, and
describe the geographical location in which the company is operating.

Strategies

Creating market awareness and maintaining an identity can be challenging. The following are considered
fundamental to most small business marketing plans.

*  Value Proposition —defines Applicant’s proposal, substance and value to the customer;
*  Retail Environment — defines the vision of how will be designed the company’s store if any;

*  Pricing Model — defines the Applicant’s pricing model and how to counter lower price
competition;

*  Promotions - describes the substance and scope of Applicant’s advertising program;

* Internet Strategy — describes the Applicant’s website, how it is developed and web marketing
plan;

*  Customer Service — describes the Applicant’s customer service model;
*  Marketing Collateral — identifies any marketing material needs;

*  Milestones —action steps needed to launch business (optional).

Text length suggested: Strategy Overview 1 page
Mission 1 page
Strategies 4-6 pages
Milestones chart 1 page
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Marketing Strategy

Strategy Overview 22.  Describe Applicant’s market niche and how you will go
to market

Mission 23.  Describe Applicant’s mission focuses
Strategies 24.  Value proposition

25.  Pricing model

26. Promotions

27. Customer service

28. Internet Strategy

29.  Marketing Collateral

30. Eventual Retail environment
Milestones 31. Draw a table/Gannt chart

21



THE MANAGEMENT

>This section is intended to define Applicant’s managerial environment and capability, to describe the working
background of the owner and the key managers, to summarize the basic staffing needs and to provide a brief
overview of the payroll model.

The actual Payroll Budget is usually a part of the Financial Model projections.
The Staff budget is part of the Financial Model.

Management Summary

In this section an organizational chart shall be provided in order to easily and quickly present the business structure
of the company. If you are recruiting staff you may wish to include Vacant to the position that you are currently
seeking.

Management

This section describes the management structure, the responsibilities and the delegation of authorities. It will also
briefly outline for each partner their share percentage, their role in the business, the strengths of each partner and
whether a partnership agreement/contract is or will be in place.

It also describes what aquaculture experience the business owner has, such as how many years the Applicant has
owned or run a business. List any previous businesses owned/managed. List any major achievements/awards.
What other relevant experience do you have? The Applicant’s resume(s) shall be attached to the back of Applicant’s

feasibility plan.

Current Staff

This section provides an overview of the staff model in terms of the positions, number of employees, job function,
salary/wage and status.

Outline each job title, name of employee in the position, the expected staff turnover for the position and each
employee’s relevant skills or strengths.

Staff description could be supported by personal resumes.

Required Staff

Outline each job title, quantity of each type of position, the expected staff turnover for the position and the
required skills or strengths needed and the date you require this position to be filled.

Recruitment options

This section describes the how the staff will be recruited and the advertising strategies (local newspapers, online

advertising, social media). It also describes the selection criteria of the technical staff.
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Training programs

This section will list any training programs that will be organized in the event the required technical staff would be
not available including whether these training requirements will be executed in-house or outsourced.

Text length suggested: Management Summary 1/2 page
Management 2 pages
Required Staff 2 pages
Recruitment options 1 page
Training Programs 1 page
The Management
Management Summary 32. Draw the organization chart to represent Applicant’s busi-
ness structure including vacant positions
Management 33. Name of the Owners
34. Shares percentage for each partner
35. Role in the business
36. Strength of each partners
37. Experiences in fish farming business
38. Experiences in other businesses owned
39. List of any major achievement/Awards
Current Staff 40. List of Applicant’s current staff
41. Relevant staff resume/CVs
Required Staff 42. List of required staff by Applicant and outline expertise
Recruitment options 43. How do you intend to obtain Applicant’s required staff?
(advertising on local paper, internet, etc.)
Training Programs 44, List the training programs in the event you cannot find the
required skills
45, Specify if training programs are in-housed or outsourced
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Overview

This section summarizes key financial goals of the aquaculture project. These can be in the form of sales targets
or profit targets or other. The main financial management goals, such as cost reduction targets, may be here listed.

Finance required

Intended amount of money to be invested in initial set-up and operation. What is (are) the intended source of
these funds? What portion will be obtained from loans, investors, business partners, friends or relatives, venture
capital or government funding? This section shall describe the overall financial scheme and all the share and
scheduling of financial input to cover the cost of investment

Assumption

This section lists the Applicant’s financial assumptions. These can include seasonal adjustments, non-predictable
events, economy or interest rates etc.

Investments and Start-up costs for [YEAR] table

Preparing Applicant’s Investments and start-up costs table.

The start-up costs table example contains a list of suggested costs a typical business may incur in its first
year of operation. These should be taken into consideration by the applicant when preparing likely start-
up costing.

Balance Sheet forecast table

Preparing Applicant’s balance sheet forecast.

The example balance sheet forecast contains a list of suggested assets and liabilities a typical business
may incur. These should be taken in to consideration by the applicant when preparing balance sheet
forecast.

Profit & Loss forecast table

Preparing Applicant’s profit & loss forecast.
The example profit and loss forecast contains a list of suggested profit items and expenses a typical

aquaculture business may have. These should be taken into consideration by the applicant when preparing
profit & loss forecast.
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Expected Cash Flow table

Preparing Applicant’s cash flow statement.

The Expected cash flow example contains a list of suggested incoming and outgoing cash items a typical
aquaculture business may have. These should be taken into consideration by the applicant when preparing

cash flow statement.

Break-Even Analysis table

Prepare Break-even value, taking in consideration how many tonnes of products the applicant will need to sell at
the market price to cover all the costs (Fixed + variable).

FINANCIAL PLAN

Overview 46. Summarize you key financial goals/objectives
Finance required 47. Money up-front needed
48. Where will you obtain funds
49. What portion by loans, investors, business partners, ven-
ture capital, government funding, etc.?
50. Percentage of Applicant’s contribution towards the busi-
ness
Assumptions 51. List any of Applicant’s financial assumptions
Investments and Start-up costs 52. Fulfill the related table 1
tables
Balance Sheet forecast table 53. Fulfill the related table 2
Profit & Loss forecast table 54. Fulfill the related table 3
Expected Cash-Flow table 55. Fulfill the related table 4
Break-Even Analysis table 56. Fulfill the related table 5
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Supporting documentation

List all of Applicant’s attachments here. These may include resumes, inventory list, maps, survey/questionnaire
and/or financial documents.

SUPPORTING DOCUMENTATION

Documents 57. List all Applicant’s enclosed documents to sup-
port Applicant’s Feasibility Study

(see excel file enclosed)
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