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Koi Ceylon Private Limited aims at becoming a leading Sri Lankan exporter of the high quality koi fish to be sold to the European aquarium niche. The business is structured in such a way that it optimizes existing natural aquaculture facilities in the country with stringent health standards, efficient managerial operations and green product products. Thorough strategic planning will ensure every aspect of operation is well planned and sensitive to the needs of the clientele.
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1.1 [bookmark: _Toc214673525]Company Introduction
[image: A logo of a fish

AI-generated content may be incorrect.]Koi Ceylon Pvt Ltd is a newly established aquaculture company that is in Sri Lanka and whose main focus is to rear and export high quality koi fish to the European aquarium industry. The company is a limited liability firm and it is professionally managed, follows strict quality checks and ethical business practices bind it. Being on an island that is well known because of its rich water supply and good climate, the company has an advantage of a conducive environment to nurture high grade varieties of koi. Its declared mission is to provide healthy, aesthetically appealing, and lively koi to the consumers who appreciate the aesthetic decorative aquatic life and hence promote the development of the hobby of keeping koi across Europe (Ceylon Koi Society, 2025; Haritha Fish Farm, 2025).


1.2 [bookmark: _Toc214673526]Overview of Main Product/Service
[image: ]The key business of Koi Ceylon Pvt Ltd is the rearing of ornamental koi fish that is specifically used in the aquariums and water gardens. Koi represents a special type of carp that is not only popular due to its striking color schemes or patterns but also due to the graceful movements and cultural connotations in the Asian and the rest parts of the world. This is fish not meant to be consumed but only to be a decorative device to beautify and calm down home and commercial aquascapes. The company focuses on rearing highly colored, structurally superior koi using the superior techniques in genetics, food and water management. The ancillary services include secure transporting and exporting logistics whereby European clients will have fresh fish that is of excellent quality and in great condition. Through careful selection and breeding procedures, the business hopes to offer conventional, uncommon and tailor-made koi to varying desires of foreign customers.

1.3 [bookmark: _Toc214673527]Business Objectives
Koi Ceylon Pvt Ltd has formulated a set of goals that would guide the business out of its initial start-up stage to the long-term growth: 
Short-term objectives: The short-term targets include setting up of well-maintained breeding facilities within an area of Sri Lanka which already demonstrated the feasibility of aquaculture activity, acquiring of sound broodstock, initiating of the first export shipments to a chosen group of European clients as well as the developing of a reputation based on quality and reliability within the world koi market.  
Long-term objectives: The long-term goals focus on the growth of the quantity of exports, the establishment of new unique and unusual kinds of koi by using new breeding techniques, gaining popularity at European aquarium fairs, and developing strategic cooperations with major retail stores and distribution channels. Simultaneously, the venture aims at giving back to the local economic growth by supplying training and job opportunities, sustainable water-management and energy-efficient practices, and breeding of ornamental fish in a morally responsible manner.

[bookmark: _Toc214673528]1.4 Unique Selling Point (USP)
The special selling point of Koi Ceylon Pvt Ltd is based in its ability to provide premium koi to the European customers who have been reared in the ideal tropical climate in Sri Lanka. Although the island has a rich background in fish breeding and has plenty of freshwater resources, it is not traditionally perceived as koi-breeding in Europe, thus providing the company with a chance to launch new and valuable products to the European market. The business boasts of disease free koi by maintaining high quality control at each level, and provision of rare coloration plus tailor made) orders which are otherwise not easy to get. The combination of its eco-friendly breeding process, reliable export logistics, and prices give it a great advantage over its competitors who aim at patrons who want to enjoy aesthetic koi and are guaranteed of the quality of the product. The company therefore combines the Sri Lankan natural resources, professional skills in aquaculture and customized customer services to stand out in the global market.
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[bookmark: _Toc214673530]2.1 PESTEL Analysis[image: ]
Political: The ornamental fish industry in Sri Lanka is heavily supported by the government through formulation and delivery of policies, training, and exportation facilitation which can be said to be in tandem with national development priorities in an effort of increasing the foreign exchange earnings. The regulatory control and permitting are run by administrative authorities like the Department of Fisheries and Aquatic Resources (DFAR) and the National Aquaculture Quality Development Agency (NAQDA), which ensure that the domestic activities follow the international standards and responsible trade practices. The relationships of state stability with the European Union contribute to the increased export potential; however, the industry needs to be flexible towards the changes in the global trade agreements and the changing animal welfare standards (EDB, 2025; Industry Capability Report, 2025).
Economic: It is estimated that the ornamental fish export business in Sri Lanka is able to earn about US 8.7 million annually with a sales to over 40 countries- most of them tropical fish species with koi fish being a fast growing niche with increasing interest in aqua scaping among various countries. Although such a healthy market expansion has led to the development of a strong market, local businesses are facing a rise in the cost of broodstock, food, and transportation, exacerbated by unstable foreign exchange rates and the prohibitive prices of live-fish shipments to Europe by air. The advantages of Koi Ceylon Pvt Ltd. in the global market place are that it enjoys the extended infrastructure, veterinary services and government-coordinated quarantine but needs to maintain effective cost platforms to be competitive (Thilakarathna, 2024; EDB, 2025).
Social: Koi fish are also used as a symbol of peace and prosperity especially in Asian community and to a growing degree in European community where ornamental aquaria are a hobby. The ornamental fish industry in Sri Lanka provides jobs in the areas of breeding, collection, retail, and logistics, and therefore, a considerable number of female and young entrepreneurs seek to venture into the sector, considering that it is easily accessible. The increased awareness of the environment among export markets is another motivation that will stimulate consumers to demand traceable, ethically sourced products (Andrian et al., 2024; Thilakarathna, 2024).
Technological: Koi business requires high quality breeding, disease management and genetic quality. Major exporters are making investment in water-management systems, health-monitoring procedures, and advanced breeding procedures to increase phenotypic characters such as coloration, morphology, and resistance to diseases. Although there is still a technology gap in comparison with the other global leaders like Japan particularly in high value specialty breeds, there is an active governmental research and development, as well as industry co-operations being done to close this gap (Industry Capability Report, 2025).
Environmental: The varied biodiversity and climatic conditions in Sri Lanka create a natural competitive edge to ornamental fish farming and the presence of a wide bi-assortment of aquatic habitats including inland lakes to specially planted hatcheries offer the suitable reproductive conditions. The responsible enterprises have the responsibility of reducing the adverse externalities, such as overuse of the local water sources, pollution, and ecological disturbance caused by the introduction of non-native species. The need of the global market in sustainable and environmentally friendly products gives the environmental compliance a significant business advantage (Thilakarathna, 2024; Industry Capability Report, 2025).
Legal: The strict statutory provisions in Sri Lanka that apply to the exporters include health certification, export permits and water-quality tests and thus only healthy and non-endangered koi fish are sent abroad. The control of the exportation of endemic species, the compliance with the CITES regulations and the Wildlife Act itself create a legal framework to promote the sustainable development of the industry and sometimes limits the commercial prospects, especially in the case of unique or wild-type breeds (Industry Capability Report, 2025).

[bookmark: _Toc214673531]2.2 SWOT Analysis
Table 1 SWOT analysis table
	Strengths
	Weaknesses

	· The favorable climate condition, a large amount of biodiversity, and a wide range of hydrographic resources make Sri Lanka the ideal habitat in which koi and other ornamental fish species should be kept, which explains the sustainability of the local aquaculture sector.  
· The firm government assistance, including training programmes, research and development strategies, and exportation assists, also provides business with access to modern breeding plants and veterinary care.  
· The fact that Sri Lanka is a top producer of high quality, reliable and ethically certified fish products appeals to international buyers to find reliable suppliers and consignments without any diseases.  
· Intermediaries are minimized through direct entry into the global markets due to defined export logistics, especially with niche commodities like koi.
	· Lack of specialised skills in the breeding and genetics of advanced koi, in comparison with the main competitors of the world like Japan, is a critical setback that reduces international competitiveness.  
· High costs on broodstock, feed and shipping cut profit margins of smaller exporters. The lack of research funding and lack of a consistent strategy of national branding are the additional issues that hinder business growth.  
· Weak hygiene standards and uneven health monitoring of small exporters may negatively affect the image of the industry and limit the access to the market.  
· The product line of specific breeders is restricted by regulatory bans on the export of endemic and wild species.

	Opportunities
	Threats

	· The market potential is high with the rapid growth in the global demand of koi and ornamental fish which is driven by the increasing popularity of domestic aquariums and ornamental ponds in Europe.  
· There are also opportunities in innovation in terms of sustainable breeding methods, eco labeling and further development of genetic methods to breed rare, disease resistance, or custom colored koi and thus corner high-end markets.  
· The prospects of growth are increased further by the governmental and non-governmental assistance in the development of industries, such as the financial support of the growth, bettering of infrastructure, and the standards of production.  
· The creation of new breeding business ventures is a major source of community jobs and an economic rebuild in the rural areas by exchanging the knowledge of aquaculture.  
	· The ability to acquire capital to facilitate expansion is limited by sector-related risks with exporters limited in financing and insuring live animal shipment.  
· Environmental risks like the ruinous fishing methods (e.g. dynamite fishing, haphazard netting) and destruction of habitats impact the water resource availability and compromise breeding facilities.  
· High-airline delivery rates as well as the little airlines assistance in delivering live fish makes logistics costly and unstable.  
· The presence of established international players in the koi genetics and breeding, such as Japan and some parts of Southeast Asia, means that the innovation and strong branding are required to ensure that the entities stay competitive in terms of quality and costs.  
· Because of the developing international regulations in biosecurity and animal welfare, especially within the European Union, the need to change constantly and to make new investments can occur.


Source: (Thilakarathna, 2024; EDB, 2025; Industry Capability Report, 2025; Koi Global Market Report, 2025)

[bookmark: _Toc214673532]2.3 Porter’s Five Forces[image: A screen shot of a chart
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Competitive Rivalry: The level of competitive rivalry in the ornamental fish industry is moderate, especially in the Sri Lanka market in which there are numerous exporters. Nevertheless, few companies have held their positions by high quality products and strong market connections. Koi fish are in a highly-valued niche and thus, special breeders have a competitive edge (EMR, 2025; Industry Capability Report, 2025).
Threat of New Entrants: entrants are faced with moderate barriers to entry, which requires development of expertise, capital investment in infrastructure, and development of a unique brand name. Still, it is still accessible to companies that are well prepared (EMR, 2025; Industry Capability Report, 2025).
Threat of Substitutes: The substitute has been introduced in the form of conventional aquarium fish; however the cultural attachment and high luxury position of koi fishes makes them the favorite among the collectors and landscape architects (EMR, 2025; Industry Capability Report, 2025).
Bargaining Power of Buyers: The major purchasing powers, mostly the European wholesalers and retailers, have high bargaining power, which is explained by the stringent certification requirements and sourcing diversification. This leverage can be reduced with the help of trust and offering unique breeds (EMR, 2025; Industry Capability Report, 2025).
Bargaining Power of Suppliers: Local providers of key inputs like feed, broodstock and health services gain greater significance as breeders look at more advanced quality of koi thus increasing the importance of supplier relations and availability of quality materials (EMR, 2025; Industry Capability Report, 2025).
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[bookmark: _Toc214673534]3.1 Market Segmentation
[image: A group of text on a yellow and grey background
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The market of koi fish in Europe is split in several segments, which depend on the needs of customers and their purchasing power. The initial large market segment is that of serious collectors and dedicated hobbyists who tend to be homeowners with garden ponds and will be seeking premium, healthy, and distinctive varieties of koi. The second market comprises of commercial landscapers, community garden managers, and retailers in need of a large quantity of pond stocking and decorative features. The third customer group is online buyers and small pet shops serving regular aquarium visitors. In such groups, country preferences differ, as a high level of demand is observed in Germany and the United Kingdom to large-colored koi, very bright, but Southern Europe markets have been focused on affordability and the convenience of care (DHR, 2025; EMR, 2025). 
[image: ]
Figure 1 Perpetual map
Koi Ceylon Pvt Ltd will target individuals who want luxury koi as well as a reliable source of fish especially people interested in sustainably and ethically produced fish. The ability to offer size categories of the product such as small, medium, large, and jumbo allows customizing the product to the needs of specific collectors and the needs of institutional buyers (DHR, 2025; EMR, 2025).  

[bookmark: _Toc214673535]3.2 4Ps of Marketing
Product: Koi Ceylon Pvt Ltd offers premium quality decorative koi centering on vivid colors, disease-free health and high rates of survival during exporting. The products are divided into sizes and breeds to suit the needs of collector and retailers. Rare breeds and special markings are also being provided as custom orders to the premium customers (DHR, 2025; EMR, 2025). 
Price: The pricing approach will use the tiered price to suit the diverse market segments thus optimizing sales of the exports. Large and high-quality koi are priced high to the serious collector and landscape companies, and the standard-grade koi is put at a competitive price to the retailer and the hobbyist. It may offer discounts on repeat bulk purchases and other seasonal promotions can assist in bringing in new customers (DHR, 2025; EMR, 2025).  
Place: Its distribution is based on direct exports to the European wholesalers, retailers and specialty dealers through secure air and freight logistics. Online orders enable the availability of end-users, and the coordination of safe live animal shipments and local customs. Collaboration with local garden centers and pet shops also help to cover more markets (EMR, 2025).
Promotion: Marketing is a mix of online and offline marketing. The branding of the company focuses on the originality of Sri Lankan, ethical behavior, and quality. The attendance of the trade fairs, koi shows, and partnership with the European aquarium groups creates credibility. They use visual materials, including photos, videos, and care instructions, on the websites and social media to showcase special stock and the breeding process (EMR, 2025).

[bookmark: _Toc214673536]3.3 Online Marketing Strategies
Online marketing strategies will also be employed to ensure that a larger number of customers become aware of the products. Online marketing strategies will also be used to ensure more customers get to know about the products (DHR, 2025; EMR, 2025; Koi Global Market Report, 2025):
[image: Cartoon Google ad banner for Koi Ceylon Pvt Ltd with koi fish and Sri Lanka theme.]Online advertising is becoming essential in the process of targeting European koi consumers of most of whom shop and buy fish online. The approach of Koi Ceylon Pvt Ltd is the development of a properly designed site with livestock updates, informational blogs, and customer reviews as part of creating trust. New arrivals, breeding methods, and care tips of the koi are shown in social media (Instagram, Facebook), which attracts both amateur and commercial purchasers.  
Online promotion will involve having target ad campaigns and Google advertisements targeting buyers who are searching the Internet with a query like premium koi fish or Sri Lanka koi exporters. Partnership with European koi forums and YouTube influencers helps them to spread awareness and offer visual evidence on the quality of the fishes. The direct ordering is supported by e-commerce integration, including the live chat and follow-up care assistance. Loyalty discounts, referral offers, and regular newsletters with tips, promotion and stories of successful buyers help in customer retention.
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[bookmark: _Toc214673538]4.1 Legal Structure
Koi Ceylon Pvt Ltd is an incorporated company, a company in Sri Lanka, which is a private limited company, thus, enjoying the right to protection of the law and well-defined duties of the owners and shareholders of the company. This is a type of corporation that provides limited liability, makes it easy to secure funds and creates a professional image when carrying out business transactions with the European customers. The business is registered under the Sri Lankan aquaculture laws, and possesses the necessary exportation licenses as well as European Union importation laws such as health certifications and the welfare laws. Strict biosecurity measures and veterinary checks are required prior to export of koi and all documents should be adhered to, in order to ensure that there is a conformance with the domestic and European laws that govern safe movement of live ornamental fish (GOV.UK, 2025).

[bookmark: _Toc214673539]4.2 Basic Organizational Chart
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Figure 2 Basic Organisational Chart
Koi Ceylon Pvt Ltd is relatively simple in terms of management:
· Managing Director: Business strategy and operations.
· Operations Manager: Deals with day-to-day breeding and health, and logistics.
· Export/Compliance Officer: She/he ensures legality and prepares exportation documents as well as deals with authorities.
· Sales and Marketing Manager: Heads customer relations, marketing and fulfilment of orders.
· Support: This includes fish carers, packers, and administrative support.
This organization enables good communication, accountability and easy export management.

[bookmark: _Toc214673540]4.3 Start-up Funding Requirements
First capital is needed to rent a place or an equipment, to set up fish tanks and ponds, to purchase high-quality broodstock and feed, to install disease control solutions, to staff the business, to generate export paperwork, and to carry on marketing. In a medium-sized business, the start-up costs are estimated as USD25000- USD50000. Some of the potential sources of finance include owner equity, bank financing, government grants made to export business and local stakeholders. The company intends to seek grant and low interest loans to start-ups in the aquaculture industry in Sri Lanka to support global export activities.

[bookmark: _Toc214673541]4.4 12-Month Cash Flow Forecast
Table 2 12-Month Cash Flow Forecast
	Item
	Amount (USD)
	Frequency
	Annual Total (USD)

	Initial Set-up
	30,000
	Once
	30,000

	Fish Feed
	800
	Monthly
	9,600

	Wages
	700
	Monthly
	8,400

	Utilities (water, power)
	200
	Monthly
	2,400

	Transport/Export
	300
	Monthly
	3,600

	Other Expenses
	0-200
	Monthly
	0-2,400

	Total Operating Expenses
	2,000
	Monthly
	24,000

	Expected Sales Revenue
	5,000
	Monthly
	60,000

	Gross Profit
	3,000
	Monthly
	36,000

	Net Profit (after set-up)
	-
	Annual
	15,000–20,000





[bookmark: _Toc214673542]Conclusion
Due to a sound legal system, experienced management and sound financial vision, Koi Ceylon Private Limited stands in a good position to grow in the world ornamental fish industry. The strategic orientation of the firm ensures profitability, long term relations with foreign buyers and creation of a platform to long term and sustainable success.
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