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[bookmark: _Toc238562114]1. EXECUTIVE SUMMARY
AgriManage Tech Platform (AMTP) is an envisioned technology-driven "Farming-as-a-Service" (FaaS) offering to transform underutilised land throughout the United Kingdom into productive, sustainable enterprises. The business fills a structural mismatch between land ownership and active engagement with the farm and a significant proportion of the UK's farmland is now owned by a group of passive investors which are ageing farmers and city-dwellers – with access to the latest precision-agriculture technology limited to high capital expenditure and a long technical learning curve.
This is where AMTP can helps it can takes over the operation of the associated land under lease or revenue-share agreements and provides the landowner with real-time insight into his asset via AMTP's mobile and web platform which equipped with it own IoT-enabled smart technology. Revenue come from a share of crop sale and premium business-to-business supply contracts and a data/advice subscription layer to landowners and institutional partners.
Market signals indicate that there is a strong latent demand for this and the ageing of the farmer population and the forthcoming subsidy reform post-Brexit that prioritises regenerative farming and fluctuating input costs are driving landowners to more technology-led and outsourced operating models. The commercial rollout is supported by  structured go-to-market strategy for urban heir, retiring farmers and institutional landholders, regional partnerships and a phased 100-acre pilot.
This proposal outlines AMTP's company description are as follows
market research and validation, Business Model Canvas, marketing and sales strategy and operational plan, laying the groundwork necessary to get AMTP from concept to an investor-ready, pilot-tested start-up in the West Midlands that is ready to be expanded nationally to the UK.
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2.1 Company Overview
AgriManage Tech Platform (AMTP) is a United Kingdom based agritech start-up which is operating a "Farming-as-a-Service" (FaaS) model to transform underutilised or passive holdings of agricultural land into professionally managed and technology-enabled farms. The firm is poised to benefit from two trends in UK agriculture which are, the ageing of the agricultural workforce, and the rapid maturation of precision-agriculture and Internet of Things (IoT) tools which smallholders are not usually able to afford and use on their own. Instead of landowners owning the land, farmed by themselves or given to opaque contract farming model but here AMTP provides a fully managed alternatives, with the landowner remaining the owner of the asset and a share of the profit while AMTP take care of all aspects of the farming process from soil preparation to business-to-business sales of the harvest.
The idea has been born because of a clear deficiency in how land is managed in the UK and millions of hectares of arable land are either left fallow or under-cropped or are generating negative net income, not because the land is unproductive but because the landowner does not have the time to do everything by his self and he has not the  expertise or capital to manage the land to modern standards. AMTP transforms this inactive asset pool into an active, income-producing and environmentally enhancing asset that benefits the landowner and the economy both.
The proposed company idea is based on two existing imperfect options which are available to UK landowners. The first is simple cash rent leasing, which turns the operational upside of the land to the tenant, and leaves the landowner with limited awareness and control over the treatment of the land during the lease period, which is lead to degradation of the land over this period and the second type of contract farming, which is informally negotiated, involves the landowner actively managing an association with an outside entity and therefore carries a financial and reputation risk with no professional project management.  Here AMTP's FaaS model is designed specifically to eliminate the weaknesses of both alternatives; landowners receive the passiveness and lack of activities  that comes with leasing  and the transparency and profit-sharing potential, and discipline of wise land management that comes with in-house management.

2.2 Vision and Mission
Vision: To make the most of underused farmland for productive and ecological gain by using technology and a transparent partnership approach is to becomes UK's best digital land-stewardship platform.
Mission: To provide a low risk and transparent pathway for passive landowners to monetise their land while simultaneously delivering precision agritech and regenerative practices to increase food production in the region and safeguarding soils health and increasing long-term value of properties AMTP will manages.
2.3 Products and Services
AMTP's business model is a complete farming service provided in one of two partnership models:
· Fixed-Term Land Lease: AMTP leasing the land for a specified period of time for a fixed base rent with all operational and financial upside from the harvest.
· Revenue-Share Equity Partnership: The landowner and AMTP both share the net yield of the land and agree on a division of the profits based on a percentage split which can incentivizes both parties to work toward a long-term yield and soil improvement.
Below both of the structures is AMTP's end-to-end operational services: 
First from soil analysis to automated land preparation, seed selection, precision cultivation, drip-irrigation management, organic crop protection, harvesting, crop logistics to direct B2B marketing and sales to food processors, wholesalers, and premium retail buyers.
The second is the AMTP Digital Platform 
a proprietary mobile and web app that provides each partnered landowner with a real-time view of their assets info and the information from the sensors deployed in the field, combined with drone imagery and smart metering which is fed into a real-time dashboard that displays soil moisture and vegetative health indices and operational schedules and financial metrics such as revenues, cost allocations and payouts. The reporting transparency landowners demand in a modern investment is provided by this platform which is the vehicle for a traditionally opaque asset class, tenanted farmland.
A third, longer-term service layer is also in the works: a data and advisory subscription that will give institutional land holders and estate managers access to AMTP's aggregated agronomic and yield data for their wider portfolios, to support land-use and other sustainability decisions outside the scope of AMTP-managed plots.
AMTP separates it service within this core offering by size of land and preference of landowner. Smaller estates (usually below 50 acres) are covered under a standardised operating package and  there is an established rotation of crops that are maximised according to the size of the plots and  for larger estates and institutional landholdings a bespoke agronomic plan is developed that take into account the higher level of complexity and engagement in these types of holdings, with the landowner's own advisers, where applicable. In both scenarios there is no impact on the underlying technology platform, the reporting frequency, or the transparency of profits, all of which ensure that AMTP's core promise of visibility and control is not diluted in any way no matter how large or structured the partnership is.

2.4 Business Model Overview
The revenue from the share of harvested crop sale under the lease or equity-partnership arrangements is the main source of revenue for AMTP while the premiums obtained through direct B2B contracts which do not involve traditional intermediaries and constitute a secondary revenue stream. The digital platform and data-advisory services will create recurring, asset-light subscription revenue over time, which will help mitigate AMTP's pure agricultural-yield risk. This model and its cost and resource framework is fully developed in the Business Model Canvas part of this proposal.
2.5 Ownership, Legal Structure, and Management
The core intangible asset is the technology platform in which will be the key asset of AMTP, incorporated as a Private Limited Company (Ltd) in England and Wales, with the object of holding land-partnership agreements, employing or subcontracting agronomic and field operations staff. A founding leadership team is recommended to get the venture started, including the following:
· Managing Director/Head of Land Partnerships – oversees landowner relationships, lease and joint venture negotiation and commercial strategy across the Board.
· Head of Agronomy and Operations: responsible for crop plan, field execution, supplier management and labour management.
· Head of Technology – who will be tasked with managing the IoT telemetry architecture, as well as the mobile and web platform and data infrastructure.
· One or more Assistant Chief Investment Officers to oversee investment and risk management, regulatory and tax compliance and Agricultural Property Relief matters for landowners.
This lean structure also allows to minimise fixed overheads during the pilot stage, while the working time of the field labour and installation of the hardware and the agronomic input of the specialists is subcontracted where suitable for freeing up the core team to develop the platform, acquire landowners, and build commercial partnerships. This leadership team will expand as the venture moves into operation beyond the pilot and will not be replicated at the central level but rather will be supplemented with regional operations managers. thus retaining the same lightweight and tech-enabled structure on a larger scale.

2.6 Location and Stage of Development
AMTP's first pilot is focused on a 100 acres site in the West Midlands area of England which is well populated with small and medium size land holdings which is very close to major wholesale food markets and has a vibrant farming community that enables access to experts and potential land owner partners early in the pilot and the company currently resides at a pre-launch concept validation stage with the business model technology architecture  and legal partnership structures designed and this proposal along with the accompanying market research to take AMTP to a pilot tested, investor ready stage. After achieving a successful pilot, the goal is to expand AMTP's reach to further English regions, and then to other regions in the UK and in time Europe just to expanding its business volume.

[bookmark: _Toc238562116]2.7 Business Objectives
These venture's research goals are the foundation for AMTP's main business goals for its first operating cycle, which are:
· Objective 1 (Market Validation): To conduct a thorough market analysis of the UK land-ownership landscape by Week 6, identifying and quantifying the primary customer segments (e.g., passive estate owners, urban agricultural heirs) and their core operational pain points.
· Objective 2 (Technical & Operational Design): To map out the technical specifications, IoT telemetry architecture, and logistics-supply chain requirements for a pilot 100-acre agricultural deployment by Week 9.
· Objective 3 (Legal & Compliance Framework): To establish the standard legal models for land lease and joint-venture profit sharing under UK agricultural tenancy laws and GDPR compliance requirements for digital telemetry by Week 11.
· Objective 4 (Financial Modelling): To develop a comprehensive 3-year financial model, including cash flow statements, break-even analyses, and capitalization costs for the platform by Week 13.
· Objective 5 (Strategic Validation): To synthesize all findings into a complete Business Model Canvas (BMC) and an operational pre-launch roadmap, assessed through an academic and industry-focused feasibility matrix by Week 15.
All of these goals are supported by the market research, business model, marketing and operational planning that follow in this proposal and the commercialization plan for AMTP which are designed to be informed by evidence not assumption to create the operational and operational and financial proof points that are needed to attract later stage investors and partners for expansion this business.
2.8 Company Description Summary
All of these together paint a picture of a narrow, disciplined startup in terms of scope, a single 100-acre pilot in one region of the UK, but explicitly set-up as a venture that is designed for broader replication – built on infrastructure, digital platform, partnership templates, and organisational structure. With a well-defined pilot and scalable architecture, the team aims to inspire potential investors and partners with the confidence that AMTP's cautious approach in early stages does not hinder its long-term vision. The other parts of this proposal develop upon this description of the company: the market research section tests the assumptions about the goals outlined above; the Business Model Canvas formalises the value-creation logic which was introduced in brief here; the marketing, sales, and operational plans break down this description into a practical, implementable pilot programme.
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To validate the opportunity for AMTP, a mix of existing strategic analysis tools is used, as well as primary and secondary research, consistent with the framework set forth by Mullins (2006) who asserts that before resources are invested into execution, the opportunity must be analyzed in the market, industry, and target-segment levels. This section includes an analysis of the macro-environment, the competitive industry structure, target customer segments and primary and secondary research to test assumptions based on that analysis..
3.1 Macro-Environmental Analysis (PESTLE)
The external influences affecting the potential of AMTP within the UK agricultural sector are analysed using a PESTLE framework.
Political: The transition from the Common Agricultural Policy (CAP) to the Environmental Land Management (ELM) scheme has brought a change in government support - from production subsidies to environmental and soil-carbon outcomes. This policy goals are fully met by AMTP's innovative regenerative agriculture practices, which enable partnered landowners to take advantage of available green incentives more readily than under traditional tenancies. (Department for Environment, Food and Rural Affairs [DEFRA], 2023).


Technological: Sensor networks, LoRaWAN connectivity, drone imaging and cloud-based analytics are now more than just experimental and have become accessible, commercially deployable technology. This maturity enables AMTP to provide landowners with a true picture of real-time transparency at a price that an individual farm operator might be unable to afford on his own.

Environmental: Risk of material yield due to soil degradation and more erratic weather as a result of climate change throughout the sector. AMTP's data driven, regenerative practices, such as minimum tillage and precision micro-irrigation, are a defensive measure to mitigate these risks, and are also enhancing the long-term ecological and capital value of the land with which they are partnered. (Office for National Statistics [ONS], 2022).

3.2 Market Sizing and Demand Indicators

This larger market has been chosen specifically because of the focus of small and medium sized farms, the close proximity to large food markets, and the presence of an active farming community and NFU network within the region that can offer early and low cost access to potential landowner partners and industry experts who can validate AMTP's operational assumptions.

3.3 Industry and Competitive Analysis (Porter's Five Forces)
Threat of new entrants (Moderate): A simple land-matching database can be easily replicated, but a fully integrated platform that integrates real-time telemetry, physical equipment fleets and professional agronomic delivery will require a lot of funds and expertise to replicate. The time and effort required to get a large number of new entrants to create meaningful relationships with local landowners that can't be quickly replicated digitally creates a significant barrier to entry. (Mullins, 2006).
Bargaining power of buyers (High): The main buyers of UK agricultural output, such as large supermarket groups, wholesale food processors and commodity traders, are all concentrated and have high bargaining power. AMTP reduces this exposure by focussing on traceable, premium certified sustainable produce and direct supply contracts with restaurants and specialist retailers who are interested in traceability rather than just volume.
Bargaining power of suppliers (Moderate): AMTP's suppliers include agritech hardware manufacturers, seed and fertiliser distributors, as well as local contract labour providers. These are not dominated by a single provider and for centralised buying of all the supported estates AMTP is able to have a strong negotiating position on the individual input costs.
Threat of Substitutes (High): Landowners have a number of choices available, such as cash rental, outright sale or hiring traditional local contract farmers. The material difference of AMTP's revenue-share business model, coupled with digital transparency and land-improving practices, do not exist with any of these alternatives.
Competitive rivalry (Moderate): Moderate, the competitive businesses in this area within the UK are divided, organized locally, and very often do not provide digital customer facing reporting. Direct FaaS-style technology rivals are in their early stages of development in European markets. So the main competitive challenge for AMTP is to alter the landowner's actions and expectations, rather than to force an existing competitor with a similar product out of the market.

3.4 Target Customer Segmentation
Based on the research and desk-based analysis, three clear, targetable customer personas for AMTP have been identified: (Mullins, 2006).
1. Urban Heir (30-50 years old): People who have inherited land in the rural areas but live and work in the metropolitan areas. This segment is technologically savvy, inquisitive, and not looking for means to be engaged in farm operations but rather a true buy-and-hold investment. Their main concern is to understand if their land is being managed well and/or profitably by a third party, and AMTP's live dashboard is a key value-add for this audience.
2. The Retiring Farmer (aged 60+): Landholders who wish to leave the farm without leaving the land, for their own sake and to ensure that they retain the benefit of inheritance tax reliefs associated with the continued use of the land in an operational farm. While this segment has less digital engagement than urban heirs, they do value trusted local relationships and a firm assurance that the practices of AMTP won't destroy, but instead serve to sustain, land they have farmed for decades.
3. The Institutional or Passive Investor: Corporate or private wealth holding agricultural land for portfolio diversification who want an institutional grade operating partner to manage day-to-day complexity at scale. This segment will be looking for formal reporting, audited financial performance, and a clear record of the compliance to tenancy and environmental regulation, and is likely to encompass larger, multi-plot portfolios where AMTP's centralised data and advisory subscription becomes particularly pertinent.
In each of the three segments, primary research should validate a common theme: landowners do not reject the idea of outsourcing farm operations, but they are constrained by low trust in current intermediaries, and lack of transparency on how their land is being used once it is outsourced. This is the main hurdle in which AMTP's value proposition boosters price, but rather the shared pain point.

3.5 Research Approach and Findings Summary
This market has been validated using a mixed-methods design with secondary desk research and primary data collection via quantitative and qualitative methods appropriate to a pragmatist research philosophy that is suitable for applied business feasibility work. Secondary data from DEFRA and Office for National Statistics also shows significant under-use of land at macro level in England & Wales, and an increasing level of use of precision-agriculture technology across the sector. (Mullins, 2006).
A survey of about 100 private landholders, multi-acre estate heirs and retired farmers, carried out in the West Midlands, will be the primary method for quantitative validation, covering willingness to delegate farming operations, preferred lease/revenue share terms and the preferred level of digital transparency. The business model assumptions will be stressed-tested during primary qualitative validation by five semi-structured expert interviews involving land valuers and agents, an agritech specialist and professional farm managers. (Mullins, 2006).
The quantitative survey data will be analysed descriptively in Microsoft Excel with percentages, means and cross-tabulations to detect correlations between the location of landowners, farm size and openness to equity-partnership models. Themes of operational risk, technology trust and preferred legal terms will be identified and coded through the thematic analysis of the qualitative interview data, using the six-stage framework established by Braun and Clarke (2006), which will then be triangulated with the quantitative results to allow the business model to be based on a coherent set of findings, not just isolated ones. (Braun & Clarke, 2006).
In this validation exercise, the existing competitive alternatives available to UK landowners were also considered. Traditional contract-farming businesses are still very local, rely on personal connections and have few digital, customer-facing reporting mechanisms, at best allowing landowners little independence when they hand over control. There are a few early-stage agritech platforms globally but, to date, few, if any, that can effectively deliver both full operational execution and landowner facing IoT telemetry, which is exactly where AMTP's combined FaaS-plus-platform fits in an unspoiled niche in the UK market.

3.6 Strengths, Weaknesses, Opportunities, and Threats
The short SWOT analysis is a summary that integrates AMTP's strengths and weaknesses with the opportunities and threats from the PESTLE and Porter's Five Forces analyses. (Mullins, 2006).
Strengths: Lacks of clear competitors to AMTP in the UK market, other than the digital nature of the FaaS model; lack of clear commercial, agronomic, technological and financial expertise within the founding team; business model does not clearly replicate with existing competitors, with financial incentives to AMTP aligned to landowner outcomes due to the revenue-share structure.
Weaknesses: AMTP lacks operating history, experience, and credibility as a pre-launch company to convince landowners to sell their land; the founders' capital and workforce are small compared to more established contract-farming companies that have existing relationships in the region.

Threats: Landowner scepticism about a new operator with proven track record; if an existing contract-farming business can digitise its own offering before AMTP may be at scale; genuine agricultural threats, such as weather-related crop failure or fluctuations in commodity prices, which lie beyond AMTP's control even if the platform and operations are designed well.

3.7 Market Validation Conclusion

The remaining risk, as outlined in the SWOT analysis, is not so much the opportunity for a market as the risk of AMTP, a new player with no operating history, to capture that market opportunity within time to meet the milestones it has established for the pilot phase outlined in the company description. This is exactly what the main research programme is meant to provide answers to before any major investment is made beyond the pilot scale – and why the marketing and sales strategy that follows is so important. Results of the primary survey and the expert interviews will be analysed to identify any significant discrepancies between the assumed willingness of landowners to partner and the actual willingness, which will trigger a re-consideration of pricing, communication or targeting decisions within the marketing and sales plan, but not necessarily the abandonment of the business model.
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The Business Model Canvas is a structured, one-view framework that conveys how AMTP creates, delivers and captures value. Below, each of the nine building blocks is developed, and then a summary canvas table is produced. (Mullins, 2006).
4.1 Customer Segments
AMTP has two different, but mutually reinforcing customer groups. On the demand side, there are landowners urban heirs, retiring farmers, and institutional and passive investors—as detailed in the market research section, who each own an under-used farmland and want to monetise it with little effort. Demanders include commercial buyers of agricultural produce such as food processors, wholesalers, highly valued retailers and restaurants, who are looking for traceable, sustainably produced crops in a direct and reliable supply chain. The platform and business model of AMTP is there to facilitate the transition from a weak source of small, poorly managed plots to something stronger: a single stream of high quality produce, professionally managed.
A secondary, longer term, customer segment is estate managers and institutional landholding advisors, who are not directly partnering land with AMTP, but are subscribing to AMTP's data and advisory layer for insight over a broader portfolio. This segment is smaller in size at the pilot stage, but an increasingly significant diversification in AMTP's customer base from land-partnership revenue.
4.2 Value Propositions
From the landowners' perspective, AMTP's value proposition focuses on passive asset monetisation with the asset retained: consistent, optimised yields and premium crop pricing with no physical involvement and full transparency with real-time dashboards, stewardship practices that enhance long-term capital value of the asset. Importantly, the value proposition is distinct from an informal contract farming, because active management burden is eliminated and independently verifiable reporting reporting, real-time is added; and it is different from simple leasing because it includes the retention of upside participation. (Mullins, 2006).
It's a certain, trackable, and growing number of sustainable, certified produce items coming from a direct line from a managed farmland as opposed to through opaque, multi-layered who quality from a number of small independent farms.
4.3 Channels
lesale chain. The forward-pricing arrangements give buyers cost certainty, while AMTP's centralised quality standards across several plots minimise the effort required by the buyer to manage
Landowners are approached via regional relationships with agricultural associations and landholder forums and through direct land relationship building, with land agents and valuers already working with this customer base for the NFU. Once a landowner is onboarded, the AMTP digital platform becomes a continuous communication channel, with primary touchpoint for reporting and communicating during the partnership term. Buyers are accessed via direct business development activities with food processors and ‘premium retail/hospitality’ accounts, which are complemented by AMTP's certification as a sustainable produce brand.
These channels are intentionally programmed: Awareness stage channels – NFU events and digital content, goes into a consultation stage channel, which is direct meetings with the Head of Land Partnerships and then into the platform itself as the retention stage channel once the land owner has signed. This process reflects what it takes for a landowner to build trust before putting the property up for trust, and makes sure that at every point in the “trust” process, the same channel isn't expected to do as much convincing as it can realistically do.
4.4 Customer Relationships
In partnership with land owners, AMTP creates a long-term, high-trust relationship by engaging the land owner in dedicated account management during the onboarding process, and by providing ongoing self-service transparency and transparency reports via the platform's live dashboards. Commercial customers require consistent contracted supply with account management that has a quality assurance and a forward volume planning function.
For the institutional/passive-investor category specifically, the relationship also entails periodic formal reporting in a format consistent with the governance and audit standards common to corporate and wealth management investors, and not typically needed from individual urban-heir or retiring-farmer landowners, but necessary to keep larger multi-plot institutional partners as AMTP expands.
4.5 Revenue Streams
Lease and revenue-share equity partnerships with the crop sales revenue are the main revenue generators of AMTP. A second source is premium prices garnered by direct B2B supply contracts, which do not rely on wholesalers. A third, asset light revenue stream is also planned over time, through a data-and-advisory subscription scheme with institutional landholders and estate managers interested in the use of AMTP's aggregated agronomic insight for other plots not directly managed by AMTP. (Mullins, 2006).
In the fixed-lease model, there is less uncertainty regarding the revenue to be collected but it will be limited to the agreed rent, while AMTP will take all the upside and downside of the harvest. The revenue-share model also introduces more variability into AMTP income, but also makes AMTP's commercial success more closely tied to the market price outcomes and landowner income derived from actual yields as a result of the commercial success of the project – which can also be considered part of the value proposition outlined above. Thus, the mix of lease and revenue-share transactions on AMTP's partnered land base is a choice made for risk management purposes as well as a reflection of customer preferences.
4.6 Key Resources
The secret sauce of AMTP consists of its proprietary digital platform and underlying IoT telemetry infrastructure, its agronomic and field-operations expertise, its portfolio of signed land-partnership agreements, and direct B2B buyer relationships. The company's brand is one of transparency and land stewardship – a strategic asset in an industry where trust is a major factor in relinquishing operational control of an asset to a company.
Human capital, in turn, is considered a part of the business, and the combination of agronomic, technological, commercial and financial skills of the founding team is regarded as a very important resource in the eyes of potential landowners who are not to be taken “grain in hand”. As AMTP scales, the growing body of operational data—the experience with yield, soil-health progression, landowner behaviour—gains in value and helps better inform land-planning decisions and the capability to serve as evidence to prospective landowners and investors in the demonstration of success.
4.7 Key Activities
The core activities cover a range of activities in two domains. In operation, AMTP carries out soil analysis, land preparation, selection of seeds, precision cultivation, irrigation, crop protection, harvesting, logistics up to B2B sales. On the business side, AMTP is responsible for acquiring land and creating partnerships; developing the platform and implementing IoT; analyzing data to support land management decision making and to inform landowner-facing dashboards.

4.8 Key Partnerships
At the heart of AMTP's asset-light delivery approach is strategic partnerships. They range from agritech hardware and IoT sensor companies, to seed and fertiliser suppliers, local contract labour and specialist agronomic services, agricultural land valuers and lease and joint venture legal advisors, as well as regional organisations like NFU and landholder associations offering prospective landowner partners. Forward-pricing agreements are also made with wholesale food processors, and serve as a partnership to cushion the blow of crop-price variability on AMTP's income.
Each of the categories of partnership has a different strategic function: hardware and input suppliers will lower AMTP's capital intensity and unit costs; labour/agronomic partners will allow AMTP to enjoy flexibility without a large fixed size headcount; legal/valuation advisers will ensure the integrity of all landowner agreements; and NFU, land-agent, and buyer partnerships will give AMTP trusted access to both sides of its marketplace, which a purely digital, unconnected new player will take much longer to develop independently.
4.9 Cost Structure
The variable costs of running the field operations such as labour, seed, fertiliser, irrigation, harvesting and logistics – are mixed with fixed costs of the digital platform, the IoT hardware and the core management team that will be responsible for AMTP. Another large indirect and variable cost associated with harvest performance is land-related payments (fixed lease rent or profit-share payments to landowners). Early stage capital expenditures are focused on deployment of IoT sensors, development of the platforms and setup of pilot sites, and the cost base is structured to broadly linearize as more acreage is brought under partnership.
The cost structure is designed with an emphasis on the variable costs (rather than fixed costs), given AMTP's model of engaging subcontracted labour and logistics rather than leveraging owned assets. This makes a break-even point more realistic for a relatively small scale of operations, and reduces downside risk in the event that the yield or contract volume of buyers are lower in the pilot stage than expected, since there is no operating history against which to base projections of the first year.
4.10 Summary Canvas
[image: ]
This canvas proves that AMTP's model is coherent internally: the value provided to landowners (transparency, passivity, land improvement) is directly supported by the value-added resources and activities (the platform, agronomic execution) that the model is designed to support, and that the model's revenues are designed to support the same value-added to the landowners as the landowner values.
4.11 Key Assumptions and Validation Requirements
The pilot phase assumes a number of things that are specifically being tested on the canvas. First, all three segments of landowners are willing to enter into multiple year lease or revenue-share agreements with a pre-launch venture, as is to be tested directly in the primary landowner survey and the expert interviews included in the market research section. Second, it is assumed that the IoT telemetry architecture can be reliably deployed and maintained at sites located in the rural environment and where the connectivity is not consistent, which will be confirmed with the technical specification work that is scheduled for the pilot deployment. Third, it is assumed that direct B2B supply arrangements can be achieved that will achieve a positive return on investment against traditional B2B supply arrangements, which will be tested in the pilot by early discussions with food processors and premium retail buyers. The canvas outlines a series of testable hypotheses, not a set of facts, consistent with the pragmatist, mixed-methods research philosophy informing this proposal and ensuring that AMTP's financial model, which is being developed concurrently with this proposal, is based on assumptions that have been, or are being, tested. (Braun & Clarke, 2006).
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5.1 Segmentation, Targeting, and Positioning
AMTP's marketing strategy relies upon a Segmentation Targeting and Positioning (STP) technique created straight off the 3 AMTP landowner personas discovered during the market research. Digital marketing and professional referral networks play a key role in targeting urban heirs, as they are generally more digitally savvy and live in cities. The segment's preference for a personal, relationship-based approach is addressed through local and regional engagement with retiring farmers, in trusted relationships, such as NFU branches and land agents. Direct business development and larger sized estate managers, wealth advisers and land agents are engaged with institutional and passive investors. (Mullins, 2006).
AMTP's positioning in all three segments is the same: A fully managed and digitally transparent alternative to traditional leasing or contract farming, which maintains land value and ownership control and eliminates all day-to-day operational burden. This single positioning is deliberately maintained, even though it's adjusted for each segment accordingly, in order to create one solid brand reputation for AMTP throughout the regional landholding community, not three separate ones. (Mullins, 2006).
Placements are also referred to the two alternatives that landowners have today: land and water. Whereas the simple cash-rent lease alternative is considered to provide an average return of 8%, AMTP claims to have a significantly more attractive return potential through profit sharing. AMTP emphasizes that the system is more transparent and less risky for farmers who are engaged in informal contract farming arrangements. This dual positioning is a key element of all marketing communication AMTP produces as it directly speaks to the two most recurring objections that landowners are expected to have during the sales process.
The positioning statements are also congruent in emphasis, but not in content, in the three segments. When addressing the urban heirs, communications highlight transparency and the passive nature of the arrangement, for this segment, visibility is usually the main concern, as they are usually not very knowledgeable about the asset itself. For retired farmers, communications focus on continuity, maintaining active ag status and related tax benefits, and maintaining existing ag use of the land; this group is likely emotionally as well as financially invested in the future use of the land. Communications focus on governance, reporting discipline and risk adjusted return for institutional and passive investors, who are more likely to follow a formal approach to all the decisions they make on entering a new operating partner.
5.2 Marketing Mix
Product: The service of managed farming is the main product of the company, which is provided by AMTP on a lease or revenue sharing basis and presented to the customer as a real product in the reporting of the digital platform. There are three service tiers - the standardised package for smaller holdings and the bespoke agronomic plan for larger and institutional holdings, as described in the company description - land size, crop specialism and level of landowner involvement desired.


Promotion: The targeted digital marketing efforts (search and social content geared toward urban heirs exploring land management), as well as the offline relationship marketing efforts (NFU branches, land agent networks, and agricultural shows, which are trusted sources of information for the retiring-farmer segment), are integrated into a promotional activity.
People: In this trust-sensitive environment, AMTP's land-partnership and account-management personnel are the human front of the brand and complemented by agronomic experts who help to validate the landowner's trust that their asset is in good hands. In these positions that focus on customer engagement, preference for candidates is given to individuals who already have regional credibility and expertise, such as experience in land agency, farm management, or agronomic advice, rather than sales experience in general, as the sale is likely to depend as much on the landowner's perception of the person involved as it does on the AMTP brand in general.
Process: A structured and transparent process that starts with the initial land assessment and ends with the contract signature and activation of the platform is used as a marketing tool in itself, showing the professionalism that landowners are asked to trust in with their asset. All of this is documented and clearly communicated to the potential landowner ahead of time so there is no ambiguity or unexpected delays at a time that the landowner needs to trust the project is moving forward.
Physical Evidence: Live dashboards on the AMTP platform, as well as on-site monitoring through IoT hardware and on-site drone monitoring, are tangible evidence points that further underscore the transparency promise that lies at the heart of AMTP's brand. Potential landowners are provided with a demo dashboard with anonymised pilot data at the time of the consultation phase of the land sales process to illustrate the transparency proposition more than just verbally, where possible.
5.3 Marketing Budget and Phasing 
Marketing spend during the pilot period is carefully kept to a minimum and focused around the lowest cost-per-lead avenues highest in trust, including NFU and landholder-association partnerships and direct land-agent referrals, with a small, targeted digital budget dedicated to targeting the urban-heir segment. The phasing accounts for the venture's early-stage financing restrictions and also the fact that, for a trustworthy category like this, a small amount of quality and convincing leads is likely to convert much better than a lot of low context digital leads. Marketing budget is likely to ramp up as more pilot acreage and areas are targeted and case-study evidence becomes available, and not be front-loaded with evidence before piloting.
5.4 Digital Marketing and Content Strategy 
AMTP's focus for the urban-heir segment is a targeted digital marketing campaign that features search-engine content to answer some of the questions many urban-heirs have about how to deal with inherited farmland, case studies of pilot landowners on social media and search advertising to people actively looking for ways to lease or manage their land. The transparency tools are always front and center in this type of content, as this is often the main complaint of this segment, rather than a price comparison.
The retiring-farmer and institutional segments are where digital activity is less dominant, but where a credible online storyline, testimonials and technical detail is used to support the relationships they develop with the NFU branches, land agents and by developing their own business relationships, allowing them to access the information slowly and consider it before taking the next step – a consultation.
Content strategy is also employed in order to help position AMTP as a credible, expert operator as opposed to just a technology start-up. Articles and short video content about AMTP's regenerative farming practices, its approach to Agricultural Property Relief preservation, and general education on the ELM scheme, are published anonymously by the Head of Agronomy and Operations and the Head of Finance and Compliance, so prospective landowners can have a clearer understanding of the specific expertise of the people who will be managing their asset prior to any direct conversation with a salesperson.
5.5 Sales Strategy and Customer Acquisition 
AMTP's sales model takes a 'consultative' approach to land sales, in contrast to a 'transactional' approach, and involves a great deal of trust and legal commitment that is necessary when selling land for leasing and/or partnership. The acquisition funnel starts with a regional partnership, referral and digital content promoting awareness, followed by an educational consultation, during which AMTP's operational and financial model is presented in detail, and concludes with a structured legal and technical onboarding process assisted by the Head of Land Partnerships along with specialist agricultural solicitors. (Mullins, 2006).
The sales approach is the more traditional key account selling, whereby B2B produce buyers are focused on food processors, wholesalers and premium retail and hospitality buyers, and forward-pricing contracts are employed as a sales technique and as a risk management instrument for B2B to limit the risk of exposure to fluctuations in crop prices.
There are a few practical indicators of sales performance during the pilot: Number of qualified landowner enquiries recorded per month; conversion rate (from initial consultation to signed agreement); Average acreage per signed agreement; Number of forward pricing contracts signed per monthly sales volume (on the buyer side). These metrics enable the Managing Director / Head of Land Partnerships to determine early in the roll-out which channel – digital, NFU referral or land-agent introduction is delivering the best quality landowner leads and then redirect marketing effort accordingly, before the bigger rollout in the region.
5.6 Branding and Communications
For this reason, the values defined around the transparent stewardship and technology-enabled trust are the core of AMTP's brand identity, which was particularly selected to overcome the traditional scepticism landowners have towards contract farming and third party land management. The live dashboard experience is always included as an illustration of this transparency, with evidence of soil improving, regrowth, farming practice, making AMTP more than just a farming operator, it's also a protector of land value.
In terms of the language used, visual and written brand materials are not in the same generic, corporate-agritech tone as other international competitors, but instead use simple, clear language on why land is being used, what is being produced, and what the landowner is being paid for; reflecting the practical and detail-oriented tone of the target market. Case studies and testimonials from pilot landowners is considered the number one most valuable piece of brand content AMTP can create - it is more effective in resolving the scepticism objection than any messaging AMTP can write.
5.7 Customer Retention and Growth
Aside from the initial acquisition, AMTP's retention programme is based on the constant clarity and financial results provided through the platform and on regularly scheduled check-in meetings with account managers and annual reviews of lease and/or revenue-share agreements. An important secondary acquisition channel is referral, which is anticipated to happen within the local farming network and landholding community that is very much interconnected, and will help the scaling up of AMTP beyond the pilot region by providing positive outcomes for early pilot landowners.
There is also a structural- or incentive-based element of retention; AMTP's own financial success is tied to the same outcomes for both yields and soil quality that landowners value, fostering a natural alignment of interest that minimizes the likelihood of the conflict that can occur in a more straightforward landlord-tenant lease scenario. If the agreement with a landowner is about to expire, AMTP's account-management approach involves a carefully considered examination of platform information including yield trends, indicators of soil health and payout records, and provides a platform for both parties to have an evidence-based basis for discussing the renewal of the agreement as opposed to a purely relationship-based negotiation.
5.8 Marketing and Sales Roadmap
The pilot phase focuses on marketing and sales to achieve the initial 100 acres of partnered land in the West Midlands and 2+ direct B2B supply contracts, based on the business goals in the company description. The marketing investment in this stage is deliberately directed at the relationship building activity, NFU partnership development, engaging land agents, and direct landowner consultations, and not at the level of broad reach digital advertising that marks the initial sales motion, as marketing practices are sensitive to trust and low volume. (Mullins, 2006).
After successful pilot validation, marketing investment will be redirected to more detailed content-marketing programme based on pilot case studies and marketing investment will be increased to campaigning at a regional level. The buyer-side sales organisation at this stage should also expand in tandem with the number of key-account managers needed to obtain the volume of forward-pricing contracts to cover the harvest of an expanding partnered land base. In this expansion, the marketing and sales roadmap will always be below the criteria for operational readiness outlined in the operational plan, so AMTP will not sign up acreage and buyer volumes that it is not yet able to reliably handle with its field operations and technology infrastructure.


[bookmark: _Toc238562120]6. OPERATION PLAN
6.1 Operational Overview
AMTP's operating model is based on a repeatable, tech-enabled “seed-to-sale” process applied to all plots of land that are partnered with, including those in leases as well as those in revenue-sharing agreements. By engaging in subcontracted field labour and technology/publishing functions coordinated on a regional level, the operational plan is scalable, starting with the initial 100-acre pilot and expanding to a large, multi-region footprint, with no proportional increase in core management overhead. (Mullins, 2006).
The plan is specifically built on a core team, digital platform (central planning and technology layer), which can be used by an increasing number of plots with relatively small increases in headcount, followed by the regional subcontracted labour and agronomic specialists (field-operations layer) who are added as acreage grows, and finally, the site (crop land, IoT hardware, and individual plot crop cycle) layer. This multi-layered approach is what enables AMTP to manage acreages and not incur a linear increase in fixed cost, which is critical to the long term viability of the venture.

6.2 Land Onboarding Process
A new partnered plot goes through a carefully planned onboarding process: starting with a site assessment and soil analysis; setting up an IoT sensor network, smart metering and, if necessary, a drone-imaging schedule; agreeing the crop plan and cultivation calendar; and activating the landowner's live dashboard on the AMTP platform. This process is intended to be completed in a finite period of weeks per plot and as the operation grows, AMTP will put new acreage into production in a predictable fashion. Regardless of plot size, all plots are onboarded using a standardised checklist (legal paperwork, technical survey, installation of equipment and activation of dashboard), which prevents loss of quality and speed of onboarding as the number of plots being partnered increases, and provides the Head of Agronomy/Operations with a consistent basis for scheduling capacity on the field team for multiple simultaneous onboarding events.

6.3 Field Operations and Crop Management

Crop planning decisions are taken by the Head of Agronomy and Operations in consultation with external agronomic specialists if they are involved in the partnership (if external specialists are required on a higher value or less familiar crop type the in-house expertise of AMTP is supplemented rather than stretched as the range of partnered plots and local growing conditions increases). The crop plan for each plot is considered and adjusted at least once during the growing season based on the actual yield and soil-health data gathered using the IoT platform, instead of making adjustments based on long term multi-year data.

The core of AMTP is its IoT telemetry infrastructure, comprising of sensors and smart meters deployed in the field that collect data on soil moisture, plant health, and equipment performance, and then relay the information through a LoRaWAN network with cellular backhaul to protect against connectivity issues in rural areas. This data is used within the internal decision making process, enabling the Head of Agronomy and Operations to address irrigation, pest or nutrient issues in real time, and also used in the landowner-facing dashboards that is the heart of AMTP's transparency offering. When the communication networks are interrupted, then the data collected by the Hybrid telemetry nodes is stored locally, and no loss of operational or financial data will occur during the gaps.
The platform is designed as a modular web and mobile application, whereby the reporting interface is presented to the landowner and the internal agronomic planning tool is accessed by AMTP's field and management staff. This separation enables the Head of Technology to experiment with internal planning capabilities without impacting the landowner experience and to introduce new landowner-centric features as the venture's data maturity increases over time – for example, new financial reporting views or sustainability metrics. The platform carries sensitive personal data from landowners, as well as commercially sensitive yield and financial information, and data security and compliance with GDPR is seen as a key requirement rather than an optional technology.
6.5 Supply Chain and Logistics
All the partnered plots are centrally procured for input materials like seeds, fertilizers and irrigation equipment to ensure a good price for the inputs and quality standards, and supply distributed to individual sites based on the crop plan of each plot. Outbound logistics are organised to ensure that the harvested produce reaches to the contracted B2B buyers with priority to direct-to-processor and direct-to-retailer or hospitality routes to cut down on the traditional wholesale market intermediary system and support AMTP's premium pricing policy.
In the pilot stage, the logistics capacity is deliberately not fixed by the use of owned vehicles, but by short-term contracts with haulage companies, limiting the investment in the logistics to a small, but known fixed asset before harvest volumes and volume buyer relationships are proven. The operational plan will increasingly incorporate a mix of owned and contracted logistics capacity, as volumes can be fed and managed under contracts until it becomes viable to use dedicated vehicles and storage facilities to handle consistent volumes.
6.6 Human Resources and Organisational Structure
AMTP's core team of Managing Director, Head of Agronomy, Operations, Head of Technology and Head of Finance and Compliance are supplemented operationally by subcontracted field labour, specialist agronomists and machinery operators, all sourced from local contract-labour partnerships. This has helped to maintain AMTP's fixed staffing numbers while providing versatility in accessing skilled labour on a need-to-have basis for each phase of the farming year, directly solving the labour-gap problem that AMTP was designed to alleviate for individual landowners.
Standing agreements with local contractors replace ad hoc agreements with field labour and machinery-operator, providing AMTP with a degree of consistency in accessing capacity during peak planting and harvest periods when the need for skilled agricultural labour is highest in the region. The organisational structure also allows the possibility of having regional operations managers as the pilot expands to scaled operation, with each being responsible for managing a group of partnered plots, while maintaining the discipline of span-of-control between the central Head of Agronomy and Operations and the subcontracted field teams.

A combination of the regenerative agricultural practices which are built into each crop plan, minimum tillage, organic fertilisation and precision micro-irrigation ensure quality, along with continuous monitoring of the crop via IoT which alerts to deviations from anticipated crop-health parameters in time for corrective measures to be taken. The practices not only ensure crop and produce quality to B2B buyers, but also ensure long-term value of the land's asset to the landowner, further aligning AMTP's operational standards with its commercial value proposition.
Formal quality check points are incorporated in the harvest and logistics process, with product quality examined against agreed specifications with the buyers prior to dispatch, and any deviations entered into the operational record of the concerned plot on the platform. Eventually this record can serve as a powerful evidence base to show that the quality of the crop was consistently good to existing B2B buyers when negotiating the renewal of their contract and will also be able to show which changes to the crop plan have worked best with regard to yield and quality within similar plots, which will contribute to the crop-planning review process as described above.

Other operational risks include data loss or connectivity issues from sensors in the field which are deployed with the IoT, managed by Hybrid local Storage / Low frequency LoRaWAN / Cell Backup; and Crop failure from Climate Volatility / Pest Attack, managed by Diversified Crop Rotation, Disease resistant seed varieties and Comprehensive crop Insurance. Legal and structural risks relating to the loss of landowner tax reliefs are controlled by employing specialist UK agricultural solicitors to ensure that each lease or joint-venture agreement is designed correctly as a Share Farming or Farm Business Tenancy arrangement.
6.9 Scaling the Operating Model
After successful validation on the 100-acre West Midlands pilot, AMTP's next operational step is to gradually expand to other areas of the country with similar land holding profiles, carrying out a similar field operations, onboarding, and technology deployment process with every new site. The core technology platform and core procurement & logistics functions are developed to work for multiple regions at once, so incremental acreage can be leveraged with a largely proportional, not exponential, increase in operating cost and supporting AMTP's longer term goal of being one of the UK's leading digital land-stewardship operators.
6.10 Operational Performance Monitoring
Every partnered plot is tracked by a consistent set of metrics directly from the IoT platform such as yield per acre vs the crop plan's goal, soil-moisture and vegetative-health index trends, input-cost variance vs budget, and on-time delivery performance vs B2B buyer contracts. They are monitored monthly at plot level by the Head of Agronomy and Operations and on a quarterly basis by the wider founding team, which provides AMTP with an evidence-based, not anecdotal, basis for determining the need to adjust a plot's crop plan, the need for extra field-labour capacity and when a landowner conversation about underperformance is necessary prior to a plot's next renewal.
The performance measurements on the landowner facing dashboards in the technology infrastructure section are based on this same performance data, so that internal management information AMTP uses to run the business is based on the same set of data as the external information landowners see. This consistency is intentional, as this provides the landowner assurance that there is no risk there is a disconnect between the information the landowner receives from AMTP and what AMTP is doing internally in managing the land, strengthening the transparency positioning as stated in the company description, market research and marketing strategy sections of this proposal.
6.11 Operational Readiness for Scale
Prior to expanding beyond the West Midlands pilot, the operational plan for AMTP will require that the pilot deployment demonstrate: the viability of a subcontracted labour and logistics model to meet the demands of peak season while maintaining quality and delivery timeliness; the reliability of the onboarding process for reliable completion within the target timeframe across plots of varying size and condition; and the reliability of the IoT telemetry infrastructure across the range of rural connectivity conditions encountered. Once these operational readiness milestones are achieved, in addition to the commercial and financial milestones outlined in the company description, the operational plan will involve the replication of the model in a neighbouring region – putting AMTP on a basis of proven operational ability, not financial opportunity.
This readiness-gated scaling approach also directly impacts AMTP's fixed asset investment sequencing, headcount and logistics capacity investments. The operational plan strategy is not to commit to a specific multi-region expansion timeline, but rather to make capital and hiring investments as each readiness criterion is met based on the previously mentioned pilot evidence. This disciplined approach is designed to shield AMTP and its landowner and buyer partners from the sort of ‘over-reach' that has been experienced by other similar agritech businesses elsewhere in the world, where rapid geographical expansion has occurred before the necessary operational scale and technology have been developed to back it up.



 


[bookmark: _Toc238562121]7. HUMAN RESOURCE CAPITAL ALLOCATION
7.1 Founder and Core Team Roles
The original workforce plan is designed to be slim because of the capital restrictions of the venture as well as the inherent nature of the Farming-as-a-Service model that depends on subcontracted field capacity instead of a large fixed workforce. The founder is the Managing Director at launch and is directly responsible for the development of landowner relationships, lease negotiating and joint-venture negotiations and direction of the venture commercially. This founder-led approach is essential as AMTP's most precious resource at the pre-launch stage is trust: prospects need to be convinced to put their operational control of a valuable asset in the hands of a new business, and the founder's hands-on, visible presence in every early landowner meeting is a key element to building the needed credibility for the marketing and sales approach. (Mullins, 2006).
The founding leadership team is completed by three more key roles: Head of Agronomy and Operations (crop planning, field execution and management of subcontracted labour and machinery operators); Head of Technology (IoT telemetry architecture and landowner facing digital platform); Head of Finance and Compliance (financial modelling, funding relationships and regulatory issues such as Agricultural Property Relief). Every one of these roles is filled at launch, either as a founding partner, or as the first staff member, due to the credibility of AMTP's offering being based on the ability of landowners to see specific named skills and expertise in each dimension of the service prior to their investment in land.
7.2 Staffing at Launch (Month 1)
For the time being, AMTP is restricted to the four key leadership positions outlined above. There are no permanent field labour, machinery operators or junior administrative staff on site at this stage, but field capacity is secured via standing agreements with local contract-labour providers and specialist agronomists, specifically for the 100-acre West Midlands pilot. This allows for the four core salaries to remain fixed at this launch stage, while the majority of early capital is used to develop this platform, deploy IoT hardware and acquire landowners, instead of having a large standing payroll that the landowner base that has not yet been established justifies.
7.3 Staffing at Six Months
AMTP expects to hire a Field Operations Coordinator (FOC) in the pilot's second planting cycle (month 6) to serve as a daily liaison between the Head of Agronomy and Operations and the subcontracted field teams in the pilot plots. The role is created to relieve the Head of Agronomy and Operations of the mundane admin tasks of scheduling and site-visits, so that the Head is able to concentrate on the quality of the crop-plan and supplier relationships as more plots become active. In parallel, a part-time Marketing and Landowner Engagement Assistant will be expected to assist the Managing Director in producing the content, coordinating events with landowner associations and NFU, and being the initial point of contact for incoming landowner enquiries, as the volume of leads grow from the pilot once early case study evidence is available.
7.4 Staffing at Twelve Months
By month 12, if the pilot has achieved the milestones for onboarding and operational readiness as specified in the operational plan, AMTP expects to establish the Field Operations Coordinator position as a full-time Regional Operations Manager, with the first of what will likely be a small cadre of regional managers as acreage moved into the pilot progresses. It is also expected at this stage to have a junior Platform Support and Data Analyst to support the Head of Technology in the day-to-day maintenance of the platform, answering landowner support queries and the initial structuring of the operational performance data outlined in the operational plan. The total headcount will therefore be around six to seven at 12 months, which remains a low workforce as compared to other agricultural operators, and will continue to be based on subcontracted employees, with the exception of the field labour and specialists in agronomic inputs.
	Role
	Month 1 (Launch)
	Month 6
	Month 12
	Basis of Engagement

	Managing Director / Head of Land Partnerships
	In post
	In post
	In post
	Founder, direct employment

	Head of Agronomy and Operations
	In post
	In post
	In post
	Founding team, direct employment

	Head of Technology
	In post
	In post
	In post
	Founding team, direct employment

	Head of Finance and Compliance
	In post
	In post
	In post
	Founding team, direct employment

	Field Operations Coordinator
	—
	Added (part-time/contract)
	Formalised to full-time Regional Operations Manager
	Contract, transitioning to direct employment

	Marketing and Landowner Engagement Assistant
	—
	Added (part-time)
	Retained (part-time)
	Direct employment, part-time

	Platform Support and Data Analyst
	—
	—
	Added
	Direct employment, junior/graduate hire

	Field labour, machinery operators, specialist agronomists
	Subcontracted as required
	Subcontracted as required
	Subcontracted as required
	Standing local contractor agreements



7.5 Skills Required and Skills Gaps
The skills needed that are applicable throughout this structure are: commercial and relationship skills, including land-partnership negotiation and key-account management with the B2B buyer; agronomic and operational skills, such as crop planning, precision-agriculture practice and management of suppliers and labour; technical skills, such as IoT systems architecture, mobile and web platform development, and data infrastructure; and financial and compliance skills, including financial modelling, agricultural tax and tenancy law, and investor relations. The principal deficiency in the founding team that is acknowledged is that most of them do not have any particular expertise in specialist agricultural legal matters; the Head of Finance and Compliance is likely to have a broad background in commercial and regulatory law, but it is specialist legal input on matters of structuring Share Farming Agreements and Farm Business Tenancies under the Agricultural Holdings Act 1986 and the Agricultural Tenancies Act 1995 that is missing. A second gap is the need for specific technical input outside of the Head of Technology's general background in software development to hardware, which is applicable to larger deployments of IoT hardware in remote rural environments, where the Head of Technology is expected to draw on his experience in software development to guide the pilot implementation. (Mullins, 2006).
7.6 Recruitment Strategy
Hiring for founding leadership positions favours candidates who have direct and credible experience in their respective regions, with an emphasis on being involved in the agriculture industry; preference is given to candidates who have experience in either land agency or farm management or agronomic advice, as the trust level of landowners in the pilot phase is closely tied to the perceived skills of the specific individuals running their asset. The Field Operations Coordinator and Regional Operations Manager positions that are planned in the regions at six and twelve months will be the same, with recruitment, wherever possible, being done through the existing regional networks of farm managers rather than a generalist approach. The Platform Support and Data Analyst role, however, is recruited in more traditional ways by the technology industry because the credibility that this role brings to the landowner is less personally trust dependent, and more dependent on the reliability of the platform's performance.
7.7 Training and Development
AMTP's model is technically and regulationally complex, so structured onboarding is provided for all new hires, ranging from the lease and revenue-share terms and conditions, to how the IoT telemetry and dashboard platform is used, to AMTP's agronomic standards. This makes sure that anyone joining AMTP, even if experienced in the commercial or technical field knows how it is different from a farm-management / agritech position. Existing training requirements will focus on the Field Operations Coordinator and Regional Operations Manager, who will be responsible for more plots and should be provided with refresher training every few months on the crop-planning review process and IoT fault-diagnosis procedures outlined in the operational plan, which will be a shared responsibility between Head of Agronomy and Operations and Head of Technology. (Mullins, 2006).
7.8 Outsourced and Professional Support
AMTP does not have a large number of direct operational staff, but rather employs a number of retained outsourced professional advisers that also provide the expertise when needed and in small quantities, in addition to any direct employees employed through subcontractors. Each lease and joint-venture agreement is structured and reviewed by a specialist UK agricultural solicitor, directly addressing the above legal skills gap. An external accountant is engaged to assist the Head of Finance and Compliance in preparing statutory accounts, administering payroll and filing tax returns, and a freelance web and platform engineer will be engaged when the Head of Technology needs support at a particular point in time when the platform is under development in a concentrated way and the capacity of the core team is not enough. Insurance broking and placement of crop-insurance is also outsourced to a specialist agricultural insurance adviser, which means that AMTP's crop failure risk-mitigation strategy is supported by an appropriate and specialist underwriter (agricultural insurance adviser) and not a generalist commercial underwriter.
7.9 Organisational Structure Summary
Combined, AMTP's human resource plan illustrates a well-planned transition: a small, authoritative founding team at start-up; a small operational team that was added at six and twelve months to meet the demand for more acres in the field; and consistent subcontracted field labour and professional advice from outside. This is intended to support AMTP's capital to build the platform, acquire landowner rights and execute the pilot, whilst providing a scalable organisational template – a small core team with regional operations managers – which can be replicated in other parts of the UK once the pilot has reached the operational and financial milestones defined above.


[bookmark: _Toc238562122]8. BUSINESS ANALYSIS MODELS
8.1 Purpose and Approach
For completeness, and from complementary perspectives, the following five established business analysis models are applied to test the commercial logic of AMTP: the market research and validation section of this proposal details the development of PESTLE and Porter's Five Forces; the Strengths, Weaknesses, Opportunities and Threats (SWOT) summary is recapped here; a dedicated Competitor Analysis and Ansoff Matrix are detailed below. The section is concluded by a brief synthesis where the five models are all put together to demonstrate their contribution to the strategic direction that is stated in the company description and operational plan. (Mullins, 2006).
The use of 5 models instead of one is a conscious method. Both the external attractiveness of the opportunity (PESTLE and Porter's Five Forces) and the internal ability to capture the opportunity (SWOT and Competitor Analysis) are necessary elements for a single individual model to test. The external and comparative picture is then combined into a forward looking, risk ordered growth decision using the Ansoff Matrix so that the business analysis carried out in this section is not a purely descriptive exercise, but is directly linked to a specific recommendation for growth. (Mullins, 2006).
8.2 PESTLE Analysis 

The strategic implication of the PESTLE analysis is that the situation and the timing are favourable, but not forever: the policy window created by the ELM scheme and the generational transfer of farmland to urban heirs are other arguments for the need to focus on market penetration in the near term rather than more cautious expansion, not least because they are not certain to remain as they are for long enough to justify this.
8.3 Porter's Five Forces 
The above analysis of the industry structure indicates that there is moderate entry barrier due to the need for capital and trust to emulate the AMTP model, high buyer power as the buyer is a consolidated food-supply purchaser, and moderate supplier power because there is a large base of agritech hardware and input suppliers in the market, yet the existing suppliers of contract farming are fragmented and largely non-digital.The analysis of the industry structure, fully developed in Section 3.3, shows moderate entry barrier due to the need for capital and trust in order to replicate AMTP's model, and high buyer power because the buyer is a consolidated food-supply purchaser. Meanwhile, the supplier power is high due to an abundance of suppliers, who sell agritech hardware and input, and the market is fragmented, largely non-digital, which indicates moderate competitive rivalry. The outlook is favorable for an industry outsider who has differentiated products but is not necessarily a safe bet. (Mullins, 2006).
For AMTP, the most important of the five forces is the bargaining power of the buyers, as it directly influences the price that can be negotiated for the harvested crop and thus directly influences the revenue assumptions in the financial plan. As a result, AMTP's solution (forward-pricing contracts and a conscious strategy to go direct to processor and/or direct to retailer, rather than volume sale through consolidated wholesale intermediates) is viewed as a commercial priority, not an alternative refinement of the sales strategy.
8.4 SWOT Analysis 
The main thing that sets apart AMTP is the unique digitally transparent business model that is not clearly replicated by current UK competitors and a founding team with commercial, agronomic, technological and financial expertise. The main drawback of this one is that it has no track record as an operating pre-launch business. Favourable opportunities include policy alignment with ELM schemes, and that the farmers will be in a position to seek an exit or succession; threats come from the potential of existing contract farming businesses digitising their own product before AMTP gets to scale and the farmer scepticism about a new operator. Details of this are given in Section 3.6.
8.5 Competitor Analysis
In addition to Porter's Five Forces industry analysis, a detailed assessment of AMTP's competitive substitutes reveals the areas where the venture is truly differentiated and where it has to play on more traditional playing fields. There are four general competitor types of relevance to a UK landowner interested in AMTP's solution.
	Competitor Category
	Description
	Strengths
	Weaknesses relative to AMTP

	Traditional contract farming firms
	Localised operators who farm land on behalf of an owner for a fee or share of output
	Established local relationships; low overhead
	Rarely digital; little to no landowner-facing reporting; inconsistent quality standards across operators

	Cash-rent land agents / letting agents
	Facilitate simple fixed-rent tenancy agreements between landowners and tenant farmers
	Simple, well-understood legal model; low administrative burden for the agent
	Landowner loses operational upside and visibility once let; no technology layer; no shared incentive on yield or soil health

	International agritech / FaaS-style platforms
	Emerging platform-based farm management ventures operating in North America, the Netherlands, and other advanced agricultural markets
	Access to more mature precision-agriculture technology stacks and investment capital
	Little to no established presence or land-partnership footprint in the UK regulatory and tenancy environment

	In-house institutional farm management
	Large landholding institutions and estates that manage land directly through employed farm managers
	Full internal control; economies of scale for very large estates
	High fixed cost, impractical for small-to-medium landowners; not designed to serve fragmented individual landholdings


None of the competitors found in this review have the full picture of operational execution and landowner-friendly IoT telemetry in the UK market in particular, further supporting the market research finding that AMTP has a truly underserved competitive position. The biggest short-term competitive threat is not a like-for-like competitor but rather that the well-known local contract-farming operator develops its own simple reporting app, something AMTP is working on quickly getting a foot in the door to prove with case-study data and landowner referrals.
Another competitive factor is switching costs. Signing a multi-year lease or joint-venture agreement with a traditional operator is generally the first step and moving to AMTP will likely require waiting for the expiration of the term of the existing agreement, so that the most likely opportunities to move to AMTP may be land that is left fallow or is informally rented out on a short-term rolling basis or land newly acquired and not under any formal arrangement. This observation feeds directly into the target-customer prioritisation outlined in the marketing & sales strategy, which prioritises urban heirs of newly-acquired land and landowners with short-term tenancies that are coming to their end, over landholders who are already signed up to traditional tenancies.

8.6 Ansoff Matrix
The Ansoff matrix is used to structure the Ansoff Matrix of growth options for AMTP into a sequence of steps that are ordered by the degree of risk on each of these options, from smaller risk with existing markets and services, to larger risk with new markets and services. (Mullins, 2006).
Market Penetration (lowest risk, immediate priority): Maximise existing relationships and referrals from landowners within the pilot region to further develop AMTP's presence in the region, without expanding its geographic reach or services provided, and build on the platform and operational infrastructure already developed for AMTP's pilot.
Market Development: Once the operational readiness criteria outlined in the operational plan are fulfilled, market development is carried out that involves replicating the successful pilot model, land-partnership structure, technology platform and operating process in other English regions with comparable landholding profiles.
Product development: expanding the revenue stream of AMTP by bringing a data and advisory subscription service to the doorsteps of existing institutional and estate-management landowners who already have an existing land-partnership revenue stream.
Diversification (highest risk, longer-term): The highest risk diversification (long-term) is considered last in order of preference, because it involves new markets and, if applicable, a new revenue and/or regulatory model in the case of a carbon brokerage service.
This sequencing follows the readiness gated pathway for scaling outlined in the operational plan: AMTP's growth strategy explicitly does not seek to pursue market development or product development or diversification earlier than when enough operational and financial proof is achieved in the market-penetration phase to warrant the next, higher risk step.

8.7 Synthesis of the Five Models
The five models converge to a strategic conclusion. The macro-environment and the industry structure (PESTLE and Porter's Five Forces) support a technology-based entry that is differentiated; and the industry characteristics and the lack of a dominant incumbent in the same competitive space is confirmed by the SWOT analysis and Competitor Analysis. The Ansoff Matrix converts this into a decision rule: AMTP should aim to grow its business in its current pilot market first, before moving to market development, product development or diversification; and attempt a stage of growth in a venture only after operational and commercial proof points have been achieved in the previous stage.
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9.1 Funding Requirement and Sources
Its pre-launch and pilot stage funding is estimated at around £655,000, for platform development, initial IoT hardware deployment, land preparation and inputs in first cycle, salaries of the core team and working capital to realise the first harvest revenue from the pilot. In order to achieve this requirement, the sources of funding are proposed to be a combination of sources as opposed to one funding source—in this case, the mixed commercial and public-policy relevance of AMTP's regenerative farming model means that it is not dependent on any single investor or lender. It is likely founder/co-founder equity will provide initial seed capital, with an external angel or seed-stage equity investment aimed at investors with an interest in agritech or sustainable-food businesses. AMTP is also looking to tap into any UK agritech or sustainable farming innovation grant funding that comes available, since the direct link between AMTP's regenerative practices and current government policy under the Environmental Land Management scheme means that the company anticipates that this will be an opportunity to secure a modest asset-based loan, that is redeployable if needed, against the hardware and field equipment currently being utilized by AMTP. (Mullins, 2006).
The aim of this blended structure is to align each funding source with the type of expenditure that it is best suited to finance. Founder equity, the earliest and most unconditional investment, goes first to the most basic and uncertain expenses, namely initial platform development, prior to any outside approval of the business plan. Where funded, grant money is allocated to those elements of the platform and hardware build that best reflect the regenerative, environmentally-friendly practices these schemes aim to support, supporting the funding case and AMTP's overall policy-alignment position outlined in the PESTLE analysis. The asset based loan is deliberately separate from the repayment of working capital or salaries, since it represents tangible security for the lender, and because the repayment of the loan will be linked to a depreciating physical asset, instead of to uncertain revenue from early crops, it makes the loan's early debt obligations manageable and transparent for prospective equity investors of AMTP.
9.2 Cost Structure
The capital components of AMTP's cost base are clearly distinct from the operating (recurring) costs. The first 12-months spending is dominated by the development of the minimum viable product for the AMTP digital platform as well as the 100-acre pilot's need for the sensor network for IoT, drone imaging capability, and smart metering hardware. The main recurring operating expenditure items include the four basic team salaries, land lease payments under fixed leases to landowners, subcontracted field labour and specialist agronomic input, marketing and landowner acquisition activity, legal and professional fees (especially lease and joint-venture structuring) and insurance and general administration. This cost line is not fixed and is deliberately variable in order to allow AMTP to be flexible with field-operations costs in line with the crop calendar – increasing during planting and harvest and reducing in quieter times of the crop cycle. (Mullins, 2006).
9.3 Revenue Assumptions
Pilot revenue is assumed to follow a blended model similar to the Business Model Canvas: Of the 100 total pilot acres, about 40 acres will be in fixed-term land lease agreements, where AMTP will take 100% of the crop-sale proceeds, while the landowner will receive a fixed rent, and about 60 acres are assumed to be in revenue-share equity partnerships, with net proceeds from the crop sales split between AMTP and the landowner, based on an agreed distribution ratio. When the crop production is arable and horticultural, a meaningful revenue from this crop is not expected until later in the first operating year, after the planting of the spring crop, and experiencing a growing season until harvesting in the autumn; it is also possible to model a smaller but quicker harvest from the end of the first 12-month period. (Mullins, 2006).
The timing of the revenue is not an optimistic assumption, but rather a deliberate modelling assumption, and this is why the funding need for Section 9.1 is sized to cover the full period rather than the early revenue is assumed to offset costs.
9.4 Twelve-Month Cash Flow Statement
The first twelve months of AMTP's operation (pre-launch and pilot) are indicative of the monthly cash flow and are separated into two halves of six months each for clarity. All figures quoted in pounds sterling and rounded to the nearest pound. The cost assumptions have been updated using the latest UK CPI rate of 2.9% (July 2026) to reflect current prices.

Months 1-6
	
	M1
	M2
	M3
	M4
	M5
	M6

	Inflows: Grant / Equity Draw-down
	£380,000
	—
	—
	—
	—
	£175,000

	Capex: IoT Hardware & Equipment
	£92,610
	£20,580
	£10,290
	—
	—
	—

	Platform Development
	£15,435
	£15,435
	£15,435
	£10,290
	£5,145
	£3,087

	Core Team Salaries
	£17,493
	£17,493
	£17,493
	£17,493
	£17,493
	£20,066

	Land Lease & Subcontracted Labour
	£4,116
	£6,174
	£9,261
	£10,290
	£9,261
	£8,232

	Marketing & Acquisition
	£3,087
	£3,087
	£4,116
	£4,116
	£4,116
	£4,116

	Legal & Professional Fees
	£8,232
	£3,087
	£2,058
	£2,058
	£2,058
	£2,058

	Insurance & Admin
	£2,572
	£2,572
	£2,572
	£2,572
	£2,572
	£2,572

	Net Cash Flow
	£236,455
	-£68,428
	-£61,225
	-£46,819
	-£40,645
	£134,869

	Closing Cash Balance
	£236,455
	£168,027
	£106,802
	£59,983
	£19,338
	£154,207


Months 7-12
	
	M7
	M8
	M9
	M10
	M11
	M12

	Inflows: Grant / Equity Draw-down
	—
	—
	—
	£58,000
	—
	£42,000

	Capex: IoT Hardware & Equipment
	—
	—
	—
	—
	—
	—

	Platform Development
	£3,087
	£2,058
	£2,058
	£2,058
	£2,058
	£2,058

	Core Team Salaries
	£20,066
	£20,066
	£20,066
	£22,638
	£22,638
	£22,638

	Land Lease & Subcontracted Labour
	£7,203
	£6,174
	£9,261
	£11,319
	£7,203
	£5,145

	Marketing & Acquisition
	£3,087
	£3,087
	£3,087
	£4,116
	£3,087
	£3,087

	Legal & Professional Fees
	£2,058
	£2,058
	£2,058
	£2,058
	£2,058
	£2,058

	Insurance & Admin
	£2,572
	£2,572
	£2,572
	£2,572
	£2,572
	£2,572

	Net Cash Flow
	-£38,073
	-£36,015
	-£39,102
	£13,239
	-£39,616
	£4,442

	Closing Cash Balance
	£116,134
	£80,119
	£41,017
	£54,256
	£14,640
	£19,082



The revised cash flow statement presents a large outflow of cash during month one, reflecting the majority of platform-development and IoT hardware capital expenditure, followed by recurring operating outflows during the planting and growing season. The cost assumptions have been uplifted by 2.9% to reflect the latest UK CPI, while an additional £175,000 working-capital/equity draw-down is included in month six. The revised funding envelope of £655,000 keeps the closing cash balance positive throughout the 12-month pilot period and provides a small year-end cash buffer.
9.5 Break-Even Analysis
During the steady state operating period of the pilot, core team salaries, baseline legal, insurance and administrative costs are estimated at around £28,000 per month, as an average of combined monthly fixed and semi-fixed costs. On a blended basis across the pilot's lease and revenue-share acres, input and subcontracted labour costs subtracted, the contribution to this cost base will be around £900 to £1,100 net contribution per acre per year depending on the specific lease or revenue-share terms agreed and the crop grown. Based on this, the 100-acre pilot would be expected to provide enough contribution to meet fixed operating expenses after 18 months of harvesting, not after 12 months as the model of contribution in the first 12 months of the cycle suggests.
9.6 Sensitivity Considerations
Two sensitivities are considered explicitly as the revenue dimension of the plan is dependent on yield and market-price outcomes that are partly beyond AMTP's control. First, if the harvest yield or realised crop price is reduced by 10–15 per cent from the base case in Section 9.3, the target of 18 months operational break even is not likely to be met but will be delayed, as fixed costs are already kept deliberately low, and the funding round in Section 9.1 is sized with a margin of error over the base case cash flow shown in Section 9.4. Second, a slower than expected landowner acquisition pace (not less than 100 acres by the start of the growing season) would have a revenue impact that is roughly commensurate to the acreage lost while keeping core team salary and platform-development costs largely unchanged and would be the single variable most likely to materially negatively impact the financial position modelled here. Both sensitivities highlight the importance of the primary research and phased sales approach outlined elsewhere in this proposal, not just to academic significance but also in a commercial context. (Mullins, 2006).
9.7 Financial Feasibility Assessment
Overall, AMTP's financial plan suggests a more capital-intensive business than one might expect of a digital business – with the physical IoT hardware and land-operations costs – but one that is less capital-intensive than other comparable international agritech businesses, which have a financial plan that is built to leverage rather than a single big capital raise, that is dependent on blended funding. The most sensitive financial aspects are not the cost structure which is reasonably known from cost of farm systems available and has been well understood, but the revenue assumptions that rely on the crop yields and market price results, which are only partially within the control of the AMTP. This sensitivity accounts for why the operational plan has a strong focus on diversified crop rotation, crop insurance, and forward pricing contracts with buyers, and is a particular focus in the Reflection that follows.
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As I reflect on AMTP as a proposed venture, I feel the business idea is in principle realistic, but one that is only conditionally realistic based on the evidence they have identified as required to be realized but not fully collected as of yet. Secondary sources like DEFRA and Office for National Statistics land-use data show that there is a significant gap between passive land ownership and active farming using technology, and this is reflected in the demographic and policy shifts identified in the PESTLE analysis, which favour AMTP, and in the support for regenerative practice in the Environmental Land Management scheme. What the idea has not yet proven, however, is that landowners in reality will agree to enter into a legally binding lease or revenue-share agreement with an untried operator at the financial terms spread out in the financial model of AMTP. The hypothetical interest in the market expressed in a survey is a less robust piece of evidence than a signed pilot agreement, and I'm aware that that's the one area that presents the greatest uncertainty in this proposal.
Specifically, on-demand, I'm not really sure and don't want to risk my own ears. The number of landowners who currently own under-used land and the generational and policy pressures outlined above are sufficient to suggest that a viable market presents itself to solve a commercial problem, rather than simply a market validation problem, and that the credibility and regional connections of the initial team of developers (as outlined in the Human Resource Capital Allocation section) will be critical to the successful commercialisation of the problem.
In terms of the financial assumptions, I think the cost side of the plan is reasonably attainable because the salaries, professional fees, and costs of developing the platform are estimated based on the same comparison and are not particularly high or low risk. The revenue side is not as clear as the revenue side, even though it is dependent on the market price and yield there are variables that make it less clear, plus the blended acreage split of lease and revenue share has not yet been tested to the landowner preference. Before an application for funding is formally made, the cash flow and break-even of the modelled scenarios in Section 9 should be reviewed should primary research show that a landowner strongly prefers one structure to another in a ratio other than the 40:60 ratio assumed here.
Skill and resources are also covered, as described in Section 7, by the founding team, which I consider to be a genuine strength of this type of venture, as it has the four core domains, commercial, agronomic, technological and financial. The most obvious deficit is specialist agricultural legal advice, which as part of a plan I have avoided an in-house recruitment of, and instead engaged a retained specialist solicitor, which is an effective and cost-efficient solution for a need that is only required occasionally, but which is, nevertheless, part of a dependancy that we still have on an outside party when the need arises that has a legally significant impact on the business. Another resource gap is operating capital, because although the funding plan in Section 9.1 outlines a sound mix of resources, none of the capital has been pledged, so that the entire twelve-month operating capital projection in Section 9.4 is a planning assumption, not a funding commitment.
Before I go any further with this proposal I would first complete the primary landowner research (survey and expert interviews as described in methodology), because the one unknown that has the highest level of impact on whether or not the ask is granted is whether or not the landowner will actually sign it at the assumed terms. I would also have a preliminary discussion, of course, that was not binding, with 1 or 2 prospective pilot landowners specifically to overwhelm the 40:60 lease-to-revenue-share assumption in the financial plan. (Mullins, 2006).
I can also say that thinking through this proposal has modified my thinking about the idea, not just proving or disproving. Having to be explicit about assumptions, and the 40:60 acreage split between lease and revenue, the seasonal nature of harvest revenue, and the blended figure per acre for the contribution -- all of those things had to be put on the table and they've worried me all along, but it's not something that I've been able to quantify or be very definitive about. Their weaknesses became clear when they were stated out loud, not the case with a purely narrative business idea. I think that's a positive thing in the business development process itself that I've seen, it has been able to identify questions that can be tested instead of just an overall feeling of risk, and now it's what you have to go out and do some primary research on before I'm going to be comfortable putting any money into it or asking any landowner to sign an agreement.
I am also aware that my first-hand experience and perspectives are more practical in terms of the business and analytical aspects of this business than with the hands-on agronomic or precision-agriculture aspects, and that this proposal has been written from the outside looking in on the operation it describes. That is why the Human Resource Capital Allocation section is so key to the founding team, from day one, rather than as later hires – if the business case looked compelling on paper, I wouldn't consider myself, or any founding team without this capability, to be ready to launch.
Considering all these factors, I'd rather not launch right now, than not launch at all. The opportunity that is identified through the market research and business analysis models is compelling enough to warrant further development, but I wouldn't invest the funding round (or make the firm commitments to landowners) without completing the primary validation research that this proposal has proposed but not performed. Assuming that such research proves that landowners can be found willing to fund this at broadly the terms assumed here, I would move to formally raise up funding of this nature as outlined in Section 9.1 and begin to move towards the pilot launch timeline outlined in the operational plan. (Mullins, 2006).
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