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[bookmark: _Toc241736891]Executive Summary
FishCycle Organics Ltd is a proposed circular economy-based business. The business, which will be situated in the United Kingdom, will collect seafood processing waste and convert it into organic soil amendment, FishCycle Soil +. This business will help to address the indiscriminate disposal of waste and the underutilization of fish-processing by-products. The business will start by targeting home gardeners, allotment holders, plant nurseries, community gardens, landscapers and independent garden centres. The business will be run as a private limited company, and an initial investment of £3,200 is proposed to start operations.
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[bookmark: _Toc241736892]1. Overview of the Business Idea
The name of the business is FishCycle Organics Ltd. The business will develop FishCycle Soil+, a soil amendment made from seafood-processing by-products. The business is based in Grimsby, United Kingdom, because it is known for its established seafood industry.  Initially, the business will contract an authorised animal-by-product processor to treat raw materials to produce intermediate or finished products that are compliant. FishCycle will only undertake activities that are with regulatory status, including product development, packaging, marketing and distribution.
Initially, this business will target home gardeners, allotment holders, plant nurseries, community gardens, landscapers and independent garden centres in Lincolnshire and neighbouring areas. To start, the product will be packed in small and medium sizes; this is to allow customers to test the product without needing to buy it in large volumes. However, product formulation, classification, and nutrients must follow laboratory analysis and regulatory advice. The business will not claim superior crop performance unless it has conducted a trial to support the claim (Alvarez, 2011).
The choice of operating as a private limited company is that it gives the business a legal identity and is the best structure for a small business that aims to leverage investment from external sources. Thus, the business will be registered through Companies House. Regarding the management structure, the business will be made up of a Managing Director who will be responsible for finance and partnerships, a product and quality lead coordinating processing and testing of the product, and a sales and marketing lead in charge of sales. 
The business model will be based on sustainability, which will be shown through measurable activities rather than promotional claims only. FishCycle will recover processing wastes which may otherwise be discarded and convert them into agricultural inputs. This approach helps to promote a circular bioeconomy approach. Also, the business will create jobs for the local community in collection, processing, packaging and sales and will provide information to farmers on how to use the product appropriately. However, sustainability claims will be associated with measurable practices like the quantity of fish waste recovered, volumes of production and sustainability compliance. Also, outsourcing processing will help reduce the business's initial capital expenditure, but it will create dependence on the partner’s price, availability and compliance (Barringer, 2008).
[bookmark: _Toc241736893]2. Market Research
FishCycle connect seafood by-product recovery with the demand for horticulture inputs. From the WRAP UK food waste report, resource efficiency and waste reduction are identified as priorities. To ensure that there will be adequate raw materials for production, seafood processors, wholesalers, and fishmongers will be interviewed to map available materials and obtain supply commitments before investing. An ideal objective is for the business to have ten potential suppliers and at least two supply agreements that are credible (Barrow et al., 2021).
A PESTEL analysis revealed that there are opportunities and constraints for the business (Douglas, 2013;Barrow et al., 2021). Politically, the UK Government is committed towards resource usage and waste reduction. This is seen in the government’s resources and waste reduction strategy am at promoting the efficient use of resources, waste reduction and achieving a circular economy approach. The business aligns with the political priority in the UK. However, this does not guarantee financial support or market demand.
Economically, the potential customers like gardeners may value horticulture inputs that are sourced locally, although price sensitivity and seasonal demand could limit business sales. Economic factors like processing fees, transport, packaging, testing and labour will have an impact on business profitability. As of April 2026, the National Living Wage for workers aged 21 and above is £12.71 per hour. Labour costs and third-party processing fees could impact the product selling price and make it more expensive than the established composts and fertilisers. The business need to test the willingness of consumer to pay instead of assuming they will pray premium for sustainability. 
Gardeners, allotment groups and community gardens are notable consumer segments for the business, but it cannot be assumed that they will accept soil input derived from seafood processing wastes. Some customers may be concerned about the product odour, hygiene, sourcing or effectiveness. Businesses can gain trust and repeat purchases through transparent product information and quality.
Technologically, fish-derived soil inputs need processing, testing and packaging. The use of an external processor can provide access to processing capabilities without immediate investment in a processing facility. Outsourcing reduces the business capital requirements but makes the business dependent on the capacity of the contractor, prices and delivery schedule.
The UK has a waste prevention programme that supports keeping resources productive and reducing waste. Recovering processing residues from the seafood industry could reduce waste disposal and create value. However, processing, transportation, and packaging have their environmental impact.
Furthermore, there are legal requirements such as APHA guidance establishing requirements for fertilisers and soil improvers from by-products. This includes applicable processing methods, testing, records and labelling. The requirements usually depend on the material and product. Not complying with this could prevent the product from being sold and expose the business to financial and reputational risks.
	Political Factors
	Economic Factors
	Social Factors
	Technological Factors
	Environmental Factors
	Legal Factors

	The UK government is committed to reducing waste.
	High operating costs, labour costs, and third-party processing fees.
	Concerns about product odour, hygiene, source and effectiveness
	The need for sophisticated processing, packaging and testing facilities 
	The UK sustainability and waste prevention agenda.
	Adherence to APHA guidelines and requirements.



In the UK, the Animal and Plant Health Agency (APHA) have established requirements and guidelines for the processing of animal by-products, and this is usually dependent on the raw material used for processing activities. Some products need approved processing, registration, microbiological testing, record-keeping, and specific labelling. Therefore, the business will consult APHA and other relevant authorities to be adequately certified. 
The conversion of processing waste is not entirely a new line of business; thus, it is expected that there will be competition from existing players like garden fertilisers, composts and soil improvers sold through garden centres and online retailers. Also, these businesses are expected to benefit from established distribution networks and broader access to raw materials, while the conventional fertiliser suppliers already have a strong market recognition (Alvarez, 2011;Douglas, 2013;Barrow et al., 2021). Therefore, it cannot be assumed that the use of seafood by-products will be an automatic advantage. In this case, before launch, the business will compare products using the retail listing in the UK using measures like price per kilogram, pack size, declared composition, instructions and customer reviews.
The main thing that will differentiate FishCycle from other players is its traceable supply chain and product quality. This will be backed up by laboratory analysis that will establish the nutrient and safety profile of the product. The results from the analysis will be reported honestly without any fabrication. The product will be classified, and intended use will also be confirmed before packaging and advertisement.
In the first six months, a pilot customer validation will be conducted. About 30 potential buyers such as gardeners, nurseries, garden centres and community growing groups will be recruited to research acceptable prices, preferred pack sizes, purchasing frequency and concerns. A pilot product batch will be sold only after regulatory clearance. Measures such as repeat purchases, complaints, retailer interest and gross margin will indicate whether the proposition is commercially viable. If the processing and distribution costs make the product more expensive than alternatives without any significant benefits, the business will revise its model (Mariotti and Glackin, 2016).
[bookmark: _Toc241736894]3. Market Communications
The business will focus on building trust and offering value. The primary customers are gardeners and small horticultural businesses within an economical delivery radius of Grimsby.
The key marketing message will be “Giving seafood by-products a responsible second use”. Communication will explain the source of the product, processing, intended use and environmental contribution, and this will be done in simple language. Any claims about the performance of crops will be based on validated and documented product testing rather than unsupported claims (Barringer, 2008;Mariotti and Glackin, 2016).
The main way the product will be promoted is through community demonstrations. FishCycle will approach associations, community gardens and horticultural groups to arrange product-information sessions and small demonstration plots after approval and testing. These activities will address concerns about product handling, odour and usage while collecting feedback from the customers. 
Digital promotion will be done on the website, Google Business Profile, Facebook and Instagram to display the product, educate customers, demonstrate results and sell products. Short videos can be used to take customers through the journey of how residue is collected and processed, helping them to see why the product differs from an informal waste product. A product leaflet will also be provided to agricultural input retailers so that they can communicate information to customers (Barrow et al., 2021).
[bookmark: _Toc241736895]Monthly performance indicators will include enquiries, conversion rates, units sold, repeat orders, complaints and customer-acquisition costs. 
4. Financials
This business will require an initial founder contribution of £3,200 to establish its operation. The contribution from the founder signifies commitment and helps avoid immediate borrowing while the business validates product demand and establishes an arrangement with a processing partner. Further funding will be considered at a later stage if the product is found to be commercially viable.
First-month cash-flow forecast
	
	Month

	Cash in
	1

	Loan/startup capital – founder contribution 
	£3,200

	Sales of product and services
	£200

	Other 
	-

	Total cash inflows (A)
	£3,500



	
	Month

	Cash-out expenses
	1

	Business registration
	£100

	Telephone and internet
	£15

	Website and digital promotion
	£50

	Marketing materials
	£25

	Local transport and supplier visits
	£40

	Packaging materials
	£30

	Stationery and printing
	£10

	Product and supplier research
	£25

	Contingency
	£50

	Total cash inflows (A)
	£345

	Net cash flow (A – B)
	£3,155



From the estimates, there will be a net cash flow of £5,000 in the first month, and this will cover subsequent operating activities. 
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