AQUACULTURE '
PLASTIC WASTE._
RECOVERY

PLAYBOOK

_'.' r L .E; '.Ilirl

A Step-by-Steplimplementation Guide 4V

for Scaling Circular Economy Solutions g&&
< ,

Developed from the Mekor*?‘fg Delta Pond Liner Conversion Project j

A 2025 CASE STUDY BY

‘W EVERGREEN LABS

© Allrights reserved

Evergreen Labs Advisory Company Limited 2025




Dow

Dow (NYSE: DOW) is one of the world’s leading materials science companies, serving customers in high-
growth markets such as packaging, infrastructure, mobility and consumer applications. Our global
breadth, asset integration and scale, focused innovation, leading business positions and commitment to
sustainability enable us to achieve profitable growth and help deliver a sustainable future. We operate
manufacturing sites in 30 countries and employ approximately 36,000 people. Dow delivered sales of
approximately $43 billion in 2024. References to Dow or the Company mean Dow Inc. and its subsidiaries.
Learn more about us and our ambition to be the most innovative, customer-centric, inclusive and
sustainable materials science company in the world by visiting www.dow.com.

' EVERGREEN LABS’

Evergreen Labs, headquartered in Singapore with country offices in Vietnam and the Philippines, is a
creative business lab focused on social, circular economy venture building in Southeast Asia since 2016.
Our purpose organization aims to solve pressing environmental and social challenges through
innovative, circular social businesses in emerging Asia and beyond.

To date, we have built and currently operate four social enterprises and use our grassroots expertise to
work with development organizations, private sector businesses, and governments on various projects
across SEA. Our core expertise lies in solid waste management (primarily plastics), agriculture value
chain, water, circular economy models (including reuse systems & closed-loop supply chains), upcycling
technology, and responsible, inclusive supply chains.

Evergreen Labs pioneers accessible sustainability through decentralized innovation. We build affordable,
ground-up solutions that bring the circular economy to those who need it most, transforming
environmental challenges into opportunities for all.


http://www.dow.com/

TABLE OF
CONTENTS

4 Executive Overview

) Pre-Implementation Assessment

7 Regulatory Navigation Framework

8 Partnership Strategy Development

10 Technical Infrastructure Planning

12 Collection System Design

13 Processing Technology Implementation

14 Market Development Strategy

15 Financial Sustainability Framework

17 Risk Management and Adaptation

19 Scaling and Replication Guidelines
Success Metrics and Monitoring
Conclusion

-

- = d gl - s IR ;
iS playbook'is based on pra_cth'al implemerrtation experience in Vietnam's Mekong Delta region and
should Be adapted to [ocal Iceo'nditio'n_s', regedations; and market requirements in other locations.

= - "I-

= ~
il

EVEF'EIGREEN LABS- AOUACIL]I_TURE PLASTIC WASTE RECOVERY PLAYBOOK | 2025
i -

f# oo



EXECUTIVE OVERVIEW

Project Model Summary

This playbook documents a proven approach to establishing sustainable aquaculture plastic waste collection
and processing systems that achieve both environmental impact and economic viability. The model transforms
waste pond liners into valuable recycled products while creating local employment and reducing
environmental pollution.

Key Success Factors

¢ Technical Innovation: Custom equipment designed for local conditions \ ,

* Adaptive Partnerships: Flexible approaches to changing circumstances \ /
e Multi-Stream Processing: Diversified product outputs for market resilience

¢ Community Engagement: Local stakeholder involvement throughout W -
¢ Economic Viability: Cost-competitive operations at scale

Replication Scope
P p =
Suitable for aquaculture regions generating substantial plastic waste, particularly areas with:
¢ Intensive shrimp or fish farming operations
¢ Significant pond liner replacement cycles
¢ Access to recycling markets
¢ Government interest in circular economy solutions
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PRE-IMPLEMENTATION

ASSESSMENT

The pre-implementation phase establishes the foundation for successful PE pond liner recycling through
comprehensive market analysis, stakeholder engagement, and infrastructure evaluation. This involves
quantifying the waste stream by mapping aquaculture operations and calculating annual liner replacement
volumes, while simultaneously assessing market demand for recycled products and identifying potential
customers and pricing structures. Critical to success is early engagement with primary stakeholders
including farmers, government officials, and processing partners to understand their concerns and
requirements. The assessment must also evaluate practical infrastructure constraints such as transportation
access to rural aquaculture areas, available processing facilities, and regulatory compliance requirements,
ensuring the program design addresses real-world logistics and technical capabilities from the outset.

Market Analysis Framework

Waste Stream Quantification o #
e Map aquaculture operations within target area
e Calculate annual pond liner replacement

volumes !
e Assess seasonal patterns and collection timing |
* Identify waste disposal practices and costs '

" . '!’:f 7

» Estimate potential feedstock availability || ' { :
L -":5""'#’ ¥
Market Demand Assessment Key Metrics to Collect:
e |dentify potential customers for recycled e Total aquaculture area (hectares)
products e Pond liner replacement frequency (years)
e Assess pricing for virgin vs. recycled materials e Average pond liner weight per hectare
e Evaluate product quality requirements e Current disposal costs per farmer
e Map distribution channels and logistics needs e Transportation distances to potential
e Analyze competitive landscape processing sites

Stakeholder Mapping

Engagement Strategy:

e Conduct individual interviews with key
stakeholders

e Organize community meetings for farmer input

e Meet with government officials early in
planning

¢ |dentify champions within each stakeholder
group

¢ Document concerns and requirements from
each group

Primary Stakeholders:

e Aquaculture farmers and cooperatives

e Local government departments
(environmental, economic)

e Potential processing partners

e Equipment suppliers and manufacturers

e End-user markets for recycled products
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Infrastructure Assessment

Transportation and Logistics: e ‘

* Road access to aquaculture areas . e~
Vehicle size limitations for rural access _— ] /— \
Storage facility options g | | i
Distance to processing capabilities il ¥ ! ‘&4 ’
Seasonal accessibility constraints - . 1 ' : -

Processing Options: L e 7 £
o Existing recycling facilities within region R J ¥
Equipment availability and costs
Technical skill requirements i - .
Utility availability (power, water) k. = - Il |

Regulatory compliance requirements

Aquaculture Waste Management Planning Funnel

This planning funnel shows the systematic approach to developing aquaculture waste management
programs through three key stages: market analysis to understand waste streams and demand,
stakeholder mapping to identify and engage key partners, and infrastructure assessment to evaluate
processing and logistics capabilities. Each stage filters and refines information with feedback loops for
continuous improvement.

Market Stakeholder infrastructure
Analysis Mapping Assessment
Understanding Identifying and Evaluating logistical
market dynamics engaging key and processing
and demand stakeholders naads
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REGULATORY NAVIGATION
FRAMEWORK

Successful regulatory navigation requires early and proactive government engagement across multiple
departments, presenting clear environmental and economic benefits while establishing regular
communication channels and understanding approval timelines. The process involves securing
comprehensive documentation including environmental impact assessments, various permits for collection
and processing, and product certifications, with realistic planning for 12-18 months of approval time and
potential delays. A robust compliance strategy that exceeds minimum standards, implements
comprehensive monitoring and transparent reporting, and maintains community feedback mechanisms is
essential for long-term operational success and regulatory relationship management

Early Government Engagement

Key Government Partners:

e Provincial People's Committee

e Department of Agriculture and
Environment
Department of Trade and Industry
Local commune authorities
Environmental protection agencies

Initial Meetings Strategy:
Identify relevant government departments early
Present environmental and economic benefits clearly
Request informal guidance before formal applications
Understand approval timeline expectations
Establish regular communication channels

Approval Process Management

Documentation Requirements:  Timeline Planning: Compliance Strategy:

e Environmental impact e Budget 12-18 months for full e Exceed minimum environmental
assessments regulatory approval standards
Business registration and Plan for potential delays and Implement comprehensive
licensing iterations monitoring systems
Waste collection and Maintain alternative Maintain transparent reporting
processing permits partnership options practices
Transportation and storage Prepare for changing Establish community feedback
approvals requirements mechanisms
Product quality and safety Document all interactions and Plan for regular compliance audits
certifications decisions

Regulatory Approval Preparations

Budget Time Plan for Delays Maintain Prepare for Daocument
Dptlons Changas Ewarything
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PARTNERSHIP STRATEGY
DEVELOPMENT

The partnership strategy employs a multi-tier approach with flexible arrangements across direct
implementation, technical support, specialized services, and community-level partners, maintaining multiple
options for each critical function to reduce dependencies and adapt to changing circumstances over
extended project timelines. Local partnership development focuses on farmer engagement through pilot

programs, transparent pricing systems, and community integration via local hiring and training, creating
economic opportunities while building grassroots support. Technical partnerships with equipment suppliers
and processing partners emphasize local sourcing when possible, comprehensive training and technology
transfer, quality control systems, and long-term agreements with clear performance metrics to ensure
sustainable operations and scalability.

Adaptive Partnership Models

Multi-Tier Approach R ..
Partnership Flexibility

CrARaon

options for each

@ hﬂﬂﬂdlﬂ'w Spmoabyed sereices mnd Crltlcal funCtlon
aceun
Build internal
@ Koty T vl il ca pa bilities tO
S Ry roded

reduce external
dependencies
o tmimied el
Plan for partner
changes during
extended timelines

Develop clear
performance
expectations and
exit strategies

Create financial

incentives aligned
with project
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Local Partnership Development

>

o ‘--77‘:&-;;] h
e
. -iewde equ

"l
Commd'ﬂlty Integration:

;- * Hire local staff for collection and proc 2
* Provide equipment operation an aintenance training
» Create economic opportunities beyond direct collection P—
o' Establish community oversight and feedback mechanisms
F environmental awareness initiatives

Technical Partnership Strategy

ey

Farmer Engagement: Processing Partners:

e Source locally when possible for easier ¢ Assess technical cap
maintenance ¢ Negotiate fair pricin

e Ensure availability of spare parts and service e Plan for capacity in

¢ Negotiate training and technology transfer improvements
provisions e Establish quality ¢

e Plan for equipment upgrades and scaling e Create long-term

e Maintain relationships with multiple suppliers performance met
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TECHNICAL AL
INFRASTRUCTURE i)~
PLANNING n

Technical infrastructure planning focuses on developing efficient collection and processing systems tailored
to local conditions and capabilities. The approach emphasizes equipment that combines portability for rural
access with processing capacity targets of 130 m?/hour, featuring modular designs using locally available
materials and repair capabilities. Processing technology selection prioritizes automated washing and quality

control systems that can be operated by locally trained staff while maintaining consistent output
specifications for market requirements. Innovation implementation involves custom equipment
development with local manufacturers, extensive prototype testing, and systematic optimization to achieve
target material recovery rates of 70%+ efficiency, ensuring the technical solutions are both effective and
sustainable within the local context.

Collection System Design

Facility Requirements:

¢ Storage: Weather-protected areas for
collected materials

¢ Washing: Water access and drainage for
cleaning operations

¢ Processing: Space for cutting, sorting,

and quality control
¢ Transportation: Vehicle access for
collection and distribution

MAI ANH

Equipment Specifications

. A | EP Integration:
f‘ﬂﬂ Processild Czapacny.‘ . Combined collection and
Target 130 m*/hour minimum e .
washing in single machines

5 Transport Compatibility: Maintenance:
= Motorbike / Trike-transport for @ Designed for local repair
= 9, rural access capabilities

Power Options:
47 Both diesel and electric

versions for flexibility
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Quality Control Priorities:

Automated washing to remove contamination
Consistent output specifications for market
requirements

Multiple processing streams for product
diversification

Integration of collection and cleaning
processes

Quality testing and certification capabilities

Innovation Implementation

Custom Equipment Development:

Work with local manufacturers when possible
Test prototypes extensively before full
deployment

Document specifications for replication

Plan for iterative improvements based on field
experience

Create standardized training materials for
operation

Equipment Design Principles:

Modularity: Easy disassembly for transport and
maintenance

Local Materials: Use locally available parts when
possible

Simplicity: Operation by locally trained staff
Scalability: Ability to add capacity incrementally
Efficiency: Minimize labor requirements while
maximizing output

Process Optimization:

Monitor material recovery rates (target 70%+
efficiency)

Track processing speeds and quality metrics
Identify bottlenecks and improvement opportunities
Implement systematic maintenance schedules
Document best practices for training and replication
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COLLECTION SYSTEM
DESIGN

The collection system establishes a network through supplier relationship management with clear pricing,
scheduling support, and quality incentives, while expanding geographic coverage systematically from
processing facilities outward based on logistics efficiency. Quality control systems implement rigorous
standards throughout collection and processing, emphasizing contamination prevention, material
traceability, and multi-stage testing to ensure optimal material recovery and end-product quality.

Collection Network Development

Supplier Relationship Management:

e Establish clear pricing and payment terms
Provide collection scheduling and logistics support
Offer equipment and training for pond liner removal
Create incentive systems for quality and volume
Maintain transparent communication and feedback
systems

Geographic Coverage Strategy:

e Start with areas closest to processing facilities

e Expand coverage based on volume and logistics
efficiency
Plan transportation routes for optimal efficiency
Consider seasonal variations in collection activities
Maintain multiple collection points for farmer
convenience

Quality Control Systems

Collection Standards: Processing Standards:

e Minimize contamination during removal and e Achieve consistent moisture content (minimize
handling water/mud content)
Implement washing and cleaning protocols Remove non-PE materials and contaminants

Sort materials by quality and condition Maintain material traceability through processing
Document material sources and characteristics Implement quality testing at multiple stages
Train collectors in quality requirements Document processing parameters for optimization

Effective PE recycling requires rigorous contamination control
from initial collection through processing, with consistent
quality testing and documentation at every stage to ensure
material traceability and optimize outcomes.
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PROCESSING

TECHNOLOGY

IMPLEMENTATION

The processing technology implementation employs a multi-stream strategy targeting high-value recycled
pellets for premium applications, medium-value products for cost-competitive markets, and low-value
ReForm Plastic boards for sustainable building materials, each with appropriate quality requirements and
processing technology. Capacity planning follows a phased approach from startup operations at 100-200
tons/year to regional hub capacity of 3,000+ tons/year, with equipment investment focused on proven,
reliable technology that allows incremental capacity additions and product diversification while maintaining

strong quality control capabilities.

Multi-Stream Processing Strategy

High-Value Stream (Recycled
Pellets):

e Target applications: New
pond liners, high-grade
products

¢ Quality requirements: Meet
virgin material specifications

¢ Processing technology:
Advanced washing and
pelletizing equipment

¢ Market positioning: Premium
recycled content

¢ Quality control: Extensive
testing and certification

Medium-Value Stream

(Standard Products):

¢ Target applications:
Tarpaulins, shade nets,
shopping bags

¢ Quality requirements:
Industry standard
specifications

¢ Processing technology:
Standard pelletizing
equipment

¢ Market positioning: Cost-
competitive recycled
materials

¢ Quality control: Basic testing
and visual inspection

Processing Capacity Planning

Low-Value Stream (ReForm

Plastic Boards):

¢ Target applications:
Furniture, construction
materials, signage

¢ Quality requirements:
Consistent dimensions and
appearance

¢ Processing technology:
ReForm plastic production
lines

¢ Market positioning:
Sustainable building
materials

¢ Quality control: Dimensional
and appearance standards

Capacity Targets: Equipment Investment Strategy:

¢ Phase 1: 100-200 tons/year (startup capacity) e Start with proven, reliable equipment

¢ Phase 2:1,000+ tons/year (established e Plan forincremental capacity additions
operations) ¢ Maintain equipment flexibility for product

¢ Phase 3: 2,000+ tons/year (scaled operations) diversification

¢ Future: 3,000+ tons/year (regional hub ¢ Investin quality control and testing equipment
capacity) e Budget for equipment upgrades and improvements

EVERGREEN LABS | AQUACULTURE PLASTIC WASTE RECOVERY PLAYBOOK | 2025 13



MARKET DEVELOPMENT
STRATEGY

The market development strategy positions products through circular economy messaging that emphasizes
local environmental benefits, up to 70% carbon footprint reduction, and traceable "farm-to-product"
narratives, supported by comprehensive quality assurance including testing protocols, certifications, and

performance guarantees. Customer development targets segmented markets from premium certified
applications to local community supporters, with a sales strategy focused on regional customers, distributor
relationships, and technical support to minimize logistics costs while building strong market presence.

Product Market Positioning

Circular Economy Messaging: Quality Assurance:

e Emphasize local environmental benefits Implement comprehensive testing protocols

e Highlight reduced carbon footprint (up to 70% Obtain relevant quality certifications
reduction vs. virgin materials) Maintain consistent specifications
Demonstrate waste stream reduction and pollution Provide technical support to customers
prevention Establish warranty and performance
Showcase community economic development guarantees
benefits
Create traceable "farm-to-product" narratives

Customer Development

Sales Strategy:
Start with local/regional customers to minimize logistics costs
Develop relationships with distributors and resellers
Attend industry trade shows and conferences
Create customer testimonial and case study programs
Offer technical consultation and application support

Market Segmentation

OK{

Q{; High-Value: o Specialty Applications:
Premium applications requiring Q@ Niche products requiring
272N

certified recycled content specific characteristics

Standard Market: Local Market:
O Cost-conscious buyers seeking Community-based customers
competitive alternatives supporting local initiatives
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FINANCIAL
SUSTAINABILITY
FRAMEWORK

The financial sustainability framework establishes economic viability through targeted cost structure
management with collection (15-20%), processing (40-50%), and transportation (10-15%) representing the
primary cost components, while pursuing revenue optimization to achieve cost parity with virgin materials in
Year 1and a10-20% cost advantage by Year 3. Investment requirements are structured across startup phases
with equipment procurement and facility development as primary capital needs, supported by
comprehensive financial management including seasonal cash flow planning, working capital maintenance,
and performance monitoring of unit costs, recovery rates, and return on investment to ensure long-term
sustainability and growth.

Economic Viability Metrics e A e

Management:

Revenue Optimization: H .

e Achieve cost parity with virgin materials in Year 1 Collection Costs:
Target 10-20% cost advantage by Year 3 Ta rg et 15-20% of
Diversify revenue streams across multiple product categories total operation costs
Capture value-added processing opportunities
Develop premium product lines for higher margins

Processing Costs:
Target 40-50% of

Investment Requirements total operation costs

Transportation:
Target 10-15% of
total operation costs

Startup Capital (Phase 1):

Equipment procurement: 40-50% of total investment
IG Facility development: 20-25% of total investment
’/ Working capital: 15-20% of total investment Administration:

Regulatory and setup costs: 10-15% of total investment °

Contingency: 10% of total investment Ta ge) et 15-20% of

total operation costs

Scaling Investment (Phase 2-3): Quality Control:

,g Additional equipment: 50-60% of scaling investment Target 5-10% of total
ﬂ | Facility expansion: 20-25% of scaling investment ti t
Market development: 10-15% of scaling investment operation Costs

Technology upgrades: 10-15% of scaling investment
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Financial Management

Cash Flow Management:
Plan for seasonal variations in collection and sales
Maintain sufficient working capital for operations
Establish lines of credit for equipment purchases
Monitor key financial metrics monthly
Plan for reinvestment in capacity and quality improvements

Performance Monitoring:
Track unit costs for collection, processing, and sales
Monitor material recovery rates and quality metrics
Analyze customer profitability and market pricing
Evaluate return on investment for equipment and
infrastructure
Benchmark performance against industry standards

Acheiving Financial Sustainability

This framework illustrates the four key pillars of financial sustainability for aquaculture waste management
operations: cost structure management to optimize collection, processing, and transportation expenses;
revenue optimization to achieve cost parity and competitive advantage over virgin materials; strategic
investment structuring across startup and scaling phases; and comprehensive financial management
including cash flow planning and performance monitoring to ensure long-term viability and growth.

Cost Structure
Management

Faduce collaction,
Processig,
iransparintion casts

Financial
Sustainability
Framework
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RISK MANAGEMENT AND

ADAPTATION

Risk management and adaptation form critical components of sustainable aquaculture waste management
operations, addressing the complex challenges inherent in multi-stakeholder environmental projects. The
framework identifies and mitigates key implementation risks across regulatory compliance, market
dynamics, technical performance, and partnership management through proactive strategies including early
government engagement, diversified product portfolios, proven technology selection, and multiple
partnership options. Adaptive management strategies emphasize timeline flexibility with 12-18 month
regulatory approval periods, milestone-based implementation plans, and partnership evolution that builds
internal capabilities while maintaining alternative pathways, ensuring project resilience and long-term
success despite changing conditions and unforeseen challenges.

Common Implementation Risks

Regulatory
Risks

e Mitigation: Early

government
engagement,
exceed compliance
standards
Response: Maintain
legal counsel,
flexible
implementation
timeline
Monitoring: Regular
compliance audits,
government
relationship
management

Market
Risks

Mitigation:
Diversified product
portfolio, multiple
customer
relationships
Response: Agile
product
development,
flexible pricing
strategies
Monitoring: Market
intelligence,
customer feedback
systems

Technical
Risks

Mitigation: Proven
technology
selection,
comprehensive
testing

Response:
Technical support
partnerships,
equipment backup
plans

Monitoring:
Performance
metrics, preventive
maintenance
programs

Partnership
Risks

Mitigation: Multiple
partnership
options, clear
performance
metrics

Response: Internal
capability
development,
alternative partner
cultivation
Monitoring:
Regular
performance
reviews,
relationship
management
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Adaptive Management Strategies

Timeline Flexibility:
Plan for 12-18 month regulatory approval periods
Maintain alternative implementation pathways
Budget for extended development phases
Create milestone-based implementation plans
Establish clear decision points for strategy adjustments

Partnership Evolution:
Build internal capabilities to reduce external dependencies
Maintain multiple options for critical functions
Plan for partner changes during long-duration projects
Create performance-based partnership agreements
Develop succession planning for key relationships

EVERGREEN LABS | AQUACULTURE PLASTIC WASTE RECOVERY PLAYBOOK | 2025




SCALING AND

REPLICATION GUIDELINES

Scaling and replication guidelines provide a systematic framework for expanding successful aquaculture
waste management operations beyond initial pilot sites through strategic geographic expansion, technology
transfer, and network development. The approach emphasizes careful site selection based on waste
generation thresholds, infrastructure capabilities, and market demand, progressing through phased
expansion from single-site demonstration to regional hub-and-spoke models and eventual franchising to
local operators. Critical success factors include comprehensive technology transfer through standardized
documentation, training programs, and knowledge management systems, combined with network
development that creates regional processing centers, shared services, and local operator development
programs to ensure consistent quality and operational excellence across multiple locations.

Geographic Expansion Framework

Site Selection Criteria:
e Minimum aquaculture waste generation thresholds
e Transportation access and logistics feasibility
e Local government support and engagement
¢ Market demand for recycled products
e Technical infrastructure and skill availability

Expansion Strategy:

e Phase 1: Demonstrate viability in single location

¢ Phase 2: Replicate in 2-3 similar locations

e Phase 3: Establish regional hub-and-spoke model
e Phase 4: Franchise or license technology to local
operators

Technology Transfer

Standardization Requirements: Knowledge Management:

e Document all equipment specifications and ¢ Maintain detailed documentation of best
suppliers practices

e Create comprehensive training materials e Create peer-to-peer learning networks between
and protocols sites

e Establish quality standards and testing e Establish technical support and consultation
procedures services

e Develop troubleshooting guides and e Share lessons learned and process
maintenance schedules improvements

e Create certification programs for operators ¢ Develop standard operating procedures for all
and technicians functions
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Regional Hub Model:

e Establish processing centers serving multiple collection areas
e Create shared services for quality control and marketing

e Develop coordinated transportation and logistics networks

e Share best practices and technical innovations

e Create economies of scale for equipment and materials

Local Operator Development:

e Provide training and certification programs

e Offer financing and equipment leasing options

¢ Create ongoing technical support and consultation services

¢ Establish performance monitoring and improvement systems
¢ Develop licensing agreements for technology and processes
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SUCCESS METRICS AND

MONITORING

Success metrics and monitoring establish a comprehensive impact measurement framework tracking
environmental outcomes including waste diversion and carbon reduction, economic impacts such as
employment generation and cost savings, and social benefits including community engagement and
capacity building. Operational performance metrics focus on collection efficiency with target material
recovery rates of 70%+, processing performance including capacity utilization and product quality
consistency, and market performance measuring customer satisfaction and competitiveness against virgin
materials. The framework emphasizes stakeholder reporting through monthly operational updates, quarterly
impact assessments, and annual comprehensive reports, combined with continuous learning and
improvement processes that document best practices, analyze failures, and facilitate knowledge exchange
across the network to drive ongoing optimization and innovation.

Impact Measurement Framework

A\
Environmental Impact Metrics:

¢ Waste Diversion: Tons of
plastic waste collected and
processed annually

¢ Carbon Reduction: CO2
equivalent emissions
avoided through recycling

¢ Pollution Prevention:
Reduction in plastic waste
entering waterways

¢ Resource Conservation:
Virgin material consumption
avoided

e Circular Economy:
Percentage of materials
achieving closed-loop

recycling

Economic Impact Metrics:

Employment Generation:
Direct and indirect jobs
created

Farmer Income: Additional
revenue for aquaculture
operators

Cost Savings: Reduced
disposal costs and virgin
material costs

Economic Multiplier: Total
economic impact in local
communities

Financial Sustainability:
Revenue, profitability, and
return on investment

Operational Performance Metrics

Collection Efficiency:

material)

e Collection costs per ton

e Geographic coverage and farmer
participation

Social Impact Metrics:

Community Engagement:
Farmer participation rates
and satisfaction

Capacity Building: Local skills
development and training
completion

Technology Transfer:
Knowledge and equipment
dissemination
Environmental Awareness:
Community education and
behavior change
Stakeholder Satisfaction:
Government and partner
support levels

Processing Performance:

e Material recovery rates (target: 70%+ usable ¢ Production capacity utilization rates

e Product quality metrics and consistency

e Equipment uptime and maintenance requirements
e Energy and resource consumption efficiency

e Waste generation and disposal costs

e Seasonal collection volumes and patterns
¢ Quality consistency and contamination levels
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Market Performance:

e Customer satisfaction and retention rates
Product pricing competitiveness vs. virgin materials
Market share growth and geographic expansion
Revenue diversification across product streams
Customer acquisition costs and sales efficiency

Reporting and Communication

Stakeholder Reporting:
Monthly operational reports for management
Quarterly impact reports for funders and government
Annual comprehensive reports for public distribution
Real-time dashboards for key performance indicators
Community updates and farmer feedback sessions

Learning and Improvement:

e Regular performance reviews and strategy adjustments
Best practice documentation and sharing
Failure analysis and improvement planning
Innovation tracking and technology development
Network coordination and knowledge exchange
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CONCLUSION

This playbook provides a comprehensive framework for implementing sustainable aquaculture plastic waste
recovery systems that achieve both environmental impact and economic viability. Success depends on
careful attention to local conditions, adaptive management strategies, and commitment to continuous
improvement and innovation.

The model demonstrates that circular economy solutions can be both environmentally beneficial and
financially sustainable when implemented with appropriate technical innovation, stakeholder engagement,
and systematic approach to quality and efficiency.

For support in implementing this playbook or adapting it to specific regional conditions, consider establishing
connections with experienced practitioners and maintaining participation in relevant professional networks
and industry associations.

This playbook is based on practical implementation experience in Vietnam's Mekong Delta region and should be adapted to
local conditions, regulations, and market requirements in other locations.
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CHANGE

Contact our team to explore how:

Q

68 Circular Road #02-01
Singapore 049422

Vietham +84 236 3912 686

Philippines +63 917 5065 552

W
B

info@evergreenlabs.org

www.evergreenlabs.org




