Page 1: Executive Summary & The 2026 Opportunity

1.1 Concept Overview

PurePod Hydroponics is a network of smart, automated hydroponic cabinets placed in high-
traffic, premium locations across Bahrain. Unlike traditional supermarkets that sell pre-cut,
plastic-wrapped herbs, we sell "Living Produce." Customers or staff harvest the plants at the
moment of need, ensuring 100% nutrient density and zero transport-related spoilage.

1.2 Why Bahrain? Why Now (2026)?

e National Food Security: In early 2026, Bahrain signed multiple agreements with the
FAO to diversify food resources. A "Micro-Farm" network aligns perfectly with the
Kingdom'’s push for localized, tech-driven agriculture.

e The "Plastic-Free"” Movement: Consumer sentiment in Bahrain is shifting toward
sustainability. Eliminating the plastic clamshell packaging used for imported herbs is a
major selling point.

e Urbanization: With high-density living in Juffair, Seef, and Bahrain Bay, residents lack
garden space. Your kiosk brings the garden to their doorstep (or their gym).

1.3 The Mission

To replace imported, wilting herbs with a decentralized network of automated "Live-Harvest"
points that require less than 5 hours of human intervention per week.
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Page 2: Product Strategy & Customer Segments



2.1 The "Hero" Crops

To maximize profit, we avoid low-margin crops like large lettuces and focus on high-value, fast-
growing items:

e Gourmet Herbs: Thai Basil, Italian Parsley, Genovese Basil, and Mint.

e Superfood Microgreens: Broccoli, Radish, and Sunflower shoots (ready in 7-10 days).
o Edible Flowers: Pansies and Nasturtiums for Bahrain's high-end pastry and cafe scene.

2.2 Customer Archetypes

Segment Motivation Location Focus
The Conscious Wants professional-grade ingredients Premium Supermarkets
Home Cook without the "fridge-rot" of store-bought (e.g., Alosra).

herbs.

The Performance Seeks "live" nutrients/microgreens for post- | High-end Gyms (e.g.,

Athlete workout smoothies. Spartan, UFC Gym).
The Specialty Needs a "Live Garnish" station for trendy Adliya / Block 338 Cafes.
Barista mocktails and coffees.
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Page 3: The "Hands-Off" Operational Stack

3.1 The Tech Stack (Hardware)
We recommend the Natufia (GCC-based) or MHB Modular units.



e Automation: The units manage LED spectrums, water pH, and nutrient dosing via an
internal computer.

e Cloud Monitoring: You receive a notification on your phone if the water level is low or a
pump fails.

3.2 The "Route-Runner” Management Model

To keep you out of the daily operations, you hire one "Route-Runner” (ideally a part-time
agriculture or biology student from the University of Bahrain).

Weekly Checklist (2 hours per Kiosk):

1. Sow: Place new seed pods in the "Nursery" tier.

2. Shift: Move germinated pods to the "Growth" tiers.

3. Sanitize: Wipe down glass and check for "bio-slime" in the reservoir.

4. Audit: Record the "Yield vs. Sales" data into a shared spreadsheet for your review.

3.3 Supply Chain

You will maintain a small "Home Nursery" (a BHD 150 shelving unit at your residence) to sprout
seeds for 3 days before moving them to the kiosks. This ensures the kiosks are always "full"
and visually appealing.
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Page 4: Financial Roadmap & Government Support

4.1 Startup Investment (CAPEX)
The goal is to use Tamkeen’s Enterprise Support to subsidize the hardware.

Total Kiosk Cost: BHD 2,800

Tamkeen Subsidy (Est. 50%): (BHD 1,400)
Out-of-Pocket for Hardware: BHD 1,400
CR & Branding: BHD 250

Total Launch Capital: BHD 1,650



4.2 The Revenue Model (The "Revenue Share" Hack)

Instead of paying BHD 200/month rent, offer the "Host" (Gym/Shop) a 20% commission on
sales. This aligns your incentives.

Projected Monthly Earnings (Per Kiosk):

Average Sales: 15 units/day @ BHD 1.200 avg price = BHD 540/month.
Host Commission (20%): (BHD 108)

Manager Salary (Part-time): (BHD 70)

Consumables (Seeds/Nutrients): (BHD 20)

Net Profit: BHD 342 / Month

Net Annual Profit

Annual Return on Investment (ROI) = < 100

Initial Investment

4,104
ROI = % 100 = 248%
oo L o
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Page 5: Risks, Differentiation & 24-Month Roadmap

5.1 Risk Mitigation

e Power Outages: While rare in Seef/Juffair, the units have a "passive" reservoir that
keeps plants alive for 12 hours without power.

e Algae/Pests: Controlled via a strict "UV-C Sterilization" protocol in the water tank.

e Host Turnover: Ensure the hardware is "Plug-and-Play" so it can be moved to a new
location in 4 hours if a cafe closes.

5.2 The "QR" Differentiation Strategy
Each kiosk features a QR code. When scanned, it opens a mobile-optimized page showing:



1. The "Birthday": When this specific plant was seeded.
2. The Nutrients: A live feed of the water quality.
3. The Recipes: A "Bahraini Fusion" recipe (e.g., Basil-infused Labneh).

5.3 24-Month Scaling Roadmap

e Q1 2026: Launch "Pilot Kiosk" in one Janabiya supermarket.

e Q3 2026: Scale to 3 units (1 Gym, 1 Supermarket, 1 Cafe). Hire the first Route-Runner.

e Q2 2027: Launch "The Green Hub App"—allowing customers to "reserve" their plant
before they arrive at the gym.

e Q4 2027: Expand into "Residential Micro-Farms"—leasing smaller units to high-end
apartment complexes in Bahrain Bay.
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