This pack is not a beginner overview of fisheries or maritime operations. It is a decision-context

brief for technology companies that already understand their own solution and need to
understand how Ecuador’s tuna industry evaluates adoption.

The central point is this: in Ecuador, implementation does not move because a technology is
impressive. It moves when the buyer can quickly see three things at once:

first, that the solution addresses a live pain point already costing money, credibility, or speed;
second, that it can be adopted without operational disruption or political friction inside the
company;

third, that the proof generated will be strong enough to improve commercial leverage, not just
satisfy a technical curiosity.

That is especially important in this market because the highest-value opportunities are not
abstract. They sit in a very specific gap: the fleet remains the least standardized, least
digitized, and least externally verifiable part of the tuna chain, while buyer scrutiny and
export pressure continue to rise.

For companies in electronic monitoring, traceability, connectivity, and related infrastructure, the
opportunity is not merely to “add technology.” The opportunity is to help fleets, ports, and
plants convert fragmented operations into verifiable proof, and convert that proof into risk
reduction, faster decisions, stronger buyer confidence, and better monetization.

1. ECUADOR IN ONE SENTENCE: A HIGH-VALUE MARKET WITH A PROOF GAP

Ecuador is not attractive because it is underdeveloped. It is attractive because it is already a
world-class tuna export ecosystem with real scale, high commercial sophistication, and rising
pressure to prove more of what it already does well.

Manta is the center of that ecosystem. It concentrates a very high share of fleet activity,
processing capacity, commercial coordination, and decision-making. That concentration
matters. It means this is one of the few markets where solving a real bottleneck can create
rapid visibility and repeatable expansion across multiple actors.

The strategic reality is this: Ecuador already has strong fishing and processing capabilities.
What it does not yet have, at sufficient depth, is continuous, integrated, buyer-facing proof
across the full chain.

That is where the opportunity sits.
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2. THE HIGHEST-VALUE TECHNOLOGY GAP IS AT SEA
The plant side is generally more advanced. The fleet side is where the largest gap remains.
This is not only a digitization issue. It is a verification issue.

Many fleet processes happen in real operations, but the industry often lacks a robust way to prove, in
externally credible terms, that those processes happened correctly, consistently, and under control. In
other words, the issue is not just whether the fleet performs the operation. The issue is whether the fleet
can demonstrate it in a way that strengthens trust, pricing power, compliance confidence, and
commercial speed.

That distinction is crucial.

A fleet may already freeze tuna immediately after capture. It may already operate according to internal
routines. It may already comply with minimum reporting expectations. But if the freezing process, the
cold chain conditions, the onboard handling logic, and the continuity of those records are not verifiable
in a useful way, then a major part of the value remains unconverted.

This is why fleet modernization in Ecuador should be understood as a move from:
operation = digital record — verifiable proof & commercial leverage

The strongest technologies in this market are the ones that help complete that chain.

3. THE COLD-CHAIN EXAMPLE: WHY VERIFICATION CHANGES VALUE

A useful way to understand the Ecuador opportunity is through freezing at sea.

Tuna can be captured and frozen quickly onboard. Operationally, that may already be happening. But
from a buyer-value perspective, there is a major difference between:

“we froze it correctly”

and

“here is verifiable evidence of how, when, where, and under what conditions it was frozen and
preserved.”

That second version changes the commercial conversation.

Why? Because once freezing conditions and cold-chain continuity become visible and defensible, the
product becomes easier to trust, easier to defend, and potentially easier to monetize at a higher level.
The same logic applies to other fleet operations as well. The point is larger than temperature alone.
The strategic lesson is this:

the different fleet operations must not only happen — they must be monitored, connected, and
demonstrated in a form that creates confidence outside the vessel.
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4. TRACEABILITY IN ECUADOR: THE REAL PROBLEM IS FRAGMENTATION

The most important traceability opportunity in Ecuador is not simply “more data.” It is continuity across
handoff points.

In practice, information is still fragmented between:

fleet = port = processing plant

This means each part of the chain may have its own records, its own methods, and its own logic, but the
system as a whole still struggles to produce one coherent, end-to-end chain of trust.

In many cases, general documentation begins on the vessel at a limited level. Then the port must
reconstruct key parts of the picture. Then the plant must reconstruct it again for its own process and
commercial needs. This creates repeated work, discrepancies, weak interoperability, and a major loss of
value.

That loss shows up in multiple ways:
e slower decisions,
e heavier administrative effort,
e J|ess confidence in the data,
o difficulty proving continuity,
e and weaker ability to use traceability as a true commercial asset.

This is why end-to-end traceability is so valuable in Ecuador. A technology that genuinely connects the
fleet, the port, and the plant does more than organize records. It reduces fragmentation at the exact
place where trust currently breaks.

And in this market, that is one of the most strategic things a solution can do.

5. WHAT BUYERS ACTUALLY WANT: STRONGER PROOF WITH LESS FRICTION

For advanced providers, this is the key framing shift.

The Ecuadorian tuna industry is not mainly asking for “innovation” in the abstract. It is asking, more
practically, for technologies that do at least one of the following:

make the product more defensible

make operations more verifiable

make records more coherent across the chain

reduce uncertainty for buyers and auditors

help the company capture value it is currently leaving on the table

That means your proposal should not be framed around features first. It should be framed around one of
these business consequences:

* more credible product claims,

o faster retrieval of proof,

e |ess manual reconstruction of events,

e lower doubt at handoff points,

¢ higher confidence in fleet-generated data,
* stronger market-facing traceability,

e and more monetizable operational visibility.

This is especially important because many companies in the industry are already aware that fragmented
in-house systems and manual patches are not enough. What hey are looking for is a cleaner path to
proof.

LUE
INNOVATION | 3
HUB

LATAM

@ BIHLATAM.COM

EXPOPESCA
DEL PACIFICO SUR
XIV EDICION 2026

(G


https://bihlatam.com/

6. HOW TO POSITION A SOLUTION IN A 7-MINUTE MEETING

Your one-to-one meetings are short. That changes everything.

In seven minutes, you are not trying to explain your platform in full. You are trying to create one very
specific outcome:

the buyer must leave the meeting feeling that your solution addresses an urgent pain point, in a
bounded way, with a low-friction next step worth advancing internally.

That means your meeting should be built around five moves:

Do not start with product architecture. Start with the value currently being lost. Examples:
*  You already freeze at sea, but today that value is not fully monetized because it is not externally
verifiable.
*  You already collect data, but fragmentation between vessel, port, and plant prevents it from
becoming a coherent commercial asset.
* You already comply operationally, but the proof still depends too much on manual reconstruction.
This immediately moves the conversation from “interesting tool” to “missed value.”

Be precise about what is not visible, not connected, or not defensible today.

Not “traceability is important.”

Instead: the fleet can perform critical cold-chain steps, but cannot easily produce continuous, buyer-
facing proof of those steps across the chain.

The more exact the proof gap, the more credible your relevance.

Frame your technology as something that converts an existing operation into a usable business asset.
For example:

e We turn an operational event into a verifiable record.

e We connect isolated records into one chain of continuity.

e We reduce dependence on manual reconstruction by generating retrievable proof at source.

This is stronger than presenting a product category.

The buyer must feel that the first step is small, contained, and survivable.
Signal:
e minimal operational burden,
* bounded scope,
e limited number of vessels or one process segment,
e clear success criteria,
e and no forced full-system transformation at the start.
In Ecuador, the easier the first step feels, the easier the internal forwarding becomes.

Do not end with “let us know.”

End with a concrete pilot-shaped next step.

Example:

Let’s test this on one vessel or one fleet process for 60-90 days, focused on one proof question: can we
generate defensible, retrievable evidence with minimal operational friction?

That gives the buyer something they can repeat internally.
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7. HOW TO SHAPE A PROPOSAL SO IT FEELS HIGH-VALUE AND LOW-RESISTANCE
A good proposal in Ecuador must do more than explain your solution. It must make approval
psychologically easy.
That means the proposal must help the buyer answer, quickly and safely:

e Why does this matter now?

e What specific value does it unlock?

e How much effort will this require from us?

e What could go wrong?

* How do we stop if needed?

e What do we get if it works?
The strongest proposals usually have these qualities:

Not just a process issue, but a business consequence.
Examples:
e unverifiable cold chain,
* weak continuity between vessel and plant,
e manual records that create buyer doubt,
e limited ability to prove product quality conditions,
* slow retrieval of evidence for export-facing needs.

Your proposal should make the buyer feel:
* high upside,
* low operational pain,
e low political risk,
e clear reversibility,
e and a short path to insight.

The narrower the first scope, the stronger the approval chances.
e One vessel.
¢ One proof layer.
One cold-chain verification question.
¢ One vessel-to-port handoff.
¢ One bounded chain-of-custody segment.
Broad transformation language increases resistance. Precision lowers it.

The buyer should not need to decode your value.

Do not rely on technical excellence to speak for itself. Translate it into outcomes such as:
higher confidence in onboard handling,

e stronger buyer-facing proof,

e reduced manual burden,

e cleaner retrieval under scrutiny,

e more usable data at port and plant level,

e better basis for premium positioning.

The proposal should show what the company continues to lose if nothing changes:

e proof that remains trapped onboard,

e product quality claims that cannot be fully defended,

e slower monetization,

e continued fragmentation,

e continued dependence on manual reconstruction,

e and lost opportunity to turn compliance pressure into commercial advantage.
That is how urgency is created without overselling.
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8. THE ECUADOR PILOT FRAME: WHAT “EASY TO APPROVE"” REALLY LOOKS LIKE
For this market, a strong pilot is not impressive because it is large. It is impressive because it is easy to
say yes to.
The most approval-friendly pilot frame usually has the following characteristics:

* one specific proof problem

* one bounded operating context

* minimal integration at the start

* a short timeframe

* clear ownership

* clear evidence of success

* a clean stop option

In practical terms, this often means:
a 60-920 day pilot,  on one to two vessels or one tightly defined process handoff,  designed to
answer one commercially important question.

For example:
e Can we create defensible cold-chain proof from onboard operations with minimal crew friction?
e Can we maintain continuity of traceability from vessel to port in a way the plant can actually use?
e Can we convert fragmented manual records into retrievable evidence that improves buyer
confidence?

This pilot structure works because it reduces perceived risk while maximizing strategic relevance.
Remember: the buyer is not approving your full vision. They are approving a controlled operational
exception that must earn the right to grow.

That is the correct level of ambition for the first yes.

9. WHAT MUST BE TRUE BEFORE A BUYER FORWARDS YOU INTERNALLY
Before your proposal can survive internal review, the buyer must be able to explain it in one minute to
the next person.
That is the real test.
If they cannot clearly repeat:
e the pain,
e the value,
e the scope,
e the effort,
e the risk,
¢ and the next step,
then the proposal is not ready.
Your job is to leave them with a forwardable story.

The cleanest version is:

We have a bounded pilot that solves one valuable proof gap, with low disruption, on a short timeline,
and if it works, it improves our product defensibility and commercial leverage.

If your meeting and materials create that sentence in the buyer’s mind, you are in a strong position.

10. THE HIGHEST-LEVERAGE STRATEGIC POSITIONING FOR EM, TRACEABILITY, AND CONNECTIVITY
COMPANIES
For Ecuador, the strongest market position could be something like this:
* We help fleets convert invisible operations into defensible proof.
* We help the chain move from fragmented records to end-to-end continuity.
* We help tuna companies transform compliance pressure into commercial leverage.
e We make critical onboard and handoff moments verifiable, retrievable, and usable downstream.
* We reduce the gap between what the industry already does operationally and what it can actually
prove to buyers.
That is the language level at which your solution becomes strategically relevant here.
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FINAL TAKEAWAY
The Ecuador opportunity is not simply that the industry needs more technology.

It is that the industry has real operational value that is still under-proven, under-connected, and
therefore under-monetized — especially at the fleet level and especially across the vessel-port-plant
chain.

That is why the right solutions are so valuable here.

The companies that will win traction in Ecuador are not the ones that explain their platform most
thoroughly. They are the ones that most clearly show how they can:

e identify a trapped source of value,

e convert it into verifiable proof,

e do it with low friction,

e and make the first approval step feel obvious.

That is the standard to design for.

IMPORTANT NOTE

Please use this document as a working tool throughout the Soft Landing process. Revisit it as often as
needed — it is designed to help you arrive at each step with stronger context, clearer positioning, and a
more approvable pilot pathway.

This is the first major step, not the last. Throughout the coming weeks, we are here to support you
closely. Please reach out to us by email with any question, or book a meeting with us at any point if
you want to think through positioning, proposals, pilot design, or buyer conversations together.

Link to book a meeting:

Thank you again. We are truly looking forward to working with you.
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