
Cooperative Seafood Logistics and Cold Storage 
Needs Assessment Across Coastal Maine
A comprehensive strategic assessment for building resilience, coordination, and climate readiness across Maine's seafood supp ly chain through 

infras tructure alignment, modular s ys tems , and cooperative inves tment.



The Challenge: Fragmentation, Not Scarcity

Maine's Marine Living Resources sector faces systemic fragmentation, escalating costs, and climate volatility that undermine res ilience and drain 

economic opportunity from coas tal communities . This  as s es s ment s ynthes izes  tes timony from 40 s takeholder interviews  and extens ive literature 

review (300+) to identify practical pathways  for building a modern, efficient, climate-ready s eafood s upply chain s ys tem.

Hidden Infrastructure

Exis ting as s ets  are unorganized and invis ible, repres enting an 

underleveraged opportunity for res ilience

Mobility = Resilience

Containerized cold s torage, modular ice units , and flexible logis tics  

offer adaptability amid climate volatility



Cold Chain : Misalignment Over Scarcity

Cold-chain challenges  are defined "es s  by s carcity than by mis alignment. Large facilities  in s outhern Maine often operate at half capacity while rural 

landing s ites  lack refrigeration and ice, forcing improvis ed s olutions  and limiting compliance and value capture.

This  mis alignment creates  a s ys tem where exis ting capacity remains  invis ible and inacces s ible to thos e who need it mos t, while coas tal 

communities  s truggle with inadequate infras tructure that cons trains  their economic potential.



Transportation and Processing: multiple, small players lacking 
central coordination

1

Inefficient Utilization

Trucks often run half -full or empty acros s  

routes , was ting capacity and increas ing 

cos ts

2

Geographic Challenges

Weather and terrain increas e operational 

ris k and delivery uncertainty

3

No Coordination

Abs ence of freight-capacity matching 

s ys tems  leaves  s mall operators  is olated

Proces s ing infras tructure is  unevenly dis tributed, with right-s ized options  largely abs ent. High energy cos ts , capital barriers , and limited three-phas e 

power cons train modernization efforts  acros s  coas tal communities .



Systems: Enable and Disable

Regulatory Environment

A complex, multi-agency regulatory 

lands cape creates  long delays  and 

adminis trative burdens  that s low 

infras tructure development and 

operational flexibility.

Collaboration Readiness

Strong traditions  of independence 

create tens ion around cooperative 

models , though collaboration interes t 

varies  by region and s pecies .

Financial Barriers

Capital needs  res trict inves tment. 

Cooperative models  and innovative 

finance mechanis ms  s how promis e 

for overcoming thes e cons traints .



Rethinking Infrastructure: Three Strategic Approaches

Maine's seafood logistics challenge is not defined by the total absence of infrastructure, but by misalignment and invisibili ty. Rather than immediately 

"building new," the s trategic path forward begins  with connecting what already exis ts , s upplementing it with mobile infras tructure where gaps  remain, 

and inves ting where s cale and permanence are es s ential.

Connect

Make exis ting as s ets  vis ible and us able 

through coordinated communication and 

data-s haring

Adapt

Fill local and s eas onal gaps  with mobile, 

modular infras tructure that follows  the 

harves t

Invest

Target s hared capital toward proces s ing 

capacity where s cale and certification 

requirements  demand permanence



Three Core Interventions

01

The Logistics Coordination Hub (LCH)

A neutral, human-facilitated dis patch s ys tem 

that coordinates  trans portation, cold s torage, 

and logis tics —functioning as  a virtual co-op

02

Modular Cold Chain Network

Mobile, modular containerized cold s torage and 

ice units  deployed to priority landing s ites  for 

res ilience through mobility

03

Co-Op Capital Pool

A blended capital mechanis m s upporting 

s hared inves tment in cooperative s tructures , 

incentivizing collaboration and s hared growth

Thes e interventions  work together to addres s  fragmentation, improve efficiency, and build climate res ilience acros s  Maine's  s eafood s upply chain.



The Logistics Coordination Hub: A Virtual Co-Op

The LCH is the report's highest-priority recommendation—a neutral, human-facilitated platform that coordinates  trans portation, cold s torage, and 

logis tics . Stakeholders  emphas ized the s ingle bigges t mis s ing element is  "a keeper of the keys "—s omeone who knows  who has  capacity, who needs  

it, and how to match the two quickly and equitably. It augments , not replaces  exis ting relations hips .

1

A Neutral Coordinator

A s taffed role s erving as  dis patcher, 

broker, and relations hip manager, ens uring 

equitable acces s

2

A Living Map of Capacity

Each trans action updates  a vis ibility 

s ys tem, creating a comprehens ive real-

time picture of cold-chain availability

3

An Accessible Interface

Low-tech des ign via text, phone, email, and 

s imple web tools  ens ures  utility for s mall 

operators  and rural communities

Expected benefits  include s ignificant reductions  in empty miles , improved reliability for s mall producers , lower logis tical cos ts , reduced s poilage ris k, 

and a more coordinated s tatewide s upply chain capable of res ponding to s eas onal and climate-related dis ruptions .



Modular Cold Chain Network: Resilience Through Mobility
This initiative proposes a distributed network of mobile, modular, and right -s ized cold s torage and ice-making as s ets  s trategically deployed along the 

coas t. Remote landing areas  often lack acces s  to certified cold s torage and reliable ice, leading to product los s  and regulatory is s ues , es pecially 

where power infras tructure is  limited.

Scalable & Adaptive Solutions

Mobile, containerized units  (freezers , ice makers , reefers ) right-s ized for 

local needs . Reduces  improvis ation, ens ures  regulatory compliance.

Energy Resilience
Solar and battery integration lowers  electricity cos ts , provides  outage 

res ilience, and enables  deployment in remote areas  without traditional 

electrical upgrades .

Cooperative-style Ownership

Cooperative or non-profit models  manage certification, maintenance, and 

fee s tructures , allowing producers  to rent capacity without heavy capital 

inves tment.

Mobility is Resilience

Medium-cos t, high-reliability s olution for cons trained waterfronts . Adapts  

to s hifting s pecies  dis tributions  and climate dis ruptions , ens uring s upply 

chain flexibility.



Co-Op Capital Pool: Shared Investment, Shared Growth

Maine's marine sector faces structural financing barriers, hindering small and mid -s ized operators  from inves ting in crucial infras tructure. Uneven 

proces s ing capacity and high capital cos ts  make modernization difficult, es pecially in rural and emerging aquaculture communities .

The Co-Op Capital Pool addres s es  this  by leveraging grants , low-interes t loans , and mis s ion-aligned inves tments  to enable collective infras tructure 

development. Operators  can jointly fund proces s ing equipment, cold s torage, and value-added production lines  that none could afford individually. 

This  model reduces  financial ris k, ens ures  equitable acces s  through cooperative governance, and is  des igned as  a mid- to long-term intervention to 

build las ting res ilience.

01

Expand Maine's  value-added production.

02

Increas e year-round proces s ing capacity.

03

Improve infras tructure utilization through 

cooperative s haring.

04

Reduce financial ris k for s mall producers .

05

Fos ter durable, community-rooted proces s ing ecos ys tems .



Implementation Timeline 



First Next Steps

The Logistics Coordination Hub (LCH)

• Meet with potential partners  to dis cus s  interes t and fit: Local Food Switchboard, FarmDrop, or potentially interes ted exis ting indus try group (e.g. 
Maine Coas t Fis hermen's  Alliance,  Maine Aquaculture As s ociation).

• Work with partner(s ) to s cope a pilot implimentation (technology and s taffing requirements ).

Modular Cold Chain Network

• Meet with exis ting co-ops  (New Meadows  River Co-op, Maine Family Sea Farms , others ) about s cope and experience.

• Meet with local s olution provider ShredElectric to unders tand current and planned technology roll-out, pilot parameters  and potential cos ts .

• Pilot des ign.

Co-Op Capital Pool

• Review State and Federal Funding opportunities  to s eed capital pool.

• Determine Us e-of-Funds  guidance.

• Es tablis h s upport infras tructure for exis ting or propos ed co-ops  to acces s  funds .

• Develop partners hips  with other funding organizations  (CEI, Cooperative Maine Bus ines s  Alliance, MaineStream Finance, etc.)



THEORY OF CHANGE: From Fragmentation to Resilience

If we connect existing fragmented assets through coordinated logistics, and adapt with mobile infrastructure where true gaps exist, and invest 
cooperatively in processing capacity where scale matters, then Maine seafood producers gain more reliable market access, reduce costs, and build 
climate resilience—so that Maine's working waterfront heritage is preserved, economic value stays local, and the seafood economy thrives through 
the next generations.

The path forward does not require building entirely new systems or abandoning Maine's traditions of independence. Instead, it  calls for making visible 
what already exists, connecting dispersed capacity through neutral coordination, deploying flexible infrastructure that moves  with changing 
conditions, and investing cooperatively in shared growth.

By addressing misalignment rather than scarcity, prioritizing mobility over fixed assets, and building trust through sequence d implementation, Maine 
can transform its fragmented seafood supply chain into a coordinated, climate -ready system that strengthens coastal communities and captures 
greater economic value for generations to come.
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