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'/ SEAFOOD ECONOMIC ACCELERATOR

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

infrastructure alignment, modular systems, and cooperative investment.



The Challenge: Fragmentation, Not Scarcity

Maine's Marine Living Resources sector faces systemic fragmentation, escalating costs, and climate volatility that undermine resilience and drain
economic opportunity from coastal communities. This assessment synthesizes testimony from 40 stakeholder interviews and extensive literature

review (300+) to identify practical pathways for building a modern, efficient, climate-ready seafood supply chain system.

Hidden Infrastructure Mobility = Resilience

Existing assets are unorganized and invisible, representing an Containerized cold storage, modular ice units, and flexible logistics

underleveraged opportunity for resilience offer adaptability amid climate volatility



Cold Chain : Misalighment Over Scarcity

Cold-chain challenges are defined "ess by scarcity than by misalignment. Large facilities in southern Maine often operate at half capacity while rural

landing sites lack refrigeration and ice, forcing improvised solutions and limiting compliance and value capture.

This misalignment creates a system where existing capacity remains invisible and inaccessible to those who need it most, while coastal

communities struggle with inadequate infrastructure that constrains their economic potential.



Transportation and Processing: multiple, small players lacking
central coordination

1 2 3
Inefficient Utilization Geographic Challenges No Coordination
Weather and terrain increase operational Absence of freight-capacity matching

Trucks often run half-full or empty across
: : : . risk and delivery uncertainty systems leaves small operators isolated
routes, wasting capacity and increasing

costs

Processing infrastructure is unevenly distributed, with right-sized options largely absent. High energy costs, capital barriers, and limited three-phase

power constrain modernization efforts across coastal communities.



Systems: Enable and Disable

E

Regulatory Environment

A complex, multi-agency regulatory
landscape creates long delays and
administrative burdens that slow
infrastructure development and

operational flexibility.

I

Collaboration Readiness

Strong traditions of independence
create tension around cooperative
models, though collaboration interest

varies by region and species.

Financial Barriers

Capital needs restrict investment.
Cooperative models and innovative
finance mechanisms show promise

for overcoming these constraints.



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 strategic path forward begins with connecting what already exists, supplementing it with mobile infrastructure where gaps remain,

and investing where scale and permanence are essential.
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Connect Adapt Invest
Make existing assets visible and usable Fill local and seasonal gaps with mobile, Target shared capital toward processing
through coordinated communication and modular infrastructure that follows the capacity where scale and certification

data-sharing harvest requirements demand permanence



Three Core Interventions

01 02 03

The Logistics Coordination Hub (LCH) Modular Cold Chain Network Co-Op Capital Pool

A neutral, humanfacilitated dispatch system Mobile, modular containerized cold storage and A blended capital mechanism supporting
that coordinates transportation, cold storage, ice units deployed to priority landing sites for shared investment in cooperative structures,
and logistics—functioning as a virtual co-op resilience through mobility incentivizing collaboration and shared growth

These interventions work together to address fragmentation, improve efficiency, and build climate resilience across Maine's seafood supply chain.



The Logistics Coordination Hub: A Virtual Co-Op

The LCH is the report's highestpriority recommendation—a neutral, human-facilitated platform that coordinates transportation, cold storage, and

logistics. Stakeholders emphasized the single biggest missing element is "a keeper of the keys"—someone who knows who has capacity, who needs

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

1 2 3

A Neutral Coordinator A Living Map of Capacity An Accessible Interface

A staffed role serving as dispatcher, Low-tech design via text, phone, email, and
broker, and relations hip manager, ensuring Each transaction updates a visibility simple web tools ensures utility for small
equitable access system, creating a comprehensive real- operators and rural communities

time picture of cold-chain availability

Expected benefits include significant reductions in empty miles, improved reliability for small producers, lower logistical costs, reduced spoilage risk,

and a more coordinated statewide supply chain capable of responding to seasonal and climate-related disruptions.



Modular Cold Chain Network: Resilience Through Mobility

This initiative proposes a distributed network of mobile, modular, and right -sized cold storage and ice-making assets strategically deployed along the
coast. Remote landing areas often lack access to certified cold storage and reliable ice, leading to product loss and regulatory issues, es pecially

where power infrastructure is limited.

O

Scalable & Adaptive Solutions Energy Resilience
Mobile, containerized units (freezers, ice makers, reefers) right-sized for Solar and battery integration lowers electricity costs, provides outage
local needs. Reduces improvisation, ensures regulatory compliance. resilience, and enables deployment in remote areas without traditional

electrical upgrades.

Cooperative-style Ownership Mobility is Resilience
Cooperative or non-profit models manage certification, maintenance, and Medium-cost, high-reliability solution for constrained waterfronts. Adapts
fee structures, allowing producers to rent capacity without heavy capital to shifting species distributions and climate disruptions, ensuring supply

investment. chain flexibility.



Co-Op Capital Pool: Shared Investment, Shared Growth

Maine's marine sector faces structural financing barriers, hindering small and mid -sized operators from investing in crucial infrastructure. Uneven

processing capacity and high capital costs make modernization difficult, es pecially in rural and emerging aquaculture communities.

The Co-Op Capital Pool addresses this by leveraging grants, low-interest loans, and mission-aligned investments to enable collective infrastructure
development. Operators can jointly fund processing equipment, cold storage, and value-added production lines that none could afford individually.
This model reduces financial risk, ensures equitable access through cooperative governance, and is designed as a mid- to long-term intervention to

build lasting resilience.

01 02 03

Expand Maine's value-added production. Increase year-round processing capacity. Improve infrastructure utilization through

cooperative sharing.

04 05

Reduce financial risk for small producers. Foster durable, community-rooted processing ecosystems.



Implementation Timeline

SEQUENCING & TIMELINE

Phase

LCH Pilot

Modular Deployment

Co-Op Capital Formation

Network Expansion

Timeline

Months
1-12

Months
6-18

Months
12-36

Years
2-5

Comparative Factors

Priority: High

Ease of Launch: High

Start-Up Cost: Low-to-Moderate (S100K-
$250K)

Priority: High

Ease of Launch: Moderate

Start-Up Cost: Moderate ($250K-S3750K)

Priority: Medium
Ease of Launch: Moderate-to-Low

Start-Up Cost: High (S7-5 million)

Ongoing

Key Milestones

Hire coordinator — Build dispatch tool —
Launch 2 regional pilots — 50+
transactions logged

Site known gaps — Deploy 3-5 units —
Test solar/battery systems

Identify anchor tenants — Structure
blended financing — Launch 1-2 pilot co-
ops

Scale LCH statewide — Add modular
capacity as gaps revealed — Support
additional co-ops

Initial Regions

Midcoast, Downeast

Midcoast, Downeast

Midcoast, Downeast

Statewide

Possible Pilot Partners

Maine Coast Fishermen's
Alliance, Local Food
Switchboard, FarmDrop, Maine
Aquaculture Association

New Meadows Co-op, Maine
Family Sea Farms, Good
Shepherd Food Bank

Fork Food Lab, MTI, EDA/USDA,
Co-Op Banks



First Next Steps

The Logistics Coordination Hub (LCH)

* Meet with potential partners to discuss interest and fit: Local Food Switchboard, FarmDrop, or potentially interested existing industry group (e.g.
Maine Coast Fishermen's Alliance, Maine Aquaculture Association).

- Work with partner(s) to scope a pilot implimentation (technology and staffing requirements).

Modular Cold Chain Network

Meet with existing co-ops (New Meadows River Co-op, Maine Family Sea Farms, others) about scope and experience.

- Meet with local solution provider ShredElectric to understand current and planned technology roll-out, pilot parameters and potential costs.

Pilot design.
Co-Op Capital Pool

- Review State and Federal Funding opportunities to seed capital pool.
Determine Use-of-Funds guidance.
Establish support infrastructure for existing or proposed co-ops to access funds.

Develop partners hips with other funding organizations (CEIl, Cooperative Maine Business 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 exsi, and invest
cooperatively in processing capacity where scale mattersithen 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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