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data from 2024-2025 crisis scenarios.




The "SaaS Killer" Mechanism

Why CEE farmers are structurally allergic to
subscriptions.

The "Zombie" Paradox

In CEE, high asset valuation masks chronic cash-flow
insolvency. Following the 2024/2025 liquidity crisis,
thousands more farms have become 'Zombie Entities’
— operational, but structurally incapable of servicing
OpEx liabilities.

The CapEx Trap

Farmers invest heavily in CapEx (Machinery) only
because it is subsidized by EU refunds (50-60%). They
have zero tolerance for OpEx (SaaS Subscriptions),
which must be paid from their shrinking margins.




The Valuation Trap: "Fake TAM"

Are your portfolio companies counting users or insolvents?

The Verdict

Startups building Total Addressable Market
(TAM) models based on "number of farms" are
inflating potential. They are counting entities that
are technically insolvent and waiting for the next
grant to survive.

Investing in "Farmer B2C" today is a
bet against macroeconomic gravity.



The Unit Economics of
1 Hectare (Wheat)

Why there is ZERO budget for SaaS
subscriptions

REVENUE (Sold yield @ 880 PLN/t)
+ 6 160 PLN

TOTAL COST (Inputs, Fuel, Work)
- 6 600 PLN

OPERATING RESULT per ha
- 440 PLN

But what about EU Subsidies (~1100 PLN)?

Reality Check: Subsidies are effectively consumed
by household living costs and debt service (CapEx).
They bridge the survival gap, they do not create
Free Cash Flow for OpEx tech.



The "Great Divergence”

The structural gap between "The Factory" and "The Manufactory".

REVENUE
DENSITY GAP
The Manufactory ~20x The Factory
High-value crops (1 ha Apples > 1 ha Wheat) Commaodity crops
The Logic: High Risk, Quality Game. The Logic: Low Margin, Volume Game.
Tech Role: Risk Mitigation (Insurance). Tech Role: Cost Cutting (Automation).

A\ The Investor Blind Spot: "The Premium Trap"

Investors assume High Revenue = High Willingness to Pay.

Reality Check: High revenue is consumed by manual labor & energy costs. The
real value leaks in the Post-Harvest Gap (Quality Downgrade Risk: -75% Value),
which ~89% of venture capital ignores (Midstream Gap).



The Real Opportunity is NOT on the Field

The structural gap between Corporate Demand and Farm Reality.

The External Imperative (WHO?) The Execution Gap (WHY it’s failing?)

The demand is high, but the connection is broken at the "First Mile":

Three sectors are critically dependent on verifiable source data coming * The Bgrrier: Lack Of stanglards implementation creates chaos in
from farms/plantations: reporting and data integrity.
« FINANCIAL SECTOR * The Friction: Farmers reject paid automation due to liquidity constraints.

. SUPPLY CHAIN / RETAILERS They rely on disjointgd OEM exports, which forces them into manual data
entry to meet reporting needs.

» The Reality: Critical raw data remains locked in silos. Payers lack the scale,
frequency, and standardization required for automated decision-making.

e Government

Most portfolios bet on the “App Layer” — hoping the farmer will finance the tool
and manually maintain the data. The value, however, has shifted to the
"Infrastructure Layer”.

The report outlines the specific blueprint for capitalizing on this shift.



Inside the Report: From Market Anatomy to Unit Economics

A 100+ page strategic blueprint organized into four critical investment dimensions.

Market Diagnosis & Segmentation (The Trap)

The "Great Divergence" Map: Structural separation of "Factory"
(Commodity) vs. "Manufactory” (Premium) business models.
Solvency Stress-Test: The "Zombie Farm" phenomenon analysis
— why liquidity issues kill the standard B2C SaaS model.
Psychographic Profiling: Beyond demographics — defining the
"Guardian of Quality" vs. "The Manufacturer" archetypes and
their specific Willingness-to-Pay (WTP).

The 2025-2030 Investment Thesis (The Alpha)

The B2B Pivot Strategy: Why the revenue stream must
shift from Farmers to Banks, Retailers, and Insurers.

The "Plumber" Blueprint: Architecture of the critical data
infrastructure layer (Compliance-as-a-Service).
Regulatory Moats: How to monetize the compliance
pressure.

Technology Audit & Barriers (The Reality Check)

* The "Integration Hell": Mapping the First-Mile data gap and
the failure of current API strategies.

Al Reality Check: Deconstructing the hype vs. reality in Pre-
Harvest predictive models.

+ Adoption Barriers Matrix: A granular breakdown of
psychological, financial, and legal barriers blocking mass
digitization.

Execution & Financial Validation (The Proof)

* Granular Unit Economics: Detailed P&L breakdown for
FinTech (Credit Scoring) and InsurTech (Parametric) models
built on top of the infrastructure.

» Growth Vectors: Identified deep-value niches in Post-Harvest
arbitrage and "Loop Closing".

* Red-Team Analysis: A "Devil's Advocate" chapter testing the
thesis against OEM resistance and legislative delays.



Thesis Validation & Access

Market data confirms a structural shift from B2C Applications to B2B Infrastructure. Capital
allocation strategies for the 2026-2030 cycle require adjustment to address liquidity constraints
in the primary sector.

The Strategic Package:
Structured to support investment committees and operational due diligence.

Executive Strategic Memo (EN) Operational Deep-Dive (PL)

Format: 15-page Management Briefing Format: 110-page Research, Technical & Legal Report
Function: Strategy alignment, Risk Assessment, Function: Full market mapping including

Valuation logic. technological bariers and product types, Data

isolation impact, Regulatory compliance detail.

Proposed Next Step:

Briefing & Fit Check.

Join a 30-minute session to review the methodology behind this report. We will
discuss the structural barriers identified in the CEE market and verify if the Ascendo
Intelligence Stack provides the data leverage your team needs right now.



ASCENDO ANALYTICS

Agritech w CEE: Mapa Rynku, Wektory
Wzrostu i Teza Inwestycyjna 2025-2030

Analiza dla Funduszy VC/PE, Instytucji Finansowych i Strategow
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