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Background of NHTC and it’s current challenges P EEetaine
First layout of the “New Centre” TrueNorth

The Principal intends to restructure and resettle the NHTC (also Centre or Institute) from its
current location within the City in line with the City Development Plan. The Centre, as a state-
owned company, is engaged in the production of Boron, Oxygen, Carbon ultrapure isotopes.
The Centre is one of the very few companies engaged in this production worldwide and this
potential should be harvested. The project therefor can be considered in several parts:

Resettlement of the NHTC using the freed-up land and existing assets as a way of
financing the new land and constructions

Restructure the commercial relations of the Centre to achieve a higher participation in
the sale proceeds with the perspective to make sales activities available for NHTC on its
own.

Finalize the privatization of the Centre to make it a fully privately-owned company and
respecting potential state interests

Possible acquisition of international trade companies to gain higher profitability
Obtain international equity and debt financing to achieve the project goals

Develop and include the local management and staff of NHTC to gain long-term
sustainability for the future of the Centre and act as a benchmark for Georgian economy
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The idea of the ,New Centre” is born. A lot of questions are arising:

LTD GEOHOLDING

TrueNorth

What is exactly the
structural and
economic situation

What are the
strengths and the

i opportunities and
desﬁ:i;tféftand of the center? > what are
technical weaknesses and
specifications? treats?

How has a team of
internal and external
experts to be structured
during the different
phases of the project and
how has the collaboration
to be organized?

Are risks (product,
execution, etc.)
acceptable?

What different
interest groups
are involved?

Are the product likely to
perform, be profitable
and meet customers and
distributors expectations?

How can the
external experts
be financed?

Are there already
patented products?

How will the product be built?
How will it work? What software

What is the
expectation of
the Georgian
Government?

Are we able to
deliver quickly
enough?

What are the market
expectations of the real
Estate redevelopment?

and operating system is
needed? Will it fit into smart

technologies?

Are there any
international donor
organizations
available to support
and fund the project?
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The idea of the ,New Centre* is born. 15 sroHOLDING
How can the idea lead to success? TrueNorth

Crucial questions to be answered

How has the project to be shaped? Which steps, filters and milestones have to be taken?
How is the time schedule to be defined? And what cost are to be expected?

How has a team of internal and external experts to be structured during the different
phases of the project and how has the collaboration to be organized?

Which external services have to be taken in and how have the terms of fairness,
competitiveness and suitability of the terms and conditions offered by any party to be
involved whether industrial or financial?

How can the financing to be secured? Are co-investors, and which ones, necessary? How
have the appropriate transactions to be structured?

What are the market expectations of the innovation? How will a valid business plan look
like?

Can the necessary external experts be financed through international organizations like
Worldbank, IFC, EBRD, KfW or others?
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%)
We propose for the project a 4-phases innovation process as a LT%NG
well defined stage-gate-process (©, TrueNorth

we are here

Y1

idea > invention » — innovation —

2 3 a4
e

A. basic concept F'.teSJ.[ & G. launch
: validation
preparation

filter 1 filter 2 filter 3 filter 4 filter 5
—_ A

realization,

E. proto-
privatization, M&A, real
estate, after sales

/ technology, product, production & logistics
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Start with the Analysis and the Project Management has thereby all ..ccoroone
activities, the project budget and project reporting in hands TrueNorth

funding of external experts and analysis
Get international donor institution to start with initial analysis

— Understand the capabilities of the NHTC management and staff to fill potential gaps with external expert and managers which
will act as catalysts for the whole project.

— Develop a SWOT analysis together with a detailed description of the situation “as it is” including strength and opportunities,
weaknesses and threats.

— Draft an overview of the real estate including buildings and the rights of use including the views of the municipality and the
Georgian Government. Understand the local market for real estate development.

— Understand the old privatization situation including the involved groups.

project management
monitor and control the project activities and to secure alignment with the project budget

— The project management starts up with the definition of the project governance (project organization, meetings, reports,
escalation procedures, etc.), the bringing together and setting up the team and to kick off the project.

— Initially the project structure with all the necessary activities (detailed planning according the above described logic and tasks),
capacities needed and a time schedule have to be worked out as well as a first project budget.

— Ongoing works within are the execution of the project governance and the project controlling. The to be expected plan
changes - for this is an development project — have to be worked out clearly and have to be presented to the steering
committee for decision.
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The “technology, product, production & logistics” stream
comprises all necessary gates to a successful go live

G )

LTD GEOHOLDING

TrueNorth

® 28. Februar 2018

basic concept

clear view on the
possibilities and the limits
of the technical
realization.

draft technical
product concept with
detailed product
specification, technical
feasibility, product
architecture principles,
technology needs and
access, regulatory
constraints, patents &
licensing, etc.

draft production con-
cept with production
technology needed in-
cluding make-or-buy
concept and supplier
available,
machinery/in-
vestments needed.

draft architectural
study and removal
concept

Preparation &
prototyping

— Prototyping is

more or less a
controlled cycle
of small-scale-
realisation with
following
improvements.

— Detailed static

and architect
plans, and
alternatives are
to be developed
with feedback of
local authorities
and
organizations

TrueNorth — Offer NHTC

testing and
validations

— large-scale
production
needs

— patenting of the
research results

— iterations until a
going-live is
evaluated to be
successful

— live testing of a
production start
and a live testing
of the supply
chain too.

— governmental
pre-approvals

Jdaunch

to prepare and
realize the mar-
ket entry strategy

minute plan for
the the last
weeks before
and after the
“going-live”

monitor it on a
daily basis to

success.
— Promotion for all
activities
© TrueNorth 2015 Seite 16



The “market, economics and financing” stream accompanies the ST
economics of the project from an early stage to the end TrueNorth

business case

achieve very early a validation of market ability and the market chances of the new offer. It is as well to be worked out
initially and to be refined with the progress and the learnings of the project.

market analysis: market dynamics and industry characteristic (economics of scale and scope, technology drivers trends),
the effect of external factors such as regulation and public policy, market size and growth projection (evaluate market
potential and revenue potential, segments of the current target market, key segment characteristics and the market’s implicit
and explicit needs), to identify market structure and competitor’s positioning (strengths and weaknesses, products and
services offered including substitutes, their key segments targeted, pricing and positioning)

product/market concept: customer value proposition, customer interest, substitution products, risk-/reward analysis,
and the positioning (concrete products and services offered, segments targeted, pricing and distribution) etc.

market entry strategy, how to gain market access (channel options for Existing markets, availability of channels and access
to key segments) and a model for the diffusion of the new product into the market, which depends amongst others on
factors like renovation cycles of the private households. Derived from that there is to calculate the volume planning for the
new product.

commercial evaluation

clear the economics of the product and the project during the whole project lifetime.

work out a first product calculation based on the technical product concept as a calculation scheme and a concrete
calculation.

P/L and balance sheet planning including one offs and investments related to the project. The planning should ideally
worked out as a variable cost contribution calculation which can easily be varied with volume changes and give a outlook to 3
to 5 years and detailed information when and under what conditions the break-even will be reached.

business valuation of the future center and the real estate development.

financing

Derived from these numbers the financial needs and the overall funding with all possible options (equity, loans, etc.) have to
be evaluated and structured. The M&A and Privatization strategy will be based on above elaborated analysis and strategies.
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LTD GEOHOLDING

Draft Proposal Project Schedule (e, TrueNorth
2018 2019
Activities 4 5 6 7 8 9 10 1112 1 2 3 4 5 6 7 8 9 10
0. ExpertFunding&Analysis | B H
A. Basic concept I ..
B. Business Case e
C. Commercial Evaluation - ] ] ] |
D. Financing 1 1 [
E. Preparation Prototyping o ] ]
F. Test & Validation T g0 live
G. Launch R D
H.  Project Management . f ' [ [ | | [ | @4
A
Kickoff

. Presentation/steering committee ‘ Final presentation/decision
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