


Determination of Need 

 

Project Title:  Hatchery Public Private Partnership 

Project Description:  Revitalization of the Guam Aquaculture Development and Training Center 

Project Cost:  The procurement will result in net revenue to UOG. 

Contract Type: Operational contract/lease 

Construction Time: 18-24 months 

Term of Contract: Up to 30 years  

Options:  UOG does not anticipate and options or extensions to this contract 

Estimated Project Cost:    $2 million                           

Estimated Annual Payment:  UOG is unable to estimate the monthly payment it will receive under this 

contract.  However, the contract will require a monthly fee be paid to the University.  The annual 

appropriation from the Government of Guam will no longer be required as soon as the contract takes 

effect.  

Source of Repayment: There is no UOG financing associated with this project. 

Collateral:  The executed contract will address potential remedies under this procurement.   

Background:  The Guam Legislature created the Guam Aquaculture Development and Training 

Center (the Hatchery) and transferred it to the University of Guam in 2002.  The University has 

attempted to improve the performance and production levels of the facility.  These efforts have been 

largely unsuccessful.  The University has concluded the Hatchery cannot operate to its full potential 

without an infusion of capital into the facility.  The University has determined that the best method of 

obtaining this capital infusion is to develop a public-private-partnership.  Under the terms of the 

partnership, a developer would provide the needed capital infusion to upgrade and expand the facilities 

at the Hatchery.  The developer would pay the University a monthly fee for the use of the Hatchery.  The 

developer would be given limited access to the Universities patented shrimp breeds.  The University 

would retain access to the Hatchery and the developer would be required to comply with the 

University’s efforts to incorporate the activities of the Hatchery into the research and instructional 

programs of biology, agriculture and aqua culture for the benefit of University students and faculty.  

Contract Method:  The University desires to enter into an operational contract with a developer after 

the most responsible vendor is identified through a Request For Proposal process.   

Nature of Construction:  UOG expects the construction to include a renovation of existing concrete 

ponds, an expansion of additional ponds, renovation of the facilities in general, possible construction of 

a new well, possible construction of a new cistern, possible replacement of piping system.  

 



Determination of Need:  The revitalization of the Guam Aquaculture Development and Training 

Center is a major project.  A project such as this needs to be spread out over a term of 25-30 years in 

order to make the financing payments feasible for the University.  This is in line with the best practices 

of the industry.  Therefore, the University of Guam is seeking authorization for an exceptional term 

contract of up to 30 years in order to enter into a Public-Private-Partnership for the operation of the 

Hatchery.      
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STATEMENT OF DETERMINATION 

For the Approval of an Exceptional Term to Support a Public-Private Partnership for the  

Guam Aquaculture Development and Training Center 

 

The Guam Aquaculture Development and Training Center (GADTC aka the Fadian Hatchery) is 

a tropical bio-secure aquaculture facility operated under the auspices of the University of Guam 

(UOG) since its transfer to the institution from the Department of Commerce in 2001.  

 

The University of Guam Board of Regents has determined that a 30-year lease of the 21,443 

square meter GADTC property, Lot #2517-17, for the purpose of entering into a public-private 

partnership to commercialize specific-pathogen free (SPF) shrimp broodstock for export to Asian 

markets, is in the best interests of the institution, future research in this field, and the island’s 

economic development.  

 

The genetic lines of UOG’s SPF broodstock, developed by UOG scientist Dr. Hui Gong Jiang, 

produce robust off-spring with characteristics valued by the Asian aquaculture industry. Her 

ongoing research has resulted in a successful SPF shrimp breeding program with viable 

commercial potential (Appendix A. Brown J. 2009. A Business Plan for the GADTC). However, 

the facility itself requires significant investment of at least $1M and no private sector partner will 

invest in a partnership or facility without a long-term lease that exceeds the Government of 

Guam’s maximum five-year lease restriction.  

 

The GADTC has many strengths: its physical site is one of the best in the Pacific region both for 

water and biosecurity; its collection of shrimp genetics, stocks of tilapia strains and 

coralgroupers allow for the production of a variety of products; its location on Guam provides a 

local market, allows for servicing the Micronesian region and provides for access to Asia; its 

connection with the University of Guam provides for scholastic cooperation with Asian 

universities and institutes, access to Federal grant funds and a secure home for its academic 

researchers. 

 

The weakness of the GADTC stems from its physical condition and its status a component of the 

Government of Guam. The GADTC was built more than 30 years ago and sits on the windward 

side of the island where it is subject to continuous salt-water spray. The corrosion has led to the 

demolition of its main building, spalling of the concrete structures and deterioration of its 

electrical systems. The limited budget provided by an annual appropriation has been sufficient to 

maintain operations, but the lack of capital investment has not allowed for any new construction 

or renovations of existing structures. GADTC’s mission is to be financially self-supporting, but it 

has not been able to achieve this goal since the Government of Guam assumed responsibility in 

the 1980s. 

 

The GADTC facility has numerous opportunities if it can become a public-private enterprise 

under a well-connected and managed parental company that is willing to undertake the 

investment necessary to bring the facility up to standards. A private sector company with robust 

logistics could use the facility as a base to develop regional aquaculture to provide high value 

products for the Guam and Asian markets (Appendix B. Brown, J. A Summary of the University 

of Guam’s Needs under a Public-Private Partnership for the Fadian Hatchery). They could profit 
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from providing seed stock, feed, transportation and marketing services to regional aquaculture 

business from a Guam based center. The stock of coralgroupers could be used initially for reef 

restocking on Guam with grant support from the US Fish and Wildlife Service, and later 

expanded to provide high health seed stock to the region, Guam and Asia. The tourism industry 

would benefit from a local, high valued fresh seafood product. The University of Guam has 

developed a five point white paper regarding the establishment of a public-private partnership 

(Appendix C. Brown, J. 2015. Reasonable Expectations for the Proposed Public-Private 

Partnership). 

 

Full development of the shrimp broodstock business will give Guam an export product to 

generate local incomes, employment and tax revenues. Spinning-off the GADTC as a public-

private enterprise will generate revenue, create jobs, and eliminate operating subsidies. 

 

UOG has been approached by multiple companies from Vietnam, China, as well as Saipan 

Aquaculture/Tan Family Holdings, but the lack of a long-term lease and the cumbersome nature 

of working within Government of Guam procurement regulations stymied progress (Appendix 

D. Brown, J. 2015. A Brief History of the University of Guam’s Attempts to Find a Private 

Partner for the Fadian Hatchery). UOG believes that we will have many potential bidders once 

we are able to secure a long-term lease and are able to manage the partnership through the 

Research Corporation of the University of Guam (Appendix E. Brown, J. 2013. Position Paper 

Guam Aquaculture Development and Training Center).  

 

With Board of Regent approval, executive leadership can pursue Legislative approval to enter a 

public-private partnership that includes a contract/lease up to 30-years of the GADTC property 

with a private sector partner.  
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Appendices 

 

Appendix A. Brown, J. 2009. A Business Plan for the Guam Aquaculture Development and 

Training Center  

 

Appendix B. Brown J. 2015. A Summary of the University of Guam’s Needs under a Public-

Private Partnership for the Fidian Hatchery  

 

Appendix C. Brown, J. 2015. Reasonable Expectations for the Proposed Public-Private 

Partnership. 

 

Appendix D. Brown, J. 2015. A Brief History of the University of Guam’s Attempts to Find a 

Private Partner for the Fidian Hatchery  

 

Appendix E. Brown, J. 2013. Position Paper Guam Aquaculture Development and Training 

Center  

 

 

 

 

 



University of Guam
Hatchery PPP
Feasibility Analysis

Est. Project Cost 2,000,000$  
Interest Rate 6%

Estimated Annual Revenues 700,000$      

Estimated Annual Expenses 518,000$      

Estimated Amount available for 
debt service 182,000$      

5 years 10 years 15 years 20 years 25 years 30 years
Estimated Annual Debt Service $463,987 $266,449 $202,526 $171,943 $154,632 $143,892

Estimated Debt Service 
Coverage Ratio 0.39              0.68           0.90          1.06          1.18          1.26          



GADTC TIMELINE 

 

• 1970s - The facility began as the Guam Aquaculture Research Institute (GARI) a 

subsidiary of Trafalgar Housing in the 1970s to conduct research in support of 

aquaculture ventures in Asia.  

• 1980s – GADTC facility abandoned  

• 1986 – GADTC reverted to the Government of Guam in lieu of taxes. Administered by 

the Guam Department of Commerce.  

• 2001 – GADTC transferred to the University of Guam. 

• 2003 – 2007 – Grants in cooperation with the University of Arizona: 1) National Marine 

Fisheries Service “Specific-pathogen free (SPF) marine shrimp culture on Guam.” in 

2003 for $80,135 and 2) a USDA T-STAR grant “Disease survey and marketing 

prospects for specific-pathogen-free shrimp production on Guam” for 3-years from 2003-

2007 for $184,135. 

• 2005 – GADTC established two years of health monitoring history, minimum 

requirement to qualify as an SPF shrimp facility 

• 2007 – Hire of aquaculture scientist, Dr. Hui Gong Jiang, allowed UOG to further 

strengthen broodstock genetic lines 

• 2007 – 2008 – Discussions with Grobest, a Taiwanese Aquaculture Feed company 

including on-site technicians. 

• 2008 – Grobest relationship suspended. University too cumbersome to work with.  

• 2008 – Opportunistically obtained shrimp sales to China, Taiwan, Singapore, Texas, 

Saipan and Hong Kong but none of a recurrent nature. UOG’s strength is research, not in 

operating a business. 

• 2009 - 2013– Discussions with Evergreen and Luen Thai. 

• 2013 – 2017 – Inquiries from Vietnamese companies very interested in the partnership 

but UOG cannot move forward due to the Government’s five year lease limit. 
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