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The Mardie project covers ~115km  on the Pilbara coast, Western Australia, and will be
the third largest solar salt project globally (Australia's largest, first in ~30yrs).

Why we like it
1. Key inflection point: We believe BCI is at a key inflection point in its development.
Construction is >60% complete, fully funded to first salt, and fully permitted post receipt
of final Commonwealth approvals in Apr'25, with first salt on track for end-CY26.

2. Long-term investor returns: Given the unlimited reserves life (seawater) and
uniqueness as a resources project without orebody risk, once operational we view Mardie
as a low risk, annuity-like cash generator; with strong market dynamics (driven by SE
Asian industrialisation) supporting long-term salt prices. We forecast ~$250m EBITDA
and ~$190m FCF generation p.a. on our base case US$60/t LT salt pricing. We view it
likely the Company integrates a shareholder return/dividend payout policy once
operational, providing a foundation for strong long-term returns.

3. Earnings levers ex-Salt: Upside exists through the planned production of sulphate of
potash (SOP), a by-product of salt via low-risk flowsheet additions. A final investment
decision is targeted for CY26, following completion of FEED studies. SOP integration
could lift EBITDA to ~$320m and FCF to ~$240m. Furthermore, excess capacity at the
Cape Preston West Port (20Mtpa vs. BCI’s 5.35Mtpa throughput) offers the potential for
incremental earnings via third-party tolling (i.e. nearby stranded iron-ore), noting Pilbara
Ports charges $9.10/t wharfage at the Port of Ashburton.

4. Quality register & management: BCI is backed by a high-quality, long-term
shareholder base including Wroxby (Kerry Stokes, 36%), AustralianSuper (32%), and
Ryder Capital (10%). Management brings deep experience across project delivery,
operations, and financing in major WA resources and infrastructure developments, having
advanced Mardie through permitting, funding, and construction milestones.

Action
We initiate formal research coverage with a Speculative Buy recommendation and
a Price Target of $0.44/sh, based on a risked sum-of-the-parts valuation, primarily built
on earnings from the Mardie salt project. Additional opportunities (port-tolling, SOP)
present meaningful medium-term upside to our valuation.

We see strong share price re-rating potential as the project de-risks and investor
interest builds ahead of first salt sales within 18 months time.

Valuation is compelling at the current share price and even more so on steady-
state production numbers; salt-only annual EBITDA of ~$250m (trade at 8-10x?),
FCF of ~$190m (trade on 13-15x EV/FCF?, i.e. ASX: DRR).

Catalysts
Ongoing Mardie development progress (Quarterly), first salt sales (end-CY26)

SOP FEED study completion (mid/Q3 CY25), target FID (CY26)

Salt and SOP pricing

BCI's flagship asset is the 100%-owned Mardie Salt Project; a globally significant, fully
permitted, 60+-year 5.35Mtpa salt production asset, with first sales on track for end-
CY26. The project has long-term annuity-like cashflow generation potential, with
multiple future upside potential opportunities (i.e. port-tolling, SOP production). 
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Market Statistics      
Share Price 0.28 A$/sh
Price Target 0.44 A$/sh
Valuation 0.44 A$/sh

Shares on issue (dil) 3218 m
Market Capitalisation 901 A$m
Enterprise Value 993 A$m
Net Cash/(Debt) -92 A$m

Prod Forecast (FY) 2025F 2026F 2027F
Salt 0 0 1.3
SOP 0 0 0

Assumptions 2025F 2026F 2027F
Salt CIF (US$/mt) 51 54 60
SOP FOB (US$/mt) 550 600 600
AUD/USD (fx) 0.63 0.64 0.69

Key Financials 2025F 2026F 2027F
Revenue (A$m) 0.0 0.0 114.8
EBITDA (A$m) -46.3 -50.5 24.6
Reported NPAT (A$m) -46.7 -98.8 -49.1

GrossCashflow (A$m) -40.8 -94.0 -37.2
Op. FCF (A$m) -493.7 -505.1 -187.5
Net Cashflow (A$m) -460.1 -471.0 -58.4

Div Yield (%) 0% 0% 0%

P/E (f.d.) na na na
EV/EBITDA na na 40.4

Performance

Source: IRESS

INITIATION OF COVERAGE | PUBLISHED ON 14 MAY 2025

BCI Minerals Initiation Of Coverage: At Major
Inflection Point, No seasoning on this valuation
BCI.ASX | BCI MINERALS LIMITED | MATERIALS | SALT
PRICE
A$0.28/sh

TARGET PRICE
A$0.44/sh

RECOMMENDATION
SPECULATIVE BUY



Euroz Hartleys Limited. All information and advice is confidential and for the private information of the person to whom it is provided and is provided without any responsibility or
liability on any account whatsoever on the part of Euroz Hartleys Limited or any member or employee thereof. Refer to full disclaimer at the end of this document.

Asset Valuation           Forecast Production        
  A$m A$/sh     Attrib. Prod'n (Mt) 2025F 2026F 2027F
(+) Mardie Salt Only 1,421 0.44     Salt 0.0 0.0 1.3
(+) Mardie SOP 151 0.05     SOP 0.0 0.0 0.0
(+) Other (e.g. Port Tolling) 0 0.00     Total Production 0.0 0.0 1.3
(+) Dfrd Iron Bridge Payment 34 0.01     Assumptions  
(+) Investments 2 0.00     Salt CFR (US$/mt) 51 54 60
(-) Corporate O/H -93 -0.03     SOP FOB (US$/mt) 550 600 600
(+/-) Net Cash/(Debt) -92 -0.03     Fx (AUD/USD)   0.63 0.64 0.69
Total   1,423 0.44    

  CASHFLOW        
PROFIT & LOSS           Yr End 30 June (A$m) 2024A 2025F 2026F 2027F
Yr End 30 June (A$m) 2024A 2025F 2026F 2027F   Reported NPAT -15.3 -46.7 -98.8 -49.1
Revenue 0.0 0.0 0.0 114.8   (+) D&A 7.3 4.8 4.8 11.9
(-) Operating Expenses 0.0 0.0 0.0 -51.0   (+) Impairement 0.0 0.0 0.0 0.0
(-) Project Dev and Eval Exp -32.0 -30.1 -30.1 -18.8   (+) Share based payments 0.9 1.2 0.0 0.0
(-) Corporate O/H -20.0 -20.4 -20.4 -20.4   (+/-) Other 0.1 0.0 0.0 0.0
(-) Other 7.6 4.1 0.0 0.0   Gross Cashflow -7.1 -40.8 -94.0 -37.2
EBITDA -44.4 -46.3 -50.5 24.6   (-) Capital Expenditure -216.0 -385.1 -377.5 -138.0
(-) D&A -4.7 -4.8 -4.8 -11.9   (-) Exploration 0.0 0.0 0.0 0.0
(-) Impairment 0.0 0.0 0.0 0.0   (+/-) Change in WC -20.0 -67.8 -33.6 -12.3
(-) Other 0.0 0.0 0.0 0.0   Operating Free Cashflow -243.1 -493.7 -505.1 -187.5
EBIT -49.1 -51.1 -55.3 12.7   (-) Acquistion 0.0 0.0 0.0 0.0
(-) Net Finance -0.1 -8.7 -43.5 -61.8   (+) Asset sale/farm-down 3.9 26.0 34.1 0.0
(+/-) Other (inc. sell-down c… 0.0 0.0 0.0 0.0   (+) Issue of equity 389.5 0.0 0.0 129.1
PBT -49.2 -59.8 -98.8 -49.1   (-) Dividend 0.0 0.0 0.0 0.0
(-) Tax 0.0 0.0 0.0 0.0   (+/-) Other -11.4 7.7 0.0 0.0
Normalised NPAT -49.2 -59.8 -98.8 -49.1   Net Cashflow 138.8 -460.1 -471.0 -58.4
(+/-) Profit Disc Ops 33.9 13.1 0.0 0.0      
Reported NPAT -15.3 -46.7 -98.8 -49.1   BoP Net Cash 7.0 145.8 -314.3 -785.3

  (+/-) Net Cashflow 138.8 -460.1 -471.0 -58.4
PERFORMANCE RATIOS           (+/-) AASB16 Adj. 0.0 0.0 0.0 0.0
Growth & Margins 2024A 2025F 2026F 2027F   EoP Net Cash* 145.8 -314.3 -785.3 -843.6
Revenue Growth -100% na na na  
EBITDAX Growth -453% 4% 9% -149%   BALANCE SHEET        
NPAT Growth 264% -204% -112% 50%   Yr End 30 June (A$m) 2024A 2025F 2026F 2027F
EBITDAX Margin na na na 21%   Cash 258.9 20.0 20.0 20.0
NPAT Margin na na na -43%   Receivables 5.0 39.5 39.5 61.9
Risk Measures     Investments  
Net interest cover (x) na na na 0.2   Other Assets 15.6 16.2 16.2 16.2
Net debt/equity (%) na 243% 85% 88%   Total Current Assets 336.1 80.6 80.6 103.0

  Receivables 20.3 0.0 0.0 0.0
SHARE DATA/VALUATION           PP&E 647.6 1,013.9 1,386.6 1,512.8
Share Data 2024A 2025F 2026F 2027F   Intangibles 15.5 15.5 15.5 15.5
Issued shares (m) 2,884 2,886 2,886 3,218   ROUA 0.7 0.4 0.4 0.4
Performance Rights (m) 11 11 11 11   Other Assets 1.2 32.0 32.0 32.0
Fully diluted shares (m) 2,897 2,898 2,898 3,230   Total Non-Current Assets 685.3 1,061.8 1,434.5 1,560.7
Basic EPS (A$) -0.53 -1.62 -3.42 -1.52   Total Assets 1,021.4 1,142.4 1,515.1 1,663.7
YoY change (%) -69% 304% -212% 45%      
Fully diluted EPS (A$) -0.53 -1.61 -3.41 -1.52   Payables 77.4 43.7 43.7 53.7
YoY change (%) -69% 304% -212% 45%   Derivatives 0.0 0.0 0.0 0.0
Dividend/share (A$) 0.0 0.0 0.0 0.0   Lease Liability 0.6 0.3 0.3 0.3
Franking (%) 0% 0% 0% 0%   Borrowings 0.0 0.0 0.0 0.0
Gross cashflow/share (A$) 0 -1 -3 -1   Provisions 1.1 1.3 1.8 2.0
NBV/share (A$) 28 26 23 23   Other Liabilities 0.0 0.0 0.0 0.0
NTA/Share (A$) 27 26 22 23   Total Current Liabilities 79.1 45.4 45.9 56.0
      Payables 0.0 0.0 0.0 0.0
Valuation     Lease Liability 0.1 0.0 0.0 0.0
PER (Basic) (x) na na na na   Borrowings 113.1 334.3 805.3 863.6
PER (Fully diluted) (x) na na na na   Provisions 0.0 0.0 0.0 0.0
P/CFPS (x) na na na na   Other Liabilities 0.0 0.0 0.0 0.0
Price/NBV (x) 1 1 1 1   Total Non-Current Liabilit… 113.3 334.3 805.3 863.6
Price/NTA (x) 1 1 1 1   Total Liabilities 216.2 379.6 851.1 919.7
Dividend Yield (%) 0% 0% 0% 0%   Net Assets 805.2 762.8 664.0 744.0
EV/EBITDA (x) na na na 40.4      
EV/EBIT (x) na na na 77.9   Contributed Equity 959.9 965.2 965.2 1,094.3
EV/Revenue (x) na na na 8.7   Reserves -0.1 -1.1 -1.1 -1.1

  Retained Earnings -154.6 -201.3 -300.1 -349.2
  Total Equity 805.2 762.8 664.0 744.0
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1. Company Overview
BCI Minerals Ltd (ASX: BCI) is an Australian resources company has transitioned from an
iron ore royalty and exploration model into a diversified industrial minerals producer. The
company’s flagship project is the 100% owned Mardie Salt & Potash Project, located on
the Pilbara coast of Western Australia. The project is poised to become the largest solar
salt operation developed in Australia in several decades and one of the few globally to
integrate large-scale salt and SOP (sulphate of potash) production.

With a 60+ year mine lease, strategic port infrastructure, and environmental approvals
secured, Mardie positions BCI as a globally significant player in the industrial minerals
market. As of 2025, BCI is fully funded through to first salt production, with construction
well advanced and strategic partners supporting long-term offtake and financing.

2. Mardie Salt Project 
Mardie's land package covers over 115km  and its production life span is expected to be
>60 years. The project is powered by more than 99% renewable solar and wind energy,
and is the first significant Australian salt project in over three decades. It is projected to
become Australia’s largest solar salt operation and the third largest globally.

In October 2021, the project reached Final Investment Decision (FID), with construction
beginning in early 2022. As of March 2025, the construction progress stands at 61%
completion. Notably, evaporation ponds 1 through 9 and haul road have been completed,
paving the way for the commencement of full-scale operations. The first shipment of salt is
scheduled for the second quarter of FY27 (end-CY26).

Figure 1: Mardie Salt Project Overview

Source:  Company Presentation
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Approximately A$824m of the budgeted A$1.4b in capital expenditure has been spent,
leaving circa A$619m in remaining capex. This is broadly secured against project
financing totalling A$981m (see 2.4 Funding) from various institutions, including NAIF,
Export Finance Australia, Export Development Canada, Westpac, and ICBC.

BCI has established offtake agreements that cover 62% of the expected salt production for
the first three years, predominantly exporting to customers in China, Indonesia, Japan,
Korea, and Taiwan; see 4. Industrial Salt Market Overview; BCI is poised to capitalise on
strong market dynamics in the salt industry, particularly in SE Asia.

Designed to be cyclone-resilient, the Mardie Port Facility includes a 2.4km jetty, which
extends into shallow waters and is designed for transhipment based exports; which, using
a 12,000-deadweight tonne (dwt) self-unloading vessel (TSV), will transport salt 28km
offshore to larger ocean-going vessels (OSV), ranging from Supramax to Capesize for
international export. The project also benefits from ownership of the Cape Preston West
port, which is currently 79% complete and has an excess capacity of up to 14.5Mtpa,
providing room for future growth and additional revenue from the ability to facilitate third-
party users (see 3.3).

Environmental clearances have been obtained from state and federal authorities, with the
updated Groundwater Monitoring and Management Plan (GMMP) achieving approval in
April 2025 (see 2.2 Approvals).

2.1 Flowsheet and Logistics
Mardie’s production capacity is 5.35Mtpa of high-purity industrial salt along with 140ktpa of
sulphate of potash (SOP), derived from residual bitterns (concentrated brine solution).

The salt production process includes nine solar evaporation ponds with crystallisers to
concentrate seawater, followed by harvest and processing stages.

Figure 2: BCI Mardie Project and Strategic Infrastructure Overview

Source:  Company Presentation

PAGE 5BCI MINERALS LIMITED | INITIATION OF COVERAGE | PUBLISHED ON 14 MAY 2025



Euroz Hartleys Limited. All information and advice is confidential and for the private information of the person to whom it is provided and is provided without any responsibility or
liability on any account whatsoever on the part of Euroz Hartleys Limited or any member or employee thereof. Refer to full disclaimer at the end of this document.

The evaporation ponds intake seawater from two sources – a) the primary seawater intake
station, which comprises six diesel direct pumps with inlets located in a tidal creek; and b)
a secondary seawater intake station which supplies the desalination plant and process
water, with seawater being progressively concentrated via sunlight and wind evaporation
energy throughout the nine ponds over a 20-month period.  

Once reaching saturation levels whereby the NaCl is in concentrated brine form, pond
nine brine is moved to the primary salt crystallisers where the raw salt precipitates in solid
form from further evaporation. The remaining brine is recirculated through the secondary
crystallisers for further salt recovery. When the crystallisers achieve harvest height
(~annually), brines are drained from the crystalliser cells and using a mechanical
harvester, raw salt is harvested and sent to the wash plant, located at port, for processing.
The plant is a two-stage counter-current wash plant which delivers 5.35Mtpa of >99.95%
NaCl with high processing yields.

A key differentiator of Mardie in comparison to its Australian peers is the production of
SOP as a by-product. Using kainite type mix salts (KTMS; a product of crystallisation
used to separate salts from seawater or other brine), KTMS crystallisers take in
magnesium and potassium rich bitterns and are dry harvested using a front-end loader
into side tipper haul trucks, and transferred to the SOP processing plant.

The next step of SOP production involves the separation of sodium chloride salt from
schoenite via flotation and the decomposition of schoenite salt to SOP by adding warm
water. Potassium dissolved by the warm water is recovered by chilling the waste stream
from the SOP reactor, re-crystallising schoenite from solution and recycling it to the SOP
reactor. SOP product is then dried via fluidised air dryer, compacted into a granular form
and stored in fully enclosed stockpiles. SOP product is ultimately reclaimed via front-end
loader, screened to remove any fines and an anti-caking agent applied. 140ktpa of high-
quality granular SOP is produced for loading into haul trucks for transport to the Mardie
Port Facility for export.

2.2 Optimised Feasibility Study
BCI released an optimised feasibility study in April 2021, prior to FID in October 2021,
which outlined an increase in throughputs for both salt and SOP, whilst operating costs
and pre-production capital expenditure increased. Since then, there has been two more
recent updates, with costs reasonably stable post-COVID volatility. BCI appears on track
with the last major project update assumptions released in February 2024. 

Figure 3: Mardie Salt Production Flowsheet

Source:  Company Presentation
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2.3 Approvals
Mardie received its final approval from the Commonwealth Department of Climate
Change, Energy, the Environment and Water (DCCEEW) of its Groundwater Monitoring
and Management Plan (GMMP), resulting in Mardie being fully permitted for salt
production.

Mardie has previously received other approvals for the Mardie Project, including WA Govt.
Environmental Protection Act approval for the construction of the Project within the DFS
(ann. 25 November 2021); with further approval for commencement of operations from the
Commonweatlh for the Optimised Mardie Project (ann. 10 September 2024). 

Mardie was originally granted Mining Leases from DMIRS and secondary approvals for
construction in April 2022. In the same period the National Native Title Tribunal approved
the Indigenous Land Use Agreement for the Cape Preston West Export Facility. The
Pilbara Ports Authority has also approved the Development Application for these
facilities.  

As a result, BCI is fully permitted for the remaining capital spend and first salt production. 

 

2.4 Funding (salt project fully funded through debt and equity)
BCI are funding Mardie’s first salt component through a A$981m syndicated facility
agreement (SFA) with the Northern Australia Infrastructure facility (NAIF), Export Finance
Australia (EFA), Export Development Canada (EDC), Westpac Banking Corp (Westpac)
and Industrial and Commercial Bank of China (ICBC).

It should be noted that funding for the potential SOP plant is not yet in place and will be
progressed on the completion of further study work.

The SFA is divided into three components as outlined in Fig 2; $830m in construction loan
facilities (broken into 7, 11, and 15-year terms); $70m for bank guarantees; and $81m for
cost overruns. Westpac is the sole structurer for the $331m, 7-year commercial loan
facility.

First debt drawdown of $66m occurred in January 2025. Milestones which occurred in
order for BCI to draw down on the facility include:

Figure 4: Project Assumptions Overview

Source: Company Presentations, Euroz Hartleys
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1. Binding offtakes entered into with key customers in China, Indonesia, Japan, Korea
and Taiwanese markets. These agreements are for the first three years of production
with options to extend for either a further three or five years. The binding volumes for
the first three years represent approximately 62% of Mardie’s expected production in
that period. Pricing for these offtake agreements will be negotiated with reference to
market pricing in the calendar year either preceding delivery or biannually.

2. Ponds 1 to 3 have been successfully filled to capture the required data to validate
the original GMMP submission, which was approved in September 2024. Since initial
drawdown, the GMMP has received Commonwealth approval and the remaining
evaporation ponds (4-9) and crystalliser ponds may be filled.

Equity raises of A$360m (43cps) in October 2021 and A$315m (25cps) in February 2024,
in addition to convertible notes totalling $85m which were also exercised providing $400
million total equity, have supported construction up to this point, drawn debt first
commencing in Jan’25.

We note that $619m is estimated to be required to complete construction; prima facie BCI
are fully funded for first salt ($887m total funding available).

 

2.5 AustralianSuper Convertible Notes
AustralianSuper and Wroxby converted their respective $30m convertible notes (28 April
2023) into equity at the February 2024 capital raise, contemporaneously Ryder converted
their $25m convertible notes (19 October 2023) into equity.

Of note, AustralianSuper currently holds convertible notes Series 1 (with a face value of
$29.1 million) and Series 3 (with a face value of $100 million). 

The key terms of the Series 3 Note are as follows:

5% interest bearing note

8-year term (from FY23)

Convertible at the election of AustralianSuper any time between 3.0 years from issue
to final repayment date

Note is convertible to ordinary shares of the Company at a 45% premium and
conversion price per ordinary share of $0.6235, subject to certain provisions
and anti-dilution clauses that may alter the conversion ratio in certain circumstances.

Figure 5: BCI Liquidity as at 31 March 2025

Source: Company Presentation
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We assume AustralianSuper converts its notes into equity (we currently assume in FY27),
hence our fully diluted shares on issue assumption at 3.218 billion (above the current SOI
of 2.886 billion).

 

2.5 Timeline (first salt end-CY26)
First salt sales are expected Q2 FY27 (Q4 CY26).

Final Investment Decision (FID) was initially made in October 2021 after an Optimised
Feasibility Study (OFS) was completed in 2021. This OFS came after four consecutive
studies-post a 2017 scoping study. A second, renewed OFS was released to market in
June of 2023, highlighting increased capital expenditures, which was offset by stronger
salt pricing since the last update. Our long run average salt price of US$60/t is below the
US$64.80/t implemented by BCI in their 2023 update (Fig. 3).  

Construction at Mardie commenced in February 2022. Post construction start, BCI
experienced significant cost increases due to prevailing market conditions at the time. 

As mentioned previously, significant capital outlay remains outstanding; which will include
progressing capital works on the Jetty head end; dredging; crystallisers; salt wash plant
and other elements of significant capital remaining. 

We note progress on satellite imagery since the last update, that shows filling of the
remaining ponds (up to pond 5 of the 9) and the start of the crystallisers filling (small blue
box on middle right of image).

 

Figure 6: AustralianSuper Convertible Notes 

Source: Company Report

Figure 7: Mardie Salt-first Construction Progress

Source: Company Presentation
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