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MATSYAFED – A Cooperative success story to emulate in the traditional fisheries sector.
I. The Genesis.

MATSYAFED, the Kerala State Co-operative Federation for Fisheries Development Ltd., was registered on 19th March 1984 as an Apex Federation of primary fishermen development & welfare cooperative societies in the coastal fishery sector and set up under a two-tier structure, with the objective of ensuring the economic and social development of the fishermen community by implementing various schemes aimed at promoting the production, procurement, processing and marketing of fish and fish products. There are 666 Fishermen Development and Welfare Co-operative Societies in Marine, Inland and Women fisheries sector affiliated to Matsyafed.
2. The Mission
To improve the per capita income of producer fishermen and their families through intervention in Credit, Technology up-gradation, Marketing support and Capacity building and to improve their standard of living and to bring them into the main stream of the society.
3. About the Federation
MATSYAFED is an Apex Federation of 666 primary level Fishermen Development Welfare Cooperative Societies. Of the 666 primary societies, 341 are in the marine sector, 192 in the inland sector and 133 women co-operatives. The total membership in these societies is more than 3 Lakh. The paid-up share capital of the Federation is Rs.84 Crore, of which the major contributor is the State Govt. The primary societies are clubbed into 47 clusters (each cluster having 10 to 18 societies) for administrative convenience based on geographical area and supervised by professional personnel of the Federation. 

The Administration and Management of Matsyafed is vested with a Board of Directors having 25 members of whom 15 are elected from the primary co-operatives, 7 official members and 3 non-official members nominated by the Government. The Chief Executive is the Managing Director. There are 7 Divisions to carry out all the activities of the Organization. Each division is headed by Deputy General Manager. Planning, Project Formulation, Implementation, Monitoring, Reviewing and Evaluations are done at these divisions. 

Matsyafed has a District Office in each of the nine Maritime districts and in the Inland districts of Kottayam and Pathanamthitta. The District Managers with a team of supporting staff co-ordinate and supervise all the activities in the district. In every district there are 2 – 6 Project Offices (Field Level Cluster Office) and the Project Officer is in charge of this office. The Project Officer functions as a friend, philosopher and guide to the fishermen community and co-ordinates the implementation of the various projects at the grass root level, which has helped a great deal in timely delivery of various development and welfare schemes among the target group with resounding success.
4. Background for formation of the institution

 
The successful implementation of any developmental / welfare programs is possible only through an effective delivery mechanism. It was the lack of this institutional mechanism which resulted in the failure of all erstwhile initiatives in fisheries sector which led to its backwardness in early eighties. Even though the sector had large potential, the traditional fishermen in the State was denied all basic and genuine rights in sharing the wealth of the sector due to lack of effective intervention at all levels. It was in early eighties the Motorization programme was initiated in traditional fisheries sector in the State providing a major break-through /relief to ease the physical strain of fishermen, by which fishing has become easier with wider coverage of operational area and making fishing more economical and profitable proposition. However, the ownership of motorized fishing inputs remained with few economically well-off people and the original traditional fishermen were almost treated like bonded labourers, where by the benefits for his efforts was denied. The fisherman who worked in this group activity was indebted to money lenders and the owners of inputs for generations and couldn’t come out of their clutches due to their poverty and no avenues for new investment. Therefore, the fishermen were born in debt, lived in debts and died in debts for generations.  Their living condition was also pathetic and they were paid only a pittance for their day long effort. The community was socially and economically backward. Though there were number of organizations existing at that time in the fisheries sector they couldn’t make much of an impact in changing the living conditions of the fishermen and it was at this juncture, the State government decided to merge those existing organizations to form an effective Cooperative organization for effective delivery of all socio-economic services to the traditional fishermen – thus giving birth to MATSYAFED in 1984.
5. Top to bottom approach

The basic principle of evolution of cooperatives has always been the necessity and pressure from the target groups/ beneficiaries of that sector to facilitate fulfillment of their wants and aspirations. But for the traditional fisheries sector, being under weaker section, it was difficult to organize cooperatives from bottom to top level because of the backwardness as well as the due to the strength of the individuals operating in the sector, who had vested interests. The existing moneylenders/ middlemen in the sector were very strong and it could easily break an initiative of the unorganized and weak traditional fishermen. Therefore, a totally different top to bottom approach was initiated in the formation of the Federation and primaries as effective institutions and delivery mechanisms.
Primary level Fishermen Development & Welfare Cooperative societies (FDWCS) were formed with active participation of local fishermen.Young professionals with Fisheries science background were inducted by MATSYAFED to work in the field with a focused approach. It was this decision to utilize the young talent straight from College rather than traditional concept of utilizing the officials of Fisheries department that has made a big difference in the formation and its continuance as a successful organization. The focused approach of the top management in selecting fishermen groups from primary cooperatives on the basis of poorest among the poor to provide fishing input on group basis was the first initiative the Federation has started for the radical change in the sector. These were the fishermen who don’t have any fishing input and had been working as bonded labourers to merchants / middlemen, who had been exploiting them for years. They were provided with fishing inputs without any collateral security as most of them were not having any assets under their ownership. A pilot project of Integrated Fisheries Development Project (IFDP)– Phase I in 1984 with financial assistance of Rs 5.50 crore from National Cooperative Development Corporation (NCDC) initiated in three districts was a great success. The Project officers of Matsyafed who were the Secretaries of the Primary Fishermen Development & Welfare Cooperative Society have set up an institutional frame work and delivery mechanism at the field level with effective intervention and guidance from the top management and officials. The 13 Integrated Fisheries Development projects that followed with an out lay of Rs.288.59 crore has been implemented in last 28 years focusing on an integrated approach for development of the traditional fisheries sector linking credit and input requirements for production to marketing activities coupled with capacity building, infrastructural development and managerial support.
Once the first few phases of NCDC assisted Integrated Fisheries Development Projects were completed the local leadership became capable of handling different activities on their own and most of the primary fishermen cooperatives transformed as self entities and became very effective and transformed to be manned by paid Secretaries recruited by the primaries. Now majority of the 666 primary cooperatives have become very strong grass root institutions having good business volumes and became a very strong entity in the fishing villages. The 14 Integrated Fisheries Development Projects with an outlay of about Rs 288.59 crore with financial support of NCDC has provided fishing/ marketing inputs to about 75,000 active fishermen in the State. Today group ownership has become a practice in fishing sector and the actual fishermen have become the owners of the fishing inputs. It is thus an effective top to bottom approach that has effectively helped to build strong institutional mechanism which can deliver better services to the community. It has to be noted that effectiveness and quality of the top leadership, commitment of the field level officers and the value system of the people involved in the institution has made the delivery mechanism more effective and successful in building the institution. 
  Projects implemented by MATSYAFED with NCDC’s assistance.
(Rs. in lakh)
	Sl.

No.
	Project
	Year of Implementation
	Project outlay
	Assistance Sanctioned
	Project Status

	1
	IFDP-I
	85-91
	555.84
	431.70
	Completed

	2
	IFDP-II
	87-94
	1034.28
	911.45
	Completed

	3
	IFDP-III
	91-97
	4228.68
	4056.48
	Completed

	4
	IFDP-Inland
	98-00
	636.37
	564.27
	Completed

	5
	FMC
	99-02
	339.00
	312.30
	Completed

	6
	IFDP:98-99
	98-99
	1989.75
	1713.60
	Completed

	7
	IFDP:99-00
	99-00
	1690.00
	1526.00
	Completed

	8
	IFDP:00-01
	00-01
	1613.85
	1391.80
	Completed

	9
	IFDP:01-02
	02-03
	2702.50
	2462.75
	Completed

	10
	IFDP:03-05
	03-06
	2458.00
	2166.00
	Completed

	11
	IFDP:06-07
	07-08
	1504.50
	1348.55
	Completed

	12
	IFDP:07-08
	09-10
	3402.00
	2934.60
	Completed

	13
	IFDP:10-11
	11-12
	3550.20
	3234.20
	Completed

	14
	IFDP:11-12
	12-13
	3153.82
	2763.02
	Ongoing

	
	Total
	 
	28858.79
	25816.72
	 


6. The four wheel drive strategy

Once the initial process of the institution building got started, various developmental programs have been planned and implemented with a basic strategy of 4 wheel drive by Matsyafed. The traditional fishermen has become a major producer / contributor in the State of the 6.5 lakh tons of fish landed by about 1.8 lakh active fishermen. However their per capita income is low due to many reasons, and this income erosion has to addressed through a clearly spelt out strategy to improve their disposable income. And on this background this 4 wheel drive strategy and programs were adopted. The four wheel drive strategy to arrest the income erosion and to address the basic issues of fishermen were carried out through Credit, Technology upgradation, Marketing and Capacity building. 

Different programmes and projects were adopted to address the issue of credit by way of making available loans for purchase /replacement of fishing input, working capital etc at a lower cost through cooperatives, better technologies in craft, engine, inputs, fishing methods, fish marketing through beach level auction, intervention in secondary level marketing, value addition and exports,  venturing to Commercial activities, creating infrastructure at Federation and primary level, Fish handling facilities in harbours, landing centers, markets, retailing, etc and through capacity building at different levels like primary cooperatives, developing local leadership, fishermen groups, Federation level, education programs, with awards, scholarships etc. activated the initiatives.
7. Organizing of Cooperative beach level auction 
Once the fishermen groups were formed and provided with the fishing inputs the next area of intervention the Federation has initiated was on the primary sale of fish. Fishermen bring their catches to landing centre or harbours and sell through different system in different parts of the State. The middlemen/ auctioneers in the beaches exploit fishermen in the first sale and a standard practice through out the State was needed to have a better value realization to the producer fishermen. On this background, the beach level auction was started under the control of the primary cooperatives with a standard practice through out the State. Under the Cooperative auction system, the auctioneers appointed by the Society conducts the fish auction in a transparent and competitive manner and the sale proceeds are remitted to the primary society along with catch details. The fishermen groups can collect the proceeds of the auction from the society after deduction of auction commission and loan repayment amount. The auction commission collected from the fishermen is 5%, of which 1% goes to auctioneer, 1% to primary cooperatives, 1% to Federation and 2% to the savings account of the fishermen. Prior to introduction of the auction system by the primary cooperatives, fishermen were never received right price, there was no transparency in the system and the commission collected was between 10-12%. The Federation/primaries intervention in beach level fish auction has reduced the influence of middlemen and offered 67% (in comparison to 30% in 1980s of the consumer price to the fishermen. A savings system was also introduced along with the auction which was given back as the production bonus during festival season. The auction system has also streamlined the loan recovery mechanism of the primary societies.
The details of the auction under the Federation for the last 10 years are given below.

	Sl No
	Year
	No. of fishermen participating in auction
	Quantity in MTs
	Value in Lakhs

	1
	2002-03
	28587
	30854
	5113

	2
	2003-04
	33217
	32169
	6557

	3
	2004-05
	34387
	32390
	6086

	4
	2005-06
	35737
	31156
	6553

	5
	2006-07
	35832
	44481
	8954

	6
	2007-08
	36360
	49944
	10271

	7
	2008-09
	40736
	56407
	12434

	8
	2009-10
	42457
	72573
	18185

	9
	2010-11
	46149
	91724
	21736

	10
	2011-12
	44079
	97956
	26207


The focus of organizing beach level auction in the traditional sector was given priority as it contributed about 40% value of the total fish landings in the State. The present coverage of auction by the Federation is about 35% of the traditional sector and about 12% of the total fish landings in the State. The effective control is the primary sale is more relevant for the effective intervention in the secondary level marketing. The impact of the introduction of the beach level auction is to reduce auction commission as well as to standardize the auction system throughout the State. It had an effective improvement in the income of the fishermen of the State. It has also helped to effectively recover the loans given to fishermen, which is above 90% of the demand for the year 2011-12.
8. Self help groups, Women empowerment and micro credit.
The initial focus of the Federation was to look into the fishing activities and to support fishermen by providing fishing input and thereby improve their income. But it is also important to improve the income of the family so that better financial stability is gained by the fishermen family. In addition to providing of fishing input and working capital, the fishermen family members require financial support for their day to day needs like working capital for fish vending, food consumption, education of kids, medical expense, marriages etc for which they depended on money lenders. The interest rate in the sector was very high and it resulted in erosion of the income to the fishermen families. In this context, the Federation has initiated formation of the Self Help Groups (SHGs) among fishermen family members and encouraged to start micro-enterprises.  For supporting the micro-finance, Matsyafed could avail credit facilities through National Backward Class Finance Development Corporation (NBCFDC) and National Minority Finance Development Corporation (NMDFC) at 6% rate of interest per annum. Matsyafed could also provide interest free loans to fisherwomen vendors with support of the State Government. In the last seven years, Matsayfed could develop almost 14715 Self Help Groups with a total membership of 1,93,954 and could give a loan of about Rs. 256.73 crore as micro credit.

   The present status of the self help groups and micro credit is given below.









(Rs in crore)
	Sl No
	Particulars
	Amount

	1
	Total number of self help groups
	14,715

	2
	Number of members in self help groups
	1,93,954

	3
	Thrift generated  by self help groups
	52.48 crores

	4
	Amount of thrift distributed as loan
	58.36 crores

	5
	Term loan distributed
	55.39 crores

	6
	Micro finance distributed
	138.17 crores

	7
	Interest free loan distributed to vendors
	63.17 crores

	8
	Total amount distributed to SHG’s
	256.73 crores


The micro credit has made a huge difference in the dynamics of the primary cooperatives and improvement in the income of the fishermen families. The interest rate of money lending in fisheries sector ranged from 24 to 120% per annum and fishermen was finding it difficult to repay the loans. Matsyafed could organize the micro credit at 6% rate of interest per annum and even as interest free loan in the case of fish vendors. This has forced money lenders to reduce their interest rate and thereby increase the income to fishermen family.

9. Capacity Building
In order to develop as a vibrant organization an effective campaign was organized in the initial years of formation of the Federation. Extensive mass contact programs and awareness programs were conducted in fishing villages and continuous interaction on one to one basis with fishermen groups were organized so that the group dynamics could be maintained and successful group activity has emerged. There is an Extension and Mass communication Division in the Federation to look after the effective capacity building process at different levels. Different target groups like fishermen, primary cooperative leadership and staff, Directors of the primaries, Officers and Directors of Federation were given management training so that an effective program implementation will be possible. The programme details implemented for the continuous capacity building process by the Federation is given below.
1) Awareness and Mass Contact Programs

2) Entrepreneurship Development Program (EDP)

3) Management Development Programs (MDP)

4) Trainer’s of Trainees (ToT)

5) Training in Advanced Technologies for Skill Up gradation

6) Workshops, Seminars and Exhibitions

7) Publications and Publicity

8) Future Makers – Training program for SSLC / +2 students of fishermen families for development of positive mental attitude, effective learning skill, goal setting and leadership.

9) Revitalization programs for non –performing primaries

10) Training to staff, employees and leadership of primaries and SHGs

11) Training to fishermen and director board members of FDWCS

12) Training to SHGs for Group Dynamics & Leadership

13) Training to employees of Matsyafed

14) Women Empowerment Programs
15) Vocational training for alternate employment prospects to children of fishermen.
10. Inland sector and Aquaculture

The inland fishermen are the most isolated group in the fishing sector as their livelihood is under severe threat. The area of inland water bodies are reduced considerably and due to urbanization & pollution, productivity in the inland water bodies have reduced to a great extend. Matsyafed has 192 inland fishermen primary cooperatives which implemented many projects in the inland sector. In addition to these activities the inland division has activities like farms, hatcheries and alternate employment programs like ornamental fish culture.
Hatcheries and Farms: Running four Prawn Hatcheries with production capacity of 120 million prawn/shrimp seeds at Thirumullavaram (Kollam), Kaipamangalam (Thrissur), Veliyamcode (Malappuram) and Moplabay (Kannur). Three fish farms for commercial production of fish and prawns at Njarakkal, Malippuram (Ernakulam District) and Palaikkari (Kottayam District).

RKVY Project: Schemes implemented with a total cost of Rs. 796.59 Lakhs. Project includes renovation of Farms, Hatcheries & Thenmala Aquarium and construction of new aquariums at Kottayam and Vaikkom. 

Rainbow Revolution: A scheme for the production and export of ornamental fishes through primary societies in collaboration with KAVIL.

Cage Culture: Implementing cage culture of Sea bass in Kasargode District and Etroplus (Pearl spot) in Alappuzha District under RKVY and Kuttanad Package respectively.

Mini Aqua Tourism: A unique venture in the state where boating, angling, rowing and other entertainments are provided to the tourists in all farms owned by Matsyafed at Njarakal & Malippuram farms in Ernakulam district and Palaikkari in Kottayam district.

Public Aquarium: Matsyafed is running a Public Aquarium and Reseach Centre at Thenmala, Kollam. Another one is functioning at Kottayam in collaboration with Kottayam Municipality.
11. Commercial activities

To support the different activities of Federation and to provide quality inputs to fishermen the following Commercial activities are taken up by the  Federation which are implemented by the Commercial division.

· Matsyafed has two Fish Net Factories at Cochin and Kannur with an installed capacity of 1100 Tons per annum. It has a market share of about 30% of the State requirement and focus in given to the traditional sector webbings. The factory is equipped with latest technology net making machines and processing machine which ensure the best quality fishnet to fishermen. Other fishing accessories like Ropes, Floats, Twine etc. is being traded through these units.

· Matsyafed Ice and Freezing Plant having a freezing capacity of 22.5 Tons per day with a storage capacity of 600 Tons. It mainly focuses on the processing of Tuna and export different fish products to different countries. It export mostly tuna in frozen condition to different countries like Thailand, China, Iran, Turkey, France, Spain, Oman, Dubai, Tunisia, Algeria, Sri Lanka, etc. The plant has a special facility called tuna terminal to export high value tuna products to developed markets.

· Matsyafed OBM Division import Out Board Motors mainly Suzuki Motors from Japan and sell it directly to fishermen through Vyasa Stores. It has about 13 workshops in different part of Kerala to take care of the repair and service of the engines. It also deals with different electronic items like Eco Sounder, VHF Radios, Insulated Boxes, Crates, etc.

· Matsyafed Chitin and Chitosan Plant produce different grades of Chitin and Chitosan from the prawn shell waste. The plant has a capacity of 60 Tons Chitin per annum. It is already marketing anti fat formula called Chitone which is used for reduction in weight and good against Fat and Cholesterol.
· Matsyafed has two Fish Manure Plants at Azheekode, Thrissur District and Calicut. It has a manufacturing capacity of 10000 Tons of fish manure per annum. The fish manure is well accepted among the farmers and is used widely under the peoples plan program. These units are working profitably for last many years.

· The Commercial Division has 6 Diesel Bunks in different parts of the State and have 12 Vyasa Stores to sell fuel as well as fishing equipments. There is joint marketing program with HPCL to sell the 2T Oil to fishermen through primary cooperatives. The total volume of the 2T Oil marketed last year itself is 350KL which forms part of about 10-15% of the total market share.
The business turnover of Commercial units of MATSYAFED during the last three years are as under :
                                                                                  (Rs in crore)
	Sl. No.


	Particulars
	2009-10
	2010-11
	2011-12

	1.
	Sale of fish & fishery products.
	 14.76 
	  18.08 
	  20.80 

	2. 
	Sale of fishery requisites. 
	 29.79 
	  38.05 
	  48.53 

	3. 
	Sale of diesel & lubricants. 
	 38.12 
	  51.18 
	  59.81 

	4. 
	Others 
	 11.35 
	  10.30 
	  10.55 

	
	   TOTAL 
	94.02 
	117.61 
	139.69 


The Federation is implementing many new projects like Fish Meal Plant at Arattupuzha, Alappuzha District, Glucosamine Plant at Paravoor, Alappuzha District, Fish Retailing at Kottayam, Kozhikkode and Ernakulam, Infrastructure creation at landing centers and markets etc.
12. Welfare activities

The Federation is implementing many welfare schemes which it feel necessary to provide some security to its member fishermen. The following are the important schemes implemented.

Fishermen Personal Accident Insurance Scheme: The scheme provides compensation of Rs. 3 Lakh to the dependents of fishermen who die in accidents. If the accident leads to disability of 50% or more the compensation will be Rs. 1,50,000/- along with hospital expenses limited to Rs. 60,000/- or the actual expense which ever is less.

Matsyafed Input Security Scheme (MISS): Compensating the loss due to accidents and natural calamities sustained to the fishing implements distributed under Matsyafed schemes. So far Matsyafed has assisted 258 beneficiaries amounting to Rs. 57.87 Lakhs.

Vanitha Bus: Matsyafed is operating special bus service for the journey of fisherwomen vendors from the landing centres to the market places and back, at nominal rates in Trivandrum & Ernakulam Districts

Community Peeling Centres: Matsyafed is running two community peeling centres as a pre-processing facility for the fisherwomen of the area.
Kerala Sustainable Urban Development Project (KSUDP): It is a joint venture project of Matsyafed with KSUDP. The project   envisages the livelihood improvement of fishermen community. The project is implemented for the benefit of fishermen groups belong to Fishermen Co-operative Societies functioning under the jurisdiction of Trivandrum, Kollam, Ernakulam and Kozhikode Corporations. 
13. The way ahead…….
The Federation over a period of time could evolve as a Cooperative institution to support to the unorganized and poor fishermen. It could not only make a change in the lives of thousands of fishermen in the State who were living in utter poverty but also could rekindle a new hope among the fisher-folk  in the traditional fisheries sector as a whole by providing more services and benefits to further improve their living conditions. There still exists more opportunity to work and built a very strong institution which can deliver to fulfill the aspirations and wants of the poor fishermen and to bring them to the main stream of the society.
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