Matsya Jivi
Sahkari Samiti

=

soorajpal/7818@gmail.com

Detailed Project "o, 975913745

Rep ort 9410847888

Presented by :
Sooraj Pal



Executive Summary

Matsya Jivi Sahkari Samiti is a registered agricultural society working to develop a
large-scale integrated farming ecosystem that combines aquaculture, organic
farming, dairy production, makhana cultivation, and singhada farming within a
single operational framework. The project is built on more than 32 acres of
agricultural land supported by multiple ponds, which provides a strong
foundation for diversified agricultural production and long-term scalability.

Over the past few years, the society has invested considerable effort in land
preparation, pond development, and establishing the initial infrastructure
required for farming activities. As a result, operations have already begun on a
small scale, and the project has demonstrated early-stage revenue generation.
This is an important factor from an investment perspective because it shows
that the project is not merely conceptual but already operational and capable of
scaling.

The primary objective of the society is to create a sustainable rural enterprise
that generates consistent income for members while also contributing to local
employment and agricultural development. By integrating multiple agricultural
activities within the same ecosystem, the society aims to reduce seasonal
income fluctuations and improve overall resource efficiency.

The key strengths of the project include an established land base, access to
water resources through ponds, a collaborative workforce structure, and
increasing market demand for fish, dairy products, and organic produce. These
factors collectively position the project for strong growth in the coming years.

The society is currently seeking ¥2 Crore in funding to expand production
capacity, improve operational efficiency, and strengthen supply chain
connections with regional markets. The funding will enable the society to unlock
the full economic potential of its resources and scale into a multi-crore
agricultural enterprise.

From a long-term perspective, Matsya Jivi Sahkari Samiti aims to become a
model integrated farming project in the region, demonstrating how
community-based agriculture can achieve both economic sustainability and
scalable growth.
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Industry Overview & Market Trends

India’s agriculture sector continues to be one of the largest contributors to rural
employment and economic development. In recent years, the sector has undergone
gradual transformation as farmers and agricultural organizations shift from
traditional single-crop farming to more diversified and integrated models. This
transition is particularly important in regions where land and water resources can
support multiple agricultural activities simultaneously.

Aquaculture is one of the fastest-growing segments within the agricultural sector.
Fish consumption has increased steadily due to population growth, rising
nutritional awareness, and expanding urban demand. As a result, fish farming has
become an attractive and profitable activity for rural agricultural societies that have
access to ponds and water bodies.

At the same time, the demand for organic agricultural products has been rising
across both rural and urban markets. Consumers are becoming more conscious
about food quality, which is encouraging the adoption of natural farming practices.
This trend is creating new opportunities for agricultural producers who can supply
fresh and chemical-free products.

Another significant development is the increasing market demand for high-value
water crops such as makhana and singhada. These crops are gaining popularity not
only in domestic markets but also in commercial supply chains that cater to the
food processing and snack industries.

Several factors are currently driving growth in the integrated agriculture sector:

* Rising demand for fish and aquaculture products

* Increasing consumption of dairy products

+ Growing preference for organic vegetables and crops
+ Government support for rural farming initiatives

« Expansion of agricultural supply chains

Government initiatives promoting fishery development, agricultural infrastructure,
and rural entrepreneurship are also encouraging investment in integrated farming
projects. Financial support programs and subsidies have helped reduce barriers for
societies like Matsya Jivi Sahkari Samiti to scale their operations.

Overall, the industry environment remains favorable for projects that adopt
diversified agricultural models capable of generating year-round income while
efficiently utilizing available resources.



Problem Statement & Market Gap

Despite the vast potential of the agriculture sector in India, many rural
farming communities continue to face structural challenges that limit
productivity and income stability. In several regions, agricultural land and
water bodies remain underutilized due to financial constraints, lack of
planning, and absence of organized farming systemes.

One of the most common problems observed in rural agriculture is the
inefficient use of ponds and water resources. Many ponds are either unused
or used only for limited fish farming activities without exploring additional
revenue opportunities such as makhana or singhada cultivation. This
results in lost economic potential for farmers and agricultural societies.

Another major issue is the lack of capital investment required to build and
expand farming infrastructure. Without access to sufficient funding,
farmers are unable to improve irrigation systems, develop hatcheries, or
increase livestock capacity. As a result, agricultural productivity remains low
compared to the potential output that could be achieved through
structured investment.

In addition, many small farmers operate independently, which often leads
to fragmented operations and limited bargaining power in the market.
When farmers sell their produce individually, they frequently depend on
local traders or middlemen, which reduces the price they receive for their
products.

Some of the key gaps in the current market include:

- Underutilization of agricultural land and ponds
- Limited access to financial resources for infrastructure development
- Lack of organized farming ecosystems
- Weak connections with large-scale buyers and markets
- Seasonal income cycles due to single-activity farming

Integrated farming models offer a practical solution to these issues by
combining multiple agricultural activities within the same ecosystem. This
approach not only increases productivity but also ensures that resources
are used efficiently throughout the year.

Matsya Jivi Sahkari Samiti has developed its project specifically to address
these gaps by creating a structured agricultural system that leverages land,
water, and community participation to generate sustainable income.




Business Model Explanation

The business model of Matsya Jivi Sahkari Samiti is based on the concept of
integrated agriculture, where multiple farming activities operate together
within a single coordinated system. This approach allows the society to
generate revenue from different agricultural sectors while reducing
operational risks associated with relying on only one type of farming.

At the core of the model is the efficient utilization of both land and water
resources. The society's ponds support aquaculture as well as seasonal water-
based crops, while the surrounding agricultural land is used for organic
farming and dairy-related activities. By combining these operations, the
society ensures that production continues throughout the year.

Fish farming is expected to remain one of the primary revenue generators for
the project. With the availability of multiple ponds, the society has the
capacity to increase fish production significantly once additional funding is
secured. Hatchery development will further strengthen the business model
by enabling internal production of fish seeds, which reduces operational costs
and improves supply reliability.

Organic farming forms another important part of the business structure.
Seasonal crops, fruits, and vegetables cultivated through natural methods
can be supplied to regional markets, where demand for organic produce
continues to grow.

The business model also includes dairy farming, which provides consistent
daily income through milk production. This segment is particularly valuable
because it creates stable cash flow while supporting other agricultural
activities within the ecosystem.

Additional revenue streams are created through makhana and singhada
farming, which utilize pond ecosystems during specific agricultural cycles.

The integrated structure provides several operational advantages. It improves
resource utilization, diversifies income sources, and reduces financial risk
caused by seasonal fluctuations in agricultural markets. With proper funding
and operational scaling, this model has the potential to deliver strong long-
term profitability.




Product & Service Offering

Matsya Jivi Sahkari Samiti offers a diversified range of agricultural and
aquaculture products that cater to growing demand in regional markets. The
project has been designed to generate income from multiple verticals, ensuring
that production activities remain active throughout the year and resources are
utilized efficiently.

Fishery operations form the backbone of the society's agricultural activities. With
access to several ponds, the project has strong potential to increase fish
production and supply fresh fish to wholesalers, distributors, and local markets.
The proposed development of a hatchery will further strengthen the society’s
production capacity by ensuring a reliable supply of fish seeds and improving
overall productivity.

Organic farming is another important segment of the society’s product portfolio.
The cultivation of seasonal crops, fruits, and vegetables through natural farming
practices allows the society to produce healthier agricultural products that meet
increasing market demand. Organic produce generally attracts better pricing in
many markets, which can contribute positively to overall profitability.

Dairy farming provides an additional income stream through milk production
and livestock management. This activity plays a vital role in maintaining steady
revenue generation while also supporting agricultural activities through natural
fertilizers and farm-based resource utilization.

Water-based crops such as makhana and singhada add further value to the
project by maximizing the use of ponds across different seasons. These crops
have established market demand and can generate attractive returns when
cultivated on a larger scale.

Together, these product segments create a balanced agricultural portfolio that
supports long-term sustainability and growth. As production expands and
supply chains improve, the society will be able to increase its market presence
and strengthen its position within the regional agricultural economy.



Target Market & Customer Segments

The target market for Matsya Jivi Sahkari Samiti includes a mix of wholesale
buyers, agricultural markets, distributors, and regional demand centers that
regularly purchase fish, dairy products, and fresh farm produce. Since the project
is located in a region where agricultural trade is active, the society has access to
both local mandis and larger supply networks that serve nearby districts and
states.

Fish remains one of the most widely consumed protein sources in many parts of
India, and demand continues to rise in both rural and urban markets. The society
plans to supply fresh fish to local fish markets, traders, and bulk buyers who
purchase produce directly from farms and distribute it to retail vendors.
Establishing long-term relationships with these buyers will be critical in ensuring
consistent revenue generation.

In addition to fish markets, the society will target wholesale agricultural buyers
who purchase seasonal vegetables and crops in bulk quantities. These buyers
typically operate within mandi networks where farm produce is aggregated and
sold to retailers and distributors. By participating in these markets, the society
can ensure wider distribution of its organic produce.

Another important customer segment includes dairy buyers such as milk
collection centers, local dairy distributors, and retail vendors. Since milk
consumption remains consistent throughout the year, this segment provides a
stable and predictable revenue stream for the project.

The society's target market can be broadly categorized as:

* Wholesale agricultural buyers and mandi traders

* Fish market distributors and regional fish suppliers
* Dairy product buyers and milk collection centers

* Organic produce buyers and retailers

* Food distributors supplying nearby cities

Over time, as production capacity increases, the society may also explore
supplying products to institutional buyers such as restaurants, food processing
units, and retail chains. These buyers often require reliable supply partners who
can deliver consistent quality and volume.

By focusing on multiple customer segments simultaneously, Matsya Jivi Sahkari

Samiti aims to create a diversified market presence that reduces dependency on
a single buyer category and strengthens long-term revenue stability.



Market Size Analysis (TAM, SAM, SOM)

Understanding the potential market size is essential in evaluating the scalability of
the project. The integrated farming model of Matsya Jivi Sahkari Samiti positions the
society within multiple agricultural markets including fish production, dairy
products, organic farming, and water-based crops.

The Total Addressable Market (TAM) represents the overall demand for these
products within the broader regional and national agricultural economy. India’s
fishery sector alone generates billions of rupees annually, and demand continues to
grow due to increasing consumption. Similarly, the dairy and organic farming
sectors are expanding rapidly as population and food demand rise.

For the purpose of this project, the market opportunity can be viewed across three
levels.

Total Addressable Market (TAM)

This includes the total demand for fish, dairy products, organic vegetables,
makhana, and singhada across regional and national markets. The combined
agricultural market relevant to these products is extremely large and continues to
expand each year.

Serviceable Available Market (SAM)

The realistic market accessible to the society includes nearby districts, local mandis,
and regional wholesale markets where agricultural products are traded daily.
Within this market, demand for fish, vegetables, and dairy products is consistently

high.

Serviceable Obtainable Market (SOM)

This represents the portion of the market that Matsya Jivi Sahkari Samiti can
capture within the first few years of expansion. Based on current infrastructure and
expansion plans, the society aims to gradually increase its share in local agricultural
markets through higher production capacity and stronger buyer relationships.

The project's competitive advantage lies in its ability to produce multiple agricultural
products simultaneously. This allows the society to participate in several market
segments rather than depending on a single commodity.

As production scales over the next three years, the society expects to expand its
market presence significantly and capture a larger share of the regional agricultural
supply chain.



Competitive Landscape

The agricultural market in the region consists of a combination of small
farmers, local fishery operators, dairy producers, and independent
agricultural businesses. Most of these competitors operate on a smaller
scale and focus on a single farming activity rather than adopting a
diversified approach.

Individual farmers form the largest segment of competition. While
many farmers produce crops or manage small fish ponds, their
operations are typically limited by land size, capital availability, and
infrastructure constraints. This restricts their ability to scale production
or diversify into multiple agricultural verticals.

Small fishery operators are another group of competitors within the
market. These operators usually manage a limited number of ponds and
focus only on fish production. In contrast, Matsya Jivi Sahkari Samiti
utilizes ponds not only for fishery but also for makhana and singhada
farming, allowing better utilization of water resources.

Traditional dairy farms also operate within the local agricultural
ecosystem. However, most of these farms function independently and
lack the integration with other agricultural activities that can improve
operational efficiency and revenue diversification.

The competitive landscape can be summarized through the following
factors:

- Majority of competitors operate single-activity farms
- Limited access to organized infrastructure
- Smaller land holdings compared to the society's project area
- Less diversified income streams
- Limited market connectivity

What differentiates Matsya Jivi Sahkari Samiti is the scale and
integration of its farming model. By combining aquaculture, crop
farming, dairy production, and water-based crops, the society creates a
more resilient and productive agricultural system.

This integrated structure not only increases overall productivity but also
provides a strategic advantage over traditional farming models that
depend on one primary source of income.



Unique Value Proposition

The unigue value proposition of Matsya Jivi Sahkari Samiti lies in its
ability to combine multiple agricultural activities within a single
operational ecosystem while utilizing community participation and
existing resources efficiently. Unlike traditional farming operations that
rely on one type of agricultural activity, the society has designed its
model to generate income from several verticals simultaneously.

One of the strongest aspects of the project is the availability of both land
and water resources. With more than 32 acres of land and multiple
ponds already developed, the society has a strong physical foundation
to scale operations. Many agricultural projects fail due to lack of
infrastructure; however, Matsya Jivi Sahkari Samiti has already
established the base required for expansion.

Another key differentiator is the integrated farming structure, which
allows different agricultural activities to support each other. For
example, dairy farming contributes natural fertilizers to crop cultivation,
while ponds support both aquaculture and water-based crops. This
interconnected system improves efficiency and reduces operational
costs.

The society’s value proposition can be understood through the following
strengths:

- Integrated multi-activity agricultural model
- Existing land and pond infrastructure
- Diversified income generation
- Community-driven workforce structure
- Growing demand for produced commodities

In addition to operational advantages, the project also benefits from
increasing demand in the agricultural market for fish, dairy, and organic
produce. This demand ensures that the society’'s products have strong
market acceptance.

As the project expands, the combination of infrastructure, diversified
production, and organized operations will enable Matsya Jivi Sahkari
Samiti to build a sustainable and scalable agricultural enterprise
capable of competing effectively in the regional market.



Business Moat & Entry Barriers

Building a sustainable agricultural enterprise requires more than just
production capacity; it also requires competitive advantages that make it
difficult for new entrants to replicate the model easily. Matsya Jivi Sahkari
Samiti has several factors that contribute to its long-term business moat and
create entry barriers within the regional agricultural market.

One of the most important advantages is the availability of developed ponds
and agricultural land. Developing ponds and preparing land for integrated
farming requires significant investment, time, and coordination. Since the
society has already completed much of this groundwork, it holds a strong
advantage over potential competitors who would need years to build similar
infrastructure.

Another barrier is operational experience. The society has already begun
farming activities on a small scale and has gained practical knowledge of
mManaging ponds, crops, and livestock. This operational learning is extremely
valuable because agricultural projects often face challenges during the early
stages of development.

The integrated model itself also acts as a barrier to entry. Most farmers lack
the resources and coordination required to operate multiple agricultural
verticals simultaneously. By managing fishery, organic farming, dairy, and
water-based crops together, the society creates a system that is difficult for
individual competitors to replicate.

Additional factors strengthening the project’'s moat include:

- Established community participation and workforce
- Existing agricultural infrastructure
- Access to water resources through multiple ponds
- Growing relationships with local markets
- Diversified revenue streams

Over time, as the society expands its production capacity and strengthens
buyer relationships, these advantages will continue to increase. This will allow
the project to maintain a strong competitive position while gradually
capturing a larger share of the regional agricultural market.




Growth Strategy & Scaling Model

The long-term growth strategy of Matsya Jivi Sahkari Samiti is centered around
expanding production capacity, improving operational efficiency, and strengthening
its market presence across regional agricultural supply chains. Since the project
already has access to land and ponds, the primary objective over the next few years
is to fully utilize these resources and gradually scale production across all farming
verticals.

The first phase of growth will focus on stabilizing current operations and improving
productivity levels. This includes increasing fish output from existing ponds,
expanding organic farming across available land, and improving dairy production
capacity. By optimizing the current infrastructure, the society aims to significantly
increase its annual revenue without requiring major land expansion.

In the second phase, the project will focus on diversification and scaling. This
includes expanding makhana and singhada cultivation in additional ponds while also
increasing the number of dairy cattle to boost milk production. Strengthening supply
chain relationships with wholesale buyers and distributors will also be a priority
during this stage.

The third phase of growth will focus on positioning the society as a regional
agricultural supplier capable of meeting large-scale demand. At this stage, the project
aims to operate at near full capacity across all verticals and increase its presence in
nearby district markets.

Key elements of the growth strategy include:

* Increasing production efficiency from existing resources

« Expanding cultivation activities across available ponds and land
» Strengthening relationships with wholesale buyers and mandis
* Improving logistics and supply chain management

* Gradual scaling of workforce and operational capacity

The integrated farming structure gives the society a unique advantage in scaling
operations. Unlike single-activity farms, Matsya Jivi Sahkari Samiti can expand
multiple revenue streams simultaneously, which helps accelerate overall business
growth.

Over the next three to five years, the society aims to transform into a large-scale
agricultural enterprise with multi-crore annual turnover, supported by stable
production and strong market connectivity.



Marketing Strategy (Digital + Offline)

Marketing plays a crucial role in ensuring that agricultural products reach
the right buyers at the right price. Matsya Jivi Sahkari Samiti plans to adopt
a hybrid marketing approach that combines traditional agricultural sales
channels with modern digital outreach methods.

Initially, the society will rely on offline market networks such as mandis,
wholesale traders, and local distributors. These channels are widely used in
the agricultural sector and provide a direct path to buyers who regularly
purchase farm produce in bulk quantities. Establishing strong relationships
with these buyers will help ensure consistent demand for the society’s
products.

At the same time, digital marketing strategies will gradually be introduced
to expand market reach and improve brand visibility. Online platforms are
increasingly being used by agricultural businesses to connect with buyers,
suppliers, and distributors across different regions.

The marketing strategy will focus on:

- Building strong connections with mandi traders and wholesalers
- Direct sales to fish markets and dairy buyers
- Promotion through agricultural networks and associations
- Using digital platforms to showcase farm production
- Developing relationships with regional distributors

As the project grows, the society may also explore partnerships with food
suppliers, restaurants, and retail outlets that require consistent supply of
fresh agricultural products. These partnerships can significantly increase
the volume of sales while improving pricing stability.

Another important aspect of the marketing strategy will be maintaining
product quality and reliability. Buyers in the agricultural sector prefer
suppliers who can deliver consistent quantity and quality over time. By
focusing on operational discipline and efficient production systems, the
society will be able to build trust with buyers and strengthen long-term
business relationships.

Over time, a combination of strong market presence and consistent supply
will help the society expand its customer base and improve revenue
growth.




Branding & Positioning Strategy

Although agriculture traditionally operates through wholesale markets,
branding is becoming increasingly important for organizations that aim
to scale their operations and build long-term credibility. Matsya Jivi
Sahkari Samiti intends to position itself as a reliable and organized
agricultural society known for producing quality fish, dairy products, and
organic farm produce.

The brand identity of the society will be built around three key themes:
sustainability, community-driven farming, and integrated agriculture.
These elements differentiate the society from many small farmers who
operate independently without a structured brand presence.

One of the primary goals of the branding strategy is to establish trust
among buyers and stakeholders. When buyers recognize a consistent
supplier that maintains product quality and reliable delivery, they are
more likely to establish long-term purchasing relationships.

The positioning of the society will focus on:

- A large-scale integrated farming project
- Reliable supplier of fresh agricultural products
- Community-supported agricultural enterprise
- Sustainable and resource-efficient farming practices

As the project expands, the society may also consider developing a
recognizable brand identity for certain products such as organic
vegetables or packaged makhana. This can help the society move
gradually toward higher-value markets.

Brand visibility will also be supported through participation in
agricultural events, farmer networks, and government-supported
agricultural programs. These platforms allow agricultural organizations
to showcase their operations and connect with potential buyers or
partners.

A strong brand presence will play a significant role in the long-term
growth of the project because it helps create differentiation in a
competitive agricultural market. Over time, Matsya Jivi Sahkari Samiti
aims to become a recognized name within the regional agricultural
ecosystem.



Distribution & Sales Channels

Efficient distribution and sales channels are essential for ensuring that agricultural
products reach markets quickly and maintain quality during transportation.
Matsya Jivi Sahkari Samiti plans to develop a structured distribution system that
connects production directly with key buyers in the regional supply chain.

Initially, the majority of sales will take place through agricultural mandis and
wholesale buyers who purchase products directly from farmers. These markets
serve as the primary distribution hubs for agricultural goods and provide
immediate access to multiple buyers.

Fish produced by the society will primarily be sold to fish traders and distributors
who supply retail markets in nearby towns and cities. Since fish is a high-demand
product with regular consumption patterns, establishing relationships with
reliable distributors will help ensure consistent sales.

Milk and dairy products will be distributed through local milk collection centers
and dairy buyers operating in the region. These buyers usually collect milk daily
from farms and supply it to processing units or retail networks.

The distribution system will gradually expand to include:

- Wholesale mandi networks
- Regional fish markets
- Dairy collection centers
- Direct sales to bulk buyers
- Partnerships with food distributors

Logistics planning will play an important role in maintaining product freshness
and reducing losses during transportation. The society plans to coordinate
harvesting schedules and delivery timelines to ensure efficient supply to markets.

As the production capacity increases, the society may also consider establishing
direct supply relationships with institutional buyers such as hotels, restaurants,
and food suppliers. These buyers often prefer sourcing directly from producers to
ensure consistent supply quality.

Over time, a well-structured distribution network will enable Matsya Jivi Sahkari
Samiti to expand beyond local markets and strengthen its presence across
multiple agricultural supply chains.




Operational and Technology Framework

The operational framework of Matsya Jivi Sahkari Samiti is designed to support
multiple agricultural activities in a coordinated and efficient manner. Since the
project involves fishery, crop farming, dairy production, and water-based crops,
effective management of resources and workflow is essential for maintaining
productivity.

Operations are currently managed through a community-based structure where
members contribute to different farming activities depending on their experience
and responsibilities. This collaborative approach helps distribute workload
efficiently while ensuring that each vertical receives adequate attention.

Fish farming operations involve pond preparation, fish seed stocking, feeding
management, water quality monitoring, and harvesting cycles. Proper management
of these activities is crucial to maintaining healthy fish production and maximizing
output.

Similarly, organic farming operations include soil preparation, seasonal crop
planning, irrigation management, and harvesting schedules. Since natural farming
practices are followed, maintaining soil health and crop rotation becomes an
important operational focus.

The dairy segment requires daily operational management including cattle care,
feeding, milk collection, and veterinary support when necessary. This vertical
provides steady daily revenue and supports other farming activities through
natural resource utilization.

To improve efficiency over time, the society plans to gradually adopt better farming
technologies such as improved irrigation methods, pond management techniques,
and basic farm monitoring systems. While the project does not rely heavily on
advanced technology at the initial stage, adopting modern agricultural practices will
significantly improve productivity.

By maintaining a structured operational system and gradually upgrading farming
practices, Matsya Jivi Sahkari Samiti will be able to increase output, reduce
operational risks, and support long-term growth of the integrated farming
ecosystem.



Revenue Streams

The revenue model of Matsya Jivi Sahkari Samiti is built on multiple
agricultural activities that generate income throughout the year. This
diversified revenue structure reduces dependence on a single commodity
and provides financial stability even when one segment experiences seasonal
fluctuations. By operating across fishery, crop farming, dairy production, and
water-based crops such as makhana and singhada, the society is able to
maintain a balanced and resilient income model.

Fish farming represents one of the primary revenue drivers of the project.
With multiple ponds available for aquaculture, the society can conduct
regular production cycles that generate substantial output annually. The
demand for fresh fish remains consistently strong in both local and regional
markets, which makes this segment a reliable source of revenue.

Organic farming and seasonal crop cultivation contribute another significant
income stream. Vegetables and crops grown on the available land are sold in
agricultural markets where demand remains high throughout the year. As
the society expands organic farming practices, this segment has the potential
to grow further due to increasing consumer interest in natural and chemical-
free produce.

The dairy segment provides steady daily revenue through milk production.
Unlike crops or fish farming, which operate in cycles, milk sales occur
regularly and help maintain consistent cash flow for operational expenses.

Additional revenue streams include;

- Makhana cultivation in ponds
- Singhada farming in water bodies
- Sale of organic vegetables and grains
- Fish seed cultivation (future expansion possibility)

The society’s diversified income approach ensures that even if one
agricultural segment faces market price fluctuations, other revenue sources
continue to support overall financial stability. Over time, this model is
expected to significantly strengthen the project’s financial performance.




Pricing Strategy

The pricing strategy for Matsya Jivi Sahkari Samiti is designed to remain
competitive within local agricultural markets while ensuring sustainable profit
margins for the society. Agricultural pricing is often influenced by market
demand, seasonal supply conditions, and mandi rates; therefore, the society
plans to adopt a flexible pricing approach aligned with prevailing market
trends.

Fish prices generally fluctuate depending on supply levels, fish size, and
seasonal demand. The society will monitor regional market prices and sell its
produce at competitive rates to maintain consistent sales volume. By focusing
on healthy fish production and proper harvesting cycles, the society aims to
achieve higher market value compared to small-scale fish suppliers.

Similarly, crop and vegetable pricing will be based on mandi rates, which are
determined by daily supply and demand conditions. However, organic or
naturally grown produce often commands slightly better prices in the market.
As the society improves its farming practices and develops a reputation for
quality produce, it may be able to negotiate better pricing with buyers.

Milk pricing will largely depend on local dairy market rates. Since milk is
collected daily by distributors and dairy buyers, the society will align its pricing
with standard regional procurement prices while ensuring cost efficiency in
dairy operations.

The pricing framework will consider the following factors:

* Market demand and seasonal price fluctuations
* Product quality and production consistency

* Transportation and logistics costs

* Bulk sales to wholesale buyers

* Long-term relationships with distributors

In the long run, the society may also explore value-added opportunities such
as packaged makhana or branded organic produce. These initiatives can
significantly increase profit margins compared to raw commodity sales.

Overall, the pricing strategy aims to balance market competitiveness with
profitability, ensuring sustainable financial growth for the society.



Unit Economics

Understanding unit economics is essential for evaluating the financial viability
of Matsya Jivi Sahkari Samiti. Since the project operates across multiple
agricultural segments, unit economics must be analyzed for each major
revenue stream to determine profitability and operational efficiency.

Fish farming forms the backbone of the project’s financial model. A typical fish
production cycle involves costs related to fish seed, feed, pond maintenance,
and labor. However, once the ponds are operational, the marginal cost of
increasing production remains relatively manageable. This allows the society to
scale fish output without proportionally increasing operational expenses.

Crop cultivation involves costs such as seeds, irrigation, fertilizers (primarily
organic inputs), and labor. Because the society follows a natural farming
approach and uses internal resources such as organic manure from dairy
operations, overall input costs remain lower compared to chemical-intensive
farming models.

The dairy segment requires daily operational expenses related to cattle feed,
veterinary care, and labor. However, milk production generates consistent daily
revenue, which supports operational liquidity.

Approximate unit economics overview:

Fish Farming

- Production cycle: 6-8 months

- Revenue potential per pond: strong due to high market demand
- Major costs: fish seed, feed, maintenance

Organic Farming

- Seasonal production cycles

- Moderate input cost due to natural farming practices
- Stable demand in local markets

Dairy Operations

- Daily revenue generation

- Predictable cash flow

- Moderate operational costs

When combined, these activities create a balanced financial structure where
long-cycle revenue (fish farming) is supported by short-cycle income (milk and
vegetables). This integrated economic model significantly improves the
sustainability of the business.



Financial Projections (3-5 Years)

Financial projections for Matsya Jivi Sahkari Samiti are based on expected
improvements in production capacity, better utilization of available resources,
and expansion of market reach. Since the project is already operational at a
smaller scale, the projections assume gradual growth rather than unrealistic
rapid expansion.

In the first year after funding and infrastructure improvement, the society
expects moderate revenue growth as production stabilizes and operational
efficiency improves. Fish production will begin contributing significantly once
full pond utilization is achieved, while crop and dairy segments will continue
generating consistent income.

By the second and third years, the project aims to increase production across
all verticals, particularly fish farming and makhana cultivation. During this
stage, revenue growth is expected to accelerate as market connections
strengthen and output increases.

Estimated financial outlook:

Year 1
- Revenue stabilization and infrastructure optimization
- Gradual increase in production levels

Year 2
- Expansion of fish farming and agricultural output
- Stronger presence in regional markets

Year 3
- Full operational utilization of land and ponds
- Significant increase in revenue generation

Year 4-5
- Scaling operations and potential expansion
- Entry into larger supply chains and institutional buyers

Based on conservative projections, the society expects steady revenue growth
over the next five years, supported by diversified agricultural production and
expanding market demand. As operational efficiencies improve, profit
margins are also expected to increase gradually.

These projections indicate that Matsya Jivi Sahkari Samiti has the potential to
become a financially sustainable and scalable agricultural enterprise.



CAGR Analysis & Growth Forecast

The growth trajectory of Matsya Jivi Sahkari Samiti is expected to follow a
steady upward trend as the project transitions from a developing
agricultural initiative into a structured and scalable enterprise. One of the
key indicators used to measure long-term growth potential is the
Compound Annual Growth Rate (CAGR), which reflects how revenue is
expected to grow over a defined period.

Based on the society’'s production capacity, available resources, and market
demand for agricultural products such as fish, dairy, and organic crops, the
project is projected to achieve consistent growth over the next five years.
Since agricultural operations typically expand gradually, the growth model is
designed to remain realistic and sustainable.

In the early stages, growth will primarily come from better utilization of
ponds and farmland. Many agricultural projects initially operate below their
full capacity, and as operations become more efficient, production levels
increase significantly.

Key drivers contributing to the projected growth rate include:

- Expansion of fish production cycles
- Increased crop yield from improved farming practices
- Growth in dairy production
- Entry into larger agricultural markets
- Strengthening distribution networks

The society’s integrated farming model is expected to support a strong
growth trajectory because revenue is generated from multiple sources
simultaneously. This reduces the risk of stagnation and improves financial
resilience.

Over the medium term, the project is expected to achieve a steady CAGR
that reflects sustainable agricultural expansion rather than short-term
speculative growth. This makes the project particularly attractive to financial
institutions and development-focused investors who prioritize stable, long-
term returns.

As the society continues to improve its infrastructure, production capacity,
and market reach, the overall growth outlook remains positive, positioning
Matsya Jivi Sahkari Samiti as a promising agricultural enterprise with strong
future potential.



Cost Structure

The cost structure of Matsya Jivi Sahkari Samiti is designed around the operational
needs of integrated agriculture, covering fishery operations, crop cultivation, dairy
farming, and infrastructure maintenance. Since the society already possesses land
and pond resources, a significant portion of capital expenditure has been reduced
compared to new agricultural projects starting from scratch. However, operational
efficiency and resource management remain critical for maintaining sustainable
profitability.

One of the major cost components is fish farming operations. This includes
expenses related to fish seed procurement, fish feed, pond maintenance, water
management, and labor. While fish farming requires upfront investment during
each production cycle, the return potential remains high due to strong market
demand and relatively high selling prices.

Crop cultivation costs involve seeds, irrigation, labor, and organic farming inputs.
Because the society uses integrated farming methods, some costs are reduced
through internal resource utilization such as organic manure generated from dairy
operations.

Dairy farming involves recurring expenses related to cattle feed, veterinary care,
maintenance of sheds, and labor costs. However, dairy operations provide steady
cash flow, which helps cover daily operational expenses across the project.

The cost structure can broadly be categorized into:

Capital Expenditure

- Pond development and maintenance
- Farm infrastructure improvements

- Dairy shed development

- Irrigation and farming equipment

Operational Expenditure

- Fish feed and seed procurement
- Agricultural inputs and labor

- Dairy operations and cattle care
- Transportation and logistics

Administrative Costs

- Management and operational supervision
- Utility expenses

- Coordination with buyers and markets

The integrated model helps optimize costs because multiple farming activities

share resources such as land, water, and labor. Over time, as production scales, the
cost per unit of output is expected to decrease, improving overall profitability.



Risk Analysis & Mitigation

Like any agricultural enterprise, Matsya Jivi Sahkari Samiti faces certain
operational and market risks that must be carefully managed to ensure
long-term sustainability. Identifying these risks early and implementing
mitigation strategies is an important part of the project’'s planning process.

One of the primary risks is climate-related uncertainty. Agricultural
production often depends on weather patterns, water availability, and
environmental conditions. Changes in rainfall or temperature can affect crop
yield and fish production. However, the presence of multiple ponds and
diversified farming activities reduces the overall impact of climate variability.

Another potential risk involves market price fluctuations. Agricultural
commodities often experience price changes based on supply and demand
conditions. The society plans to mitigate this risk by diversifying revenue
streams across fish, dairy, crops, and water-based produce.

Operational risks such as disease in fish or livestock also need to be
considered. Proper farm management practices, regular monitoring, and
access to veterinary support can help reduce these risks significantly.

Key risks and mitigation measures include:

Climate Risk
- Use of water resource management
- Diversified farming activities

Market Risk
- Selling across multiple markets
- Building relationships with wholesale buyers

Operational Risk
- Training members in best farming practices
- Regular monitoring of fish and livestock health

Financial Risk
- Maintaining balanced cash flow through diversified revenue

By adopting an integrated agricultural approach and implementing proper
risk management strategies, the society aims to maintain operational
stability even during challenging market or environmental conditions.



Funding Requirement & Utilization

To fully scale the operations of Matsya Jivi Sahkari Samiti, external funding
support is required to enhance infrastructure, increase production capacity,
and improve operational efficiency. The funding will primarily be used to
strengthen existing agricultural assets and unlock the full potential of the
project’s land and water resources.

The total funding requirement has been carefully estimated based on the
development needs of fishery operations, organic farming expansion, dairy
capacity enhancement, and operational improvements. This investment will
enable the society to transition from a developing agricultural initiative into a
structured and scalable enterprise.

The proposed utilization of funds will focus on three major areas:
infrastructure development, operational expansion, and working capital
support.

Infrastructure Development

A portion of the funding will be used to improve pond infrastructure, develop
additional farming facilities, and strengthen dairy operations. Investments in
irrigation systems and farm equipment will also improve productivity.

Operational Expansion
Funds will support the expansion of fish farming cycles, increase crop
cultivation capacity, and improve dairy production efficiency.

Working Capital
Adequate working capital is necessary to manage day-to-day expenses such
as labor, feed procurement, agricultural inputs, and logistics.

Proposed allocation structure:

* Infrastructure development and farm expansion
* Strengthening fishery operations

* Dairy and livestock capacity improvement

* Agricultural production enhancement

* Working capital for operational stability

With the proper allocation of funding, the society expects to significantly
improve production levels and revenue generation within the next few years.
The funding will act as a catalyst for accelerating growth and strengthening the
overall business model.



Exit Strategy for Investors and
Financial Institutions

An important consideration for investors and financial institutions is the
clarity of an exit strategy or repayment model. Matsya Jivi Sahkari Samiti
has designed its financial approach to ensure that funding received
from banks, NBFCs, or development institutions can be repaid through
structured revenue growth and operational stability.

Unlike startups that rely heavily on technology or speculative growth,
agricultural enterprises typically follow a stable revenue generation
pattern supported by continuous production cycles. This allows lenders
and investors to assess repayment potential based on realistic
operational forecasts.

The society’s exit or repayment approach will primarily depend on
increasing revenue from multiple agricultural segments and gradually
improving profitability over time. As production capacity increases and
market presence strengthens, the society will generate sufficient cash
flow to meet its financial obligations.

Potential exit or return pathways include:

- Structured loan repayment through operational revenue
- Long-term financial sustainability of the society
- Expansion-supported valuation growth
- Government-supported agricultural financing programs

Financial institutions may benefit from stable repayment cycles
supported by diversified income sources such as fish production, dairy
operations, and crop cultivation. Since these activities generate income
at different times of the year, they collectively contribute to maintaining
steady cash flow.

Over time, as the society grows into a larger agricultural enterprise, it
may also attract additional investment or partnership opportunities that
further strengthen its financial position.




Future Expansion & Long-Term Vision

The long-term vision of Matsya Jivi Sahkari Samiti is to evolve into a large-
scale integrated agricultural enterprise that supports rural economic
development while creating sustainable income opportunities for its
members. The society aims to expand its operations in a structured
manner, ensuring that growth remains aligned with available resources
and market demand.

In the coming years, the project plans to increase its production capacity
across all farming verticals. Fish farming will continue to be a major focus
area due to strong market demand and high revenue potential. At the
same time, the society intends to expand makhana and singhada
cultivation, which are emerging as valuable agricultural commodities in
regional markets.

The dairy segment is also expected to grow as the society increases
livestock capacity and improves milk production efficiency. This will
further strengthen the project’s daily revenue stream and support long-
term financial stability.

Future expansion plans include:

* Increasing fish production through improved pond utilization
« Expanding organic farming across available land

* Scaling makhana and water-based crop cultivation

* Strengthening dairy production capacity

* Building stronger market linkages across districts

In the longer term, the society may explore value-added agricultural
processing opportunities such as packaged farm produce or processed
fish products. These initiatives can significantly enhance profitability and
market reach.

Beyond financial growth, the project also aims to contribute to rural
development by generating employment opportunities and encouraging
sustainable agricultural practices. By leveraging its existing resources
and strengthening operational capabilities, Matsya Jivi Sahkari Samiti has
the potential to become a model agricultural enterprise within the
region.

The vision of the society is not only to grow as a business but also to
create a sustainable, scalable, and community-driven agricultural
ecosystem capable of supporting long-term economic growth.
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