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PREFACE

Many leaders across the world emphasized the need for promoting/ supporting the livelihoods of the socially, economically and politically disadvantaged people, especially in highly populated nations, towards the beginning of the Twentieth Century. These efforts though have gathered momentum only in the last two decades whereby many social entrepreneurs such as BASIX have initiated efforts to positively influence the livelihoods of large numbers of people, especially the poor. BASIX was set up in 1996 in response to the ever-increasing challenge in India of providing livelihoods, in the context of the emergence of labor replacing technologies and globalizing markets. BASIX established the Indian School of Livelihood Promotion (henceforth called the Livelihood School) to strengthen and institutionalize the understanding of livelihood promotion/ support through the broadening of the knowledge base and the building of capacities of a cadre of people.

The Livelihood School has initiated various processes of livelihood education, one among them being a mutual learning forum, the Livelihood Learning Group (LLG). The purpose of the LLG is to bring together practitioners of livelihood promotion with academicians to jointly reflect, conceptualize, and generalize on their experience and understanding to develop learnings. This process of lateral learning creates new knowledge that can be incorporated into the practices of LLG participants and others. 

The Ford Foundation, in India has been at the forefront of encouraging socially useful innovations, including those in sustainable livelihood promotion, through its support of many development initiatives. In a joint effort of the Ford Foundation and the Livelihood School, the first LLG was organised in November 2003 at Hyderabad. The participants were Ford Foundation’s partner agencies representing some of the leading lights in India engaged in livelihood promotion/ support. 

The LLG in Hyderabad decided to focus on the theme of “market-led livelihood interventions” in their subsequent meet. In keeping with the Livelihood School’s understanding that knowledge of livelihood promotion is rooted in experiences and experimentations on the ground, the group decided to study the work of concrete cases and learn by analyzing their respective experience by a combined group of practitioners and academics. Four organizations, SASHA in Kolkata, West Bengal; AGROCEL in Manvi, Gujarat; JANARTH in Gangakhed, Maharashtra; and DHRUVA in Vandsa, Gujarat were selected for the purpose. 

The case study of these market-led endeavors developed by a team of researchers presented their findings during the LLG 2 at Kolkata. The participants engaged with the findings of the study in the light of their experience and knowledge of similar efforts elsewhere. They critically examined the production and marketing strategies adopted, the investments made, the decision-making processes, the institutional structures, and other features of the interventions. They reflected on the choices made by the intervening agencies and the implications for livelihood promotion of the poor. The deliberations ranged from concrete matters to abstract theoretical formulations. 

The participants concluded that the tasks of development agencies involved in market-led livelihood interventions were distinctly different because the people they work with often are economically excluded and do not have the capacity to engage in the market. The group identified specific tasks performed by these agencies that could not generate revenue themselves and needed to be funded through patient capital or with other forms of grant support. This differentiated the market-led livelihood interventions from various marketing efforts.

The new understandings generated from this LLG were later organized into a framework by the some of the researchers and participants. These were subjected to a further round of critical interrogation and theorizing. The document presented here is the outcome of this process of sustained collective learning and inquiry.

The workshop was held in 2004 and the report of this workshop was circulated during the LLG 3 in September, 2005. It was pointed out at the time that the findings are relevant for a larger audience… this remains valid even today. Hence this publication - the first from the Livelihood School – which is an event in itself.

The process and product of the LLG has reaffirmed the Livelihood School’s understanding of knowledge generation as an iterative process between practice, reflection and abstraction. The ISLP plans to pursue similar process of collective learning and inquiry by organizing LLGs that would accomplish the objective of increasing the body of knowledge of livelihoods and the practices of livelihood promotion.

Chapter I




Introduction and Context
India has added over 200 million persons to the population since 1981. A majority of them now seek a meaningful livelihood. Instead of being able to absorb this large number in the workforce, the Indian economy in its current phase seems to experience a nearly jobless growth. The problem of livelihoods for a large number of rural and urban poor is becoming increasingly oppressive. Hence, livelihood promotion is increasingly seen as an important area in which development organizations wish to contribute.  

In the present day monetized economy, enhancement of income, which often takes place in a market, is an essential, though not sufficient, element of supporting any livelihood.  Many agencies concerned with promotion of livelihoods get engaged with the market in various forms; among them, specifically are those who believe market diktats are all pervading, and design their livelihood intervention along the contours of the market.  Market-led livelihood thus involves the task of enabling the economically disadvantaged to market their produce and services in the market in a manner that earns them a satisfactory, stable and sustainable livelihood.

Seen as an abstract concept, markets are cold, impersonal and ruthless. Markets function in a relentless manner forcing each participant to offer his very best or be vanquished by competition. In the long run, no one is spared this rigor. In particular, markets do not recognize the currency of human values. The well being of the poor or of the oppressed is of no consequence to the market. Markets are said to set prices for each and every thing exchanged at a level determined by its supply and demand. Whether the price so discovered is adequate to offer compensation to the producer with which s/he can run her/his family does not interest the market.

Admittedly, many markets are imperfect. The economically disadvantaged, who often do not have access to resources, especially knowledge resources required for effectively participating in the market, are usually unequal partners in market exchange and hence the markets of course are woefully inadequate to serve as institutions to protect their interest. But even as economic institutions, particularly in a developing country, they suffer from several imperfections: information asymmetry, incomplete integration, interlocking of different markets (the most commonly known instance being the interlocking of credit, produce and wage markets in rural India) through common set of actors, uneven, and at times discriminatory force of regulations and prevalence of spatial monopolies due to poor infrastructure are some of the more glaring imperfections. These imperfections make them even worse mediators of exchange from the point of view of the poor. 

No wonder that engaging with the market for promoting livelihoods is not the easiest route to livelihoods promotion. Development organizations prefer many other routes over engaging with the market for livelihoods promotion:  building of infrastructure (e.g. check dams, lift irrigation schemes and watershed development), improvement in productive assets, building the productive skill of people and even lobbying and advocacy to pressure the State in contributing to stable livelihoods of the poor.

Yet market-led livelihood promotion interventions have built in engines of sustainability and empowerment. Profitable and prudent engagement with the market for livelihoods promotion has the potential of enhancing livelihoods without recurrent subsidies from the State or the donors. Thus an element of sustainability is inherent in the approach. 

To understand the features of market-led livelihood promotion, The Livelihood Learning Group comprising the partner agencies of the Ford Foundation engaged in livelihood support activities met in Kolkata, from 6th to 8th October, 2004. The goal of the Kolkata meet was to: 

· explore different market-led interventions, which have influenced the livelihoods of large numbers

· identify good practices, and

· understand the implications of such interventions and practices.

The Livelihood Learning Group recognized that though engaged in economic activities similar to many market players, the tasks of agencies involved in market-led livelihood interventions were distinctly different by their conscious choice of the group of people they worked with, whose choice was often for reasons other than their ability to perform some specific economic tasks. The people they work with often are economically excluded, with little investment in building their capacity to engage in the market.  This group of resource poor producers had to be empowered to engage with dynamic market on a continued basis, for a sustainable livelihood. As economic tasks generated returns, they were able to attract investment. In contrast, the returns on empowerment related tasks were typically gained over a long period of time. Empowerment related tasks were also often public in nature, with high degrees of externality and uncertainty, and the returns not directly accruing to the one who made the initial investment. Thus, these set of tasks, which posed additional costs, did not attract investments from the market, and required to be financed from patient investment funds. This differentiated market-led livelihood interventions from various marketing efforts.
However, the deliberations threw up several questions to be pondered over.

· How does one deal with the asset-less, who has no produce or any marketable surplus? Dealing with labor markets, “skilling-up” or merely wait for a trickle down effect?

· How does one build “financial staying power” of the intervention for it to become sustainable while yielding “larger than market” return to the poor?

· Who makes the choice of area to be intervened in? Should the intervening agency take away the choice from people; on the other hand, can it be left to the people?

· How does one isolate the “development” activities within the NGO from the “commercial” ones? Can such isolation work for achieving a larger goal? 

· Should livelihood promotion for the poor become the means to achieve equity or is it an end in itself?

Chapter II
Definition of Livelihood Promotion Intervention
Livelihood, especially of the socially and economically disadvantaged, is a complex reality. For their livelihoods, they engage in a set of economic activities, usually carried out repeatedly and as such become a way of life, using all of their endowments to generate adequate income, in cash or kind, for meeting the requirements of self and the household. 

Thus, the act of livelihood promotion/ support also becomes complex.  Though some people view that livelihood promotion essentially deals with increase in income of the economically poor, effectively increasing income in a sustainable manner involves much more. Sustained income, especially in the context of a rapidly changing economy, necessitates peoples’ ability to make choices on their own and engage with the market for their own benefit, on a continued basis.  Therefore, livelihood intervention needs to not only help increase income, but also empower people to make these choices.

In some people’s view, livelihood intervention, a development initiative, is a means of raising the quality of life of disadvantaged people, and not an end in itself. Livelihood promotion intervention from this perspective, deals with, certainly, the enhancement of income but goes beyond that to betterment of health, education, lifestyle, and standard of living: the entire gamut (for easy reference, we shall refer to these sets of social interventions as empowerment related tasks).  In their view, any definition of livelihood promotion deserves acknowledging the wider context in which such interventions were necessary.

However, it was clear that a livelihood intervention had to invest in both economic and empowerment domains, with some degree of overlap. It was observed that both commercial and developmental enterprises invested substantially in building the capacities of the people who worked with them, their workers, dealers and distributors. However, the significant difference comes from the choice of the group these different entities worked with. While the commercial entities selected people competent to undertake the task and enhanced their competence, development organizations chose to work with disadvantaged people, whether or not (and with large majority, not) they had the competence to engage in the market.  This choice was primarily contoured by their mission. The perspectives from which the task was looked at, determined the extent to which they had to invest in the two concomitant spheres of work: economic and empowerment.

Though the investments in the economic sphere came in when the market found the return on investment attractive, the investments in the empowerment sphere had to be made even when the returns were either not adequate or stretched over a very long period or were not assured. Thus, these investments have to come from socially concerned patient capital or will remain limited by the ability of the intervening agencies to subsidize themselves.

In the conference, the session on articulating important learning of the participants from their years of working in the development sector amply demonstrated how marketing concerns and empowerment concerns were the twin tracks for livelihood interveners. While many articulated their learning in the economic space: 

· “market diktats are dynamic and we need to change accordingly”; 

· “understand the supply chain and the stakeholders’ respective roles”; 

· “adhering to a market oriented work schedule is critical”; 

· “ensuring a high quality of products and services is a priori condition for sustainable livelihood promotion intervention”; 

· “re-articulation of expectations on rate of return to investors needed”; 

· “cost reducing and risk mitigation strategies need to be focused on”;

· “scalability of an enterprise is an important choice criteria”; 

· “for augmenting income in the agricultural sector, inputs of experts are a must”

There were many who voiced the necessity of empowerment in their experience of market-led interventions:

· “livelihood promotion intervention demands large and long term investment to build up competency, including of the people, for sustainability”;

· “primary producer must participate in collecting and availing of market information”;

· “entrepreneurship needs to be promoted among people”;

· “it is necessary to enable the community to manage the market”;

· “it is important to follow a participatory approach”;

Thus, it can be seen that an agency engaged in a market-led livelihood intervention needs to perform on two dimensions: economic and empowerment.
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It was also argued by the group that, like investments for two different types of tasks need to come from different sources of capital, their performance also needs to be assessed on both the dimensions distinctly.

The following chapters would delve more deeply into what comprises these two task domains: economic or market-led and sustainability or empowerment. 

Chapter III

Case studies of market-led interventions
Four case studies of organizations engaged in market-led livelihood interventions namely, SASHA, a craft marketing organization based in Kolkata, West Bengal, AGROCEL, engaged in farmers services based in Mandvi; Gujarat, JANARTH, based in Gangakhed Taluka of Aurangabad district of Maharashtra engaged in marketing activities for farmers and DHRUVA, based in Vandsa, Gujarat engaged in tribal rehabilitation through waste land farming were developed.

A summary of these four cases is presented below:

SASHA

SASHA is a craft marketing non-government organization, based in Kolkata and is registered as a Society. It has been marketing a range of craft items since early 1980s. 

Exports through the Fair Trade channels to European and other countries dominate its sales. Domestic sales are made mainly through outlets of exclusive and reputed institutions and also through its own showroom cum retail outlet at the busy Mirza Ghalib Road in Kolkata. SASHA has a turnover of Rs. 40 million. SASHA has maintained an elaborate website that catalogues its wide product range.

It benefits nearly five thousand poor crafts producers in West Bengal, Orissa, Chhattisgarh and other States. 

SASHA produces to meet customer orders rather than marketing what it produces. It has also engaged the services of professional designers who initially interface with the buyers as well as producers. SASHA has always tried to bring the buyers close to the producer groups while designing the products and whenever possible even through the production process; primarily with the intent of enabling the producers to understand what the buyers want. SASHA finds that this helps the groups internalize the norms regarding quality of production and delivery schedules. SASHA has found that once the groups internalize the professionalism necessary in managing the interface with buyers and satisfying them on the twin parameters of quality and delivery schedules, the groups are capable of dealing on favorable terms with domestic buyers.

SASHA has a systematic method of training producer groups in the skills of sample designing, costing and producing to the given design. SASHA works through groups of producers. 

SASHA positively encourages the groups to seek business opportunities on their own. In effect more than the enhanced incomes generated through its own trade, SASHA contributes to the producer groups by building their capacities and empowering them to engage with the market. 

JANARTH
JANARTH was set up as a large project initiative by Action Aid in the eighties. Located in the drought prone Gangakhed taluka of Aurangabad district, JANARTH today has activities spanning several fields: education for the children of migrant cane cutters, programmes for the welfare of the physically challenged, women’s empowerment and  most importantly, market engagement on behalf of the farmers. 

This activity initially began with the aim of improving the agronomic practices and through that the incomes of the farmers of this drought prone region. JANARTH set up both a network of input supply shops as well as a mechanism for providing farm credits.

JANARTH realised that these efforts would remain marginal till farmers were assured of a reliable market for their produce. The region produces cotton, sorghum, pearl millets, pigeon pea and a range of other minor crops. Cotton has been under monopoly procurement in Maharashtra till 2002. Pigeon pea was the other major cash crop for the farmers. JANARTH decided to take a seat in the local Agricultural Produce Market Committee’s Yard and play in the market. 

JANARTH has always chosen to be a “deliberate and persistent bull” in all auctions. JANARTH’s intervention thus ends up pushing the price at which the produce of the farmers is bought by the traders. 

JANARTH has not only developed a wide and responsive network of traders in the whole country but has also kept itself up to date by subscribing to net-based information services. It remains in constant touch with the development and trends in the market and uses its information as well as the network to operate in the local market and sell the goods in upcountry markets without incurring a loss. The decision making for this involves a fast and accurate assessment of quality of a lot to be traded and working out its fair price given the prevailing prices in terminal markets. This requires speed of judgment and discretion and can seldom be decentralised. 

In the mid-nineties JANARTH set up a 25 TPD dal mill to produce tuwar dal from pigeon pea. JANARTH runs it to about 45% of its capacity, a figure that is above the industry average. This has helped JANARTH to widen its portfolio of products and hence its choices. The possible extra margins in milling the pigeon pea helps it hedge its open market operations. JANARTH has reached a turnover of over Rs. 80 million. It contributes upward of Rs. 30 lakhs by way of extra prices to the farmers and yet manages to remain profitable.

DHRUVA
DHRUVA is registered as a Society and is a part of the BAIF family of development organisations. It works in the Vansda area of Valsad district of Gujarat.

BAIF had begun a comprehensive tribal rehabilitation project in the area in the early eighties. Extremely erosion prone and unproductive agriculture with little livelihoods support from the forests had made the mahadeo koli and konkana tribals of the area routinely migrate to a wretched life as migrants to Mumbai. 

The tribal rehabilitation project was aimed at eventually reducing migration and hence to bring in comprehensive development of the tribals. BAIF initiated the well-known wadi programme. Under this, forty fruit trees (mango and cashew) are planted on an acre of wadi or orchard of the tribal and nurtured till they start yielding fruit. 

BAIF set up a number of village level Ayojan Samitis (Planning Committees) that oversees whatever is to be done in a village. Necessary inputs-such as for raising silvi pasture, growing fodder for animals, providing for irrigation of the trees etc. was also undertaken. These inputs, particularly saplings as well as organic manure and vermicompost, are organised through the Ayojan Samitis of the tribal villages and also provide livelihoods opportunity to them.

 The work connected with reclamation of eroded lands and development of the wadis was supported financially among others by EU and KFW-NABARD and needed an investment of about Rs 70,000 per wadi. The work of supervising and nurturing the developed wadis has now been taken over by DHRUVA. 

Of direct relevance is the successful effort of sustaining tribals on the wadis by engaging in the market for horticultural produce and its downstream products.  Tribal livelihoods are promoted by enabling the tribals to market the horticultural produce. Vasundhara Co-operative of horticultural producers actually engages in procuring and marketing the horticultural produce. Cashew is processed and the nut marketed. Raw mango is processed into pickles as well as traded directly. Mango pulp is made from ripe mango and sold to institutions as well as to consumers. Tribal youth are encouraged to undertake actual marketing and earn their livelihood through sales commissions. A big boost to marketing was when the Vasundhara Co-operative developed a One Rupee packet of pickles that suited the local taste. This opened up a huge local market while at the same time promoting tribal livelihoods. 

The total project supports upward of 20,000 tribal families and provides evidence of sustained and substantial improvement in their standard of living.

AGROCEL
AGROCEL is a Company (registered as a for-profit company under Companies Act 1956) set up jointly by Excel Industries Ltd and Gujarat Agro-Industries Corporation Limited. It is based in Mandvi, Kachch and works in Kachch as well as many other parts of the country. 

AGROCEL has two main lines of business. The first is farmer services including agricultural extension, input supply, hiring of equipment etc. The second is marketing of organically grown produce through the fair trade channel. 

AGROCEL starts working in an area by setting up a small office and hiring enthusiastic local youth with moderate education. The staff is encouraged to identify business opportunities while initiating activities in line with farmers’ services. 

AGROCEL believes that it must concentrate on designing and providing the most appropriate agronomic advice the farmers need. It has experienced that having delivered the advice and support in growing a crop, the farmer turns to them for input supply as a natural choice. 

All the activities of AGROCEL are driven by the twin motives of profitability and farmer service. AGROCEL does not receive any subsidy from any donor/State but has often implemented “development” activities for a fee. AGROCEL has helped farmers take to organic cultivation of crops: cotton, basmati rice, cashew, table purpose oilseeds etc. It liaises with the organic certification agencies on behalf of the farmers and undertakes exports of the certified organic produce of the farmers. It absorbs risks arising out of the complexities of export (such as risk of rejection it faced in case of HPS groundnut, the risk of foreign exchange fluctuation etc.) and hence charges a margin on prices received by the farmers. 

Core Actions of the Interveners
The organisation action in the work of each of the interventions studied is a matrix of a wide range of actions and decisions. Some of them are more critical and “core” to the basic “business” of engaging with the market for promoting livelihoods than others. (For instance, running a medical insurance scheme for the producers is perhaps an incidental activity compared to constantly striving to improve quality of the produce and the realised price from the market.  The later is “core”.)

SASHA’s core actions relate to: 

· Reaching potential buyers, 

· Engaging with the buyers in the design process and preparation of samples after initial design concepts are mutually agreed upon.

· Ensuring that production of the craft items in the producer groups adheres to the sample

· Liaisioning with the producers all the time to facilitate their production activity in accordance with the requisite quality standards and delivery schedules as decided with the buyers

· Arranging the logistics of export and managing the commercial procedures for realising the price. 

SASHA could have done these core activities in a number of ways. For instance following several craft marketers, SASHA could have encouraged high quality production of “ethnic” or “traditional craft” items in the groups and then gone around searching for the buyers. The specific ways it chose to do define its personality, to a large extent determine its overall performance and hence offer lessons to other organisations. Some salient features of SASHA’s core actions are:

It has evolved an elaborate IT enabled system of maintaining a portfolio of designs of various products from which a buyer could choose. It also has engaged professionally trained designers who can interface with the buyers and evolve mutually agreeable designs of products. 

It has chosen to demystify the process of preparation of samples and their costs and has started training the producer groups in the skills. In fact, whenever possible, it encouraged direct interaction between buyers and its producer groups for the latter to come to terms with the tough demands of the buyers. (Most private sector players would never allow their suppliers to meet their buyers!). This way the groups are enabled and empowered.

It has maintained complete transparency of its cost structures and margins, both with the buyers and with the groups.

It delegates the task of quality inspection to the groups and also ensures that the costs of maintaining its own quality control staff are met by the producer groups. This way the concept of quality and monitoring for high quality is internalised and owned up by the groups. 

It has outsourced those parts of the commercial procedures in export business that had little value addition for the products. This way it has saved important managerial and supervisory time to focus on the core business better.  

JANARTH’S business requires the following core actions:

JANARTH undertook facilitation of the marketing of the produce of the farmers in Gangakhed taluka with a view to enhance and stabilise their incomes from crops. It could have chosen the path of collective marketing and processing either in a co-operative format (a la Mulkanoor Co-operative) or otherwise (such as the operations of Ankur Federation promoted by AKRSPI in Netrang area). Instead it chose to directly intervene in the market as a Commission Agent. Later it also chose to invest into a dal mill for processing pigeon pea. As a Commission Agent but with a specific mission, the core activities are: 

· Running the business as a Commission Agent

· Developing active and functional business contacts in upcountry locations    

· Profitably buying and selling pigeon pea and other commodities in the market yard on own account,

· Participating in auctions to cause the upward price movement in favour of the farmer community by picking up small and manageable quantities.

· Running the dal mill in such a manner as to obtain the largest recoveries of high value products 

· Maximising capacity utilization for the mill within the constraints of its financial resources. 

JANARTH did these tasks by undertaking the following actions:

· It developed close and mutually beneficial contacts with a number of traders in Vashi (New Mumbai), Gujarat and Delhi. These contacts enabled it to stay current with price trends as well as enabled it to strike profitable deals. 

· It subscribed to on-line market information services that provided information about import and arrival of pigeon pea in Indian ports and hence was alerted about price movements.

· It developed the skill of quickly judging the quality of a lot of produce and arriving at its fair price. This together with its facility to work out parity prices elsewhere enabled it to decide on positions to be taken in the market every hour and for every deal. 

· It acted as a persistent bull in the market but within limits of its ability to dispose off the goods without incurring losses.

· It set up and ran the dal mill in a completely no-frills, highly efficient and spartan manner. It invested time and manpower into learning the details of efficient operations of the mill. 

· It runs the mill for longer periods each year providing a greater hedge for its potentially risky trading operations. 

In effect, JANARTH neither fought with the market nor tried to by-pass it (through the setting up of consumer co-operatives, for instance), but instead it chose to join it and play by its rules. The nature of the business demands that action is taken fast and often without too much formal documentation. Other than the ED, a few other staff members are trained in these activities but the farmers remain passive receivers of the benefits. On the other hand, its systematic and persistent action as a bull has enabled JANARTH to impact the market as a whole. Not only does this enable JANARTH to benefit its “member farmers” or those who are its direct clients, but helps other farmers who participate in auctions in the same mandi to earn some extra income. 

DHRUVA was initially engaged in developing the wadis as an instrument for rehabilitating tribal people in the remote and hostile landscape while at the same time reclaiming the wastelands through farm forestry measures. Once the fruit plant had started yielding, DHRUVA had a number of options. It could have possibly allowed the farmers to deal with the market directly. It could have entered infrastructural services by putting in place a system of storage and transport. It could have encouraged long term contracts with the established members of the trade. What it chose to do was to continuously increase value of the produce through actions taken in conjunction with the participating people. This improved the market yields while generating livelihoods for those who engaged in the value addition activities. It followed the same approach when it came to providing inputs to the wadi owners. As many inputs as possible were produced locally through participating communities so that livelihoods would be generated and local economy would benefit. The task of market-led livelihoods promotion through the route of local value addition and expanding local economic transactions involves these core activities:

· Organising the logistics of local procurement of produce to be marketed

· Organising value addition locally and yet meeting basic quality standards

· Organising local production and distribution of inputs for farmers

· Linking local producers as well as those providing value addition to markets outside the area

DHRUVA managed these activities through the following decisions/actions:

· Introducing simple products that could be easily produced using simple technology and local skills.  The significant innovation was in packing size (the one rupee pack of pickles) rather than products or technology. 

· Creating local level organisations called Ayojan Samitis, which were both mandated and empowered to take necessary actions for furthering the interests of the wadi owners. DHRUVA also built capacities in these organisations to undertake and implement necessary programmes (e.g. for production of vermicompost, for creating and managing nurseries, for producing and packing pickles etc.)

· Ensuring that all value addition was done through the agency of these local organisations as close to the place of production as possible. This ensured that livelihoods were created at local level and that people were enabled to undertake the operations on their own.

· Ensuring that each wadi owner and his group had a well diversified portfolio of products and services so that their income risks were significantly mitigated.  The risk was managed across products and across time as well. 

AGROCEL is involved in two businesses: providing services and inputs to farmers and marketing organically grown produce of the farmers.   The core activities in this business of farmer services relate to: 

· Establishing a close rapport with the farmers

· Understanding their needs for services and products 

· Ensuring that supply logistics match the time and volume requirement of farmers. 

· The core activities in marketing organically grown produce include supervising that all registered producers adhere to the discipline of organic cultivation, undertaking the procedures for obtaining “organic” certification and logistics of exports. AGROCEL chose to undertake these procedures in a simple and direct manner.

· Simple and unostentatious offices/outreach centres were established as close to the customers as feasible. The staff in these offices established rapport and understood the farming operations with an alert mind to avail business opportunities for the company. 

· Each of the offices/outreach centres have well defined business targets that keep them aligned to the task of farmer services.  

· While AGROCEL provides valuable and valued services to farmers, it does not do so out of altruism; each of the service is charged and paid for by the farmers.

· Initially it outsourced the certification work for organic produce but as that line expanded, it acquired the skill and the status of certification. AGROCEL charges its margins on exports of organic produce in a transparent manner consistent with the norms of the fair trade channels. 

Outcomes of the Interventions

SASHA has achieved a high order of efficiency and cost effectiveness by undertaking a number of measures. The chief of them is delegating the responsibility for sourcing materials, managing internal work distribution and monitoring and quality control to the producer groups. In fact, SASHA has evolved a system by which the groups share a part of the cost for quality monitoring.  SASHA believes that they wish to work through and not against or despite the market. Hence they remain alert to the market demand and try their best to meet the market terms of quality and delivery schedule.  In a very transparent manner, SASHA charges a margin on producer costs. This margin along with the export incentives is sufficient to meet the operating costs and in fact contribute to the development activity of SASHA. SASHA has not accessed any State subsidy or depended ever on “sympathy purchase” of the producers’ craft items. SASHA has contributed to the capacity development of the producer groups in a fundamental way: many of them are trained in dealing with discerning and demanding foreign clients and are thus enabled to be on their own with any other customer groups. Many groups also have acquired the skill of preparing samples and costs associated with them. This and the fact that SASHA openly works for a “fixed margin” of twenty five percent as well as encourages them to go to as many other customers as they can manage has created a strong sense of ownership of the business in the groups. SASHA has demonstrated that the craft producing and marketing can be a useful way of promoting livelihoods in a sustainable manner by contributing a production (wage) charge of over Rs. 1 crore per year to the 5000 members.

JANARTH works in an environment of cut-throat competition and therefore has had to work intensively on its efficiencies and cost effectiveness. This is achieved by a “no-frills” style of operations whether in input supply, in market trade or in running of the dal mill. Also each of the three is run as a profit centre and this control system imposes a discipline.  JANARTH has evolved a hands-on knowledge of the market that helps it run the business properly. This is done through a wide network of traders and also by using on-line information services. JANARTH’s market operations as well as the dal mill are financially sustainable and are able to contribute to JANARTH’s development activity after meeting loans etc taken for running them. The nature of business involved in commodity trade does not encourage too much community participation and in consequence there has been no focus on community capacity building or community empowerment. JANARTH believes that value addition to their crops by dry land farmers is the only way of enhancing their livelihoods and is expecting to work towards it. JANARTH thus attempts community empowerment and capacity building through its other activities.   JANARTH has managed to raise the farm prices for their crops by at least 1% in the entire catchment of the Lasur mandi.

DHRUVA has been highly effective in stabilising the household economy of about 20,000 tribal families in the Vansda project area. This has led to elimination of stark misery, reduction in migration and a sharp improvement in their standard of living. The work has also led to remarkable regeneration of the highly eroded hills of the Western Ghats. DHRUVA has achieved efficiency in operations and cost effectiveness by breaking down the total work into simple tasks and decentralising and delegating them to the local levels. The tasks are managed by community organisations themselves making for a huge sense of ownership among them as well as social sustainability. By institutionalising the skill for remaining alert to what the market needs and innovating in terms of packaging etc, the work of market-led livelihoods promotion has been rendered operationally sustainable, though the investment in development of wadis needs external capital investment.

AGROCEL is firmly rooted in the market and has the benefit of acquiring the intangible business sense from its parent Excel Industries. AGROCEL is a profit making, dividend paying company. It regards farmers as clients and not as owners of the business. Staff is trained to be alert to every business opportunity and encouraged to take entrepreneurial roles. Skills and capacity for organic cultivation is built among the participating farmers. As a result of the intervention by AGROCEL, a large number of rural producers have got access to variety of support services, ranging from selection of appropriate crops and varieties, soil testing, inter-culture requirements, to assistance in market linkages.  As the organization encouraged local entrepreneurship, often the services offered tapped into local opportunities, identified by the team, and not under a centrally designed program.  The culture of supporting entrepreneurial action has also had impact on the people they work with. The team has also identified more enterprising people from within the community and has encouraged them to initiate action. As a result many of the enterprises set up with AGROCEL initiatives are actually owned and managed by people from within the community.

Specific lessons that emerge from the cases are as follows:

· Market-led livelihoods promotion efforts are worth making because they have the potential of becoming financially sustainable. In other words after they are established and have stabilised, these efforts do not perennially need subsidy from the State or the donors. 

· Market-led livelihoods promotion efforts need to be wedded to the legitimacy of the markets. It is one thing to work out more amenable arrangements within the framework of the market and another to deny its legitimacy and keep fighting with it. Recognition of the legitimacy of the market implies that the intervener agrees that markets dictate what products will be made, when, and at what price they will be exchanged. The acceptance of this view marks a fundamental change in attitudes: no longer would one say that the market must buy a product because that is all a poor person can make, but insist that the poor person must learn to make what the market wants.
· The second fundamental implication of recognising the legitimacy of the market is the institutionalised move towards efficiency, cost effectiveness and profit driven operations. Since markets are competitive, they do not permit sloth, indulgence or waste. Hence interveners and producing communities have to become efficient and cost effective in every sphere of their actions.

· To begin with the intervener will have to interface between what the market wants and what the producers can make. The time period during which this must happen is a function of the nature of product markets as much as the manner in which the task is attempted.

· Empowerment of communities can come when one is able to delegate the critical elements of the tasks of dealing with the buyers to the producer community. 

Table I 

Characterising the business situation of the interventions

	Feature
	SASHA
	JANARTH
	DHRUVA
	AGROCEL

	Skill of the target people
	Some craftsmen had, others were trained
	Traditional farming skill 
	Skill of working in orchards and forests
	Good farming skills

	Resources with the people
	Working space but little else
	Dry farm lands
	Wadi lands
	Land and water 

	Products
	Functional and decorative craft home products
	Undifferentiated commodity
	undifferentiated commodities and their downstream products. Also inputs
	Agricultural inputs as well as organically grown crops

	Markets
	Foreign markets through FTC. Selective and discerning customers
	Wholesale commodity markets
	Local market for inputs and pickles/mango pulp; institutional market also 
	Farmers as market. Also the export market through FTC for organic produce

	Environment
	Lot of procedures, regulation, foreign exchange risk, geographic scatter 
	High degree of regulation, risky commodity market
	Remote and badly connected region. Low regulation
	High scatter in customer base. Regulation including NTB in trade


Note: FTC: Fair Trade Channels; NTB: non-tariff barriers

Table 2

Outcomes of the four interventions

	Outcome Variable
	SASHA
	JANARTH
	DHRUVA
	AGROCEL

	Efficiency and cost effectiveness
	High level achieved by delegating tasks such as sourcing materials, sampling and quality control to the producer groups.
	High level achieved through few staff members acquiring skill of dealing with the commodity market and using information acquired through a network of      ‘no frills’ operations.
	Achieved through appropriate delegation, decentralisation and enabling local structures to handle necessary tasks. 
	Achieved through maintaining spartan and functional offices and giving clear business targets to company staff.

	Knowledge of market
	A firm belief that customer is right and one must produce to market and not expect the market to buy. Significant interface with buyers maintained. Craft producers required to meet FTC requirements
	Constant contact with the market maintained through the network of contacts in key countrywide markets. Information accessed through on-line services. Market information governs trade positions.
	Much of the market is that of the membership (this is for the pickle, for mango pulp and for vermicompost and saplings). Constant contact and supervision of the production to ensure it matches the taste. One Rupee pickle pack that expanded the market size. 
	The company borrowed the intangible expertise of the parent Excel Industries in assessing and keeping in tune with the market.

	Profit driven operations and financial sustainability
	SASHA never encourages “sympathy purchases” nor does it take any subsidy. Operations are profitable each year. The business contributes to development measures financially.
	The operations are constantly informed by the drive for staying profitable and liquid. Despite the mandate of raising producer prices, the trade operations are also profitable!  Profit centre control system adopted for trade, mill and input supply.
	Financial sustainability is aimed at the village level Samitis as well as at the level of Vasundhara Co-operative. The latter recovers its costs through the margins on products and services etc. 
	This is a dividend paying company and aims to remain so while at the same time providing livelihoods promotion inputs to target community. Avails every opportunity of earning a margin using its existing network and strengths.

	Capacity building of target community
	Producer groups enabled to deal with foreign buyers. They understand sampling, merchandising and costing. Importance of quality and delivery internalised. Encouraged to trade with non-SASHA buyers.
	The chosen route of engaging in trade business does not permit involvement or capacity building of community. Local youth do manage the input supply shops.
	Capacity building is the cornerstone of Dhruva operations. Ayojan Samitis can decide and implement most of the relevant matters. 
	Farmers are regarded as customers and are enabled to undertake production better and more efficiently. Staff acquires entrepreneurial traits.

	Income impact on the target community 
	Income of 5000 crafts producers raised by an average of Rs. 1500 pa. Not all of them trade to the same extent and non-SASHA business is excluded. 
	Farmers’ returns have been improved by 1% in a Rs. 30 crore market. Savings due to cheaper inputs etc. are an additionality.
	Very significant contribution to the impact of the Wadi programme in terms of stabilising the household economy of nearly 20000 tribal families. 
	Impacted some 5000 farmers through the input/services as well as trade in organic goods. The poor perceive greater options now. Extra income by 8% on organic goods

	Ownership/em-powerment of the target community
	Significant sense of ownership in the producers. Producer groups encouraged to think that it is their business. SASHA is seen as a fixed pay-off service provider to them.
	This effect is marginal
	decentralisation of production and marketing activities gives huge sense of ownership to the participant community
	Farmer is treated as a customer and not an owner of this business activity. Educating to create a sense of joint development of the company and the farmers.

	Risk mitigation
	Achieved through geographic and product spreads, continuous product development.
	Achieved through widening the portfolio of products traded. The dal mills created more degrees of freedom.
	Extensive diversification through the operations.
	Dealt at the company level. The company has a bromine factory in Kachch.

	Indirect benefits
	Moving craft from instant purchase or sympathy purchase to high-end stable purchase market.
	Forcing greater producer responsiveness in the market
	Creating a blend of livelihoods promotion with  conservation/regeneration of  natural resources.
	Broad-basing organic trade in India. Promoting enterprise in many people.


Participants’ learnings from case studies and discussions

SASHA

· Developing the skill of design of the producer so that they may become independent is an important aspect of livelihood promotion

· The producer groups, which sell through SASHA, are free to sell through other marketing organisations or on their own

· SASHA hand holds the producers to enhance their ability to abide by Fair Trade requirements

· Building partnerships with the producer groups to make them an essential part of the value chain

· A single order has to be often broken down into sub-orders to be executed by the different producer groups. In some cases, the production of one item may involve the work of more than one group. In all such cases, close coordination across groups is needed.  In this context the biggest task is to develop systems within the organization to handle the task of aggregation and ancillarisation

· Producers have to be taught to be accountable and responsible

· System of self assessment of the producer group is beneficial

· System of penalty (1%) for delay or rejection and incentives (5%) exists as a part of quality control

· Producer groups need to be aware of the broader concept of Fair Trade that includes increasing bargaining power, access to information etc.

· Quality control at every stage is necessary

· International Fair Trade Mark can enhance the cost because of the certification process. But till now SASHA has managed to keep the producer free from that cost effect.

DHRUVA

· Involving people from various levels is important 

· Quality improvement is a continuous exercise to remain active in the competitive market

· Long term nurturing, institutional support is needed to yield positive results

· Livelihood promotion intervention sometimes may need subsidy. If one factors in the subsidy, the real return may diminish

· Tapping and pooling all resources, human, social, technical etc. is helpful

· The whole process needs to involve the community at every level

· Responsiveness to need a must

· Livelihood promotion intervention actually starts earlier than entering into production and marketing activities and this involves both time and money.

AGROCEL

· Organization maintains transparency

· Creating a culture of sharing by bringing all the stakeholders together. This also helps to build a value system for organization ensuring that all are committed to both the profitability of the enterprise as well as to the social responsibility

· Strong service oriented organization. Provision of extension services is a part of their business strategy

· Engaging in two businesses – running a chemical (bromine) factory and selling of agricultural products – implies that these run parallel and serve as complimentary to each other, thereby being an excellent risk management strategy

· Commitment to ideological positions, which is typical of NGOs, might come in the way of diversifying risks and thereby affect profitability.  AGROCEL handles organic as well as inorganic/ conventional agricultural produce. If NGOs wish to engage in market-led livelihood promotion interventions, they must be prepared to accept (difficult) entrepreneurial choices.

· Inculcation of entrepreneurship culture at all levels

· A matter of concern is that whether a producers’ cooperative can be organized like the present model, where there is blend of business motivation along with welfare

JANARTH

· JANARTH is an example of an NGO that has made a choice of intervening at the level of the market, instead of engaging in capacity building of producers.

· Markets operate according to a “system” and consist of various players. Becoming part of the system with due understanding of the players, especially their roles and the way they operate, is an important aspect of the livelihood promotion intervention strategy. The agency must have the intelligence/ develop the skills to survive in the system. 

· Traders are not villains. They are rational economic entities working in a profit maximization mode. JANARTH provides the same services, but is more fair to producers. 

· There are no risks in playing the role of “auctioneer” but there might be risks in “playing the bull” with a commitment to purchase and then to dispose of the produce.

· Pooling commodities – a notion that many NGOs might have - might add bargaining power to the producers, but it could also accumulate the risk at one point with no compensatory benefit. Nevertheless, in order to make inroads in the market and to push prices (play the bull) one has to be a ‘significant’ player (neither small nor too big) 

· In order to enter markets, NGOs will require to develop specific orientation and skills. 

· Pooling of resources and skills to form ‘expert groups’ to guide strategic interventions can be an option.

· Consider use of non-market strategies like lobbying, advocacy to challenge government policies, corruption.

Chapter IV

Economic Tasks

Having looked at the two dimensions of performance for a livelihood intervention agency, economic and empowerment, the Livelihood Learning Group focused on the nature of the tasks. To understand the nature of the economic tasks related to market-led livelihood interventions, the Group used the four case studies, the framework presented and their own experience of working in the market.

It could be seen from the case studies that the market-led livelihood intervention agencies were engaged in three types of Economic Tasks. Some of them were related to 

· Production, 

· Logistics, and 

· Market.

However, these tasks, and therefore the design of the intervention itself were influenced by some Product Related and some Market Related features of the activity that formed the basis of livelihoods of the people.

Production Related Tasks: 

Most agencies engaged in market-led interventions were engaged in improving the production technology.  For example, AGROCEL helped farmers in improved agronomic practices as well as procurement of better inputs.  DHRUVA had conducted detailed analysis of the production situation and identified appropriate silvicultural practices and adopted appropriate methodologies for growing cashew and mango in their area.  It could also be seen that SASHA provided design inputs for enhancing production by their crafts producers.  The task of productive enhancement, especially for people with poor resource base often involved long sustained action research.  

Before planting mango on the wasteland, DHRUVA experimented with various different combinations of trees for maximizing returns and reducing risks. Mango varieties were chosen with the market in view, but grafted saplings were used to increase sturdiness and adaptability to local terrain. Production of cashew along with mango was introduced on the recommendation of a German expert.  Similarly, we can also see AGROCEL getting engaged in introducing better organic plant protection technologies for their producers.  

Another set of production related tasks performed by market-led livelihood intervention agencies were introducing the product to new producers, or including new people in the production process.  This often involved demonstration, training, aligning activity into their present livelihood pattern, design of attractive entry package and so on.  DHRUVA extension team apart from setting up demonstration plantations in their own and other opinion leaders’ land also conducted active extension programs to help many others adopt plantation of cashew and mango trees in their wastelands. Expanding the number of producers, which in turn also leads to increase in the production, marketable surplus is often an integral part of the work done by a market-led livelihood intervention agency.  

Market-led livelihood intervention agencies were also engaged in feeding back information (which impacted production) from the market to the producers.  For example, actual manufacture of the artifacts by the producers associated with SASHA was based on the specifications explained to them by the buyers, in village meetings.  The preferences of urban buyers on tastes of pickles were transferred to producers by the local traders in designing to production system by DHRUVA.  It was the local traders who also told the producers that a small Re. 1 sachet is more likely to sell in small towns, than 450 gm bottles, which are popular in larger towns. These inputs influenced the production process.
Logistic Related Task
Market-led livelihood intervention often involved several logistic oriented tasks given that the poor producers were often dispersed; both geographically as well as in terms of ownership of means of production these played a very important role.  These involved 

· Pooling, 

· Primary storage

· Transportation

· Post harvest (sorting, grading and packaging) storage,

· Processing etc.

· Sometimes these may involve disaggregating buyer orders to producers, collating and consolidating for shipment etc.
All the four market-led livelihood intervention agencies were involved in these tasks and had set up specific units within themselves who handled these tasks systematically, though with different design of organization.  

Market Related Tasks
All market- led livelihood intervention agencies also performed an important initial task of Building Linkages with critical players in the market. These linkages were often dynamic and the agency invested significant efforts in managing such linkages.  SASHA built linkages with external buyers who were willing to pay a premium for adopting fair trade practices.  AGROCEL built collaborative linkages with both input suppliers and buyers of produces from the villages.  They had also built linkages with variety of other agencies working in the rural areas, which included other non-government development agencies, producers and sellers of other consumer goods required by their customer groups. 

The second important market related task performed by most market-led livelihood intervention agencies were setting up systems for accessing information, including systems of price discovery. We find that JANARTH was accessing information related commodity prices and made it available to the producers on continuous basis.  Their presence in the market itself influenced the market prices as it acted as primary discovery mechanism.  Displaying the market related information on the black boards in all their centers by AGROCEL, the buyer producers meeting organized by SASHA also played a similar role.  Participation in the fair trade channel also helped set up systems for accessing market information regularly as seen in cases of SASHA as well as AGROCEL. In the case of SASHA, the same forums were used to access information from market to impact production, as well as for continued access to market information. 

Ensuring organizations standard operating procedures, complying with institutional arrangements in force also played critical role in market-led livelihood intervention.  All the cases studied had set up systems of complying with the institutional requirements of the market. However, very different approaches were used by different organizations, while DHRUVA plays all such tasks (related to maintenance of quality as per food product order and any such other) with a centralized cooperative which specialized only in that, SASHA make the producers aware of such requirements of the buyers and developed localized systems for adherence to such requirements of the market.  

However, such differences in these practices, as the Livelihood Learning Group recognized, examining their own experiences and the framework presented, arose from contextual features of the business situation, which are summarized in the table below.

Table I:  Characterizing the Business Situation of the Interventions
	Feature
	SASHA
	JANARTH
	DHRUVA
	AGROCEL

	Skill of the target people
	Some craftsmen had, others were trained
	Traditional farming skill 
	Skill of working in orchards and forests
	Good farming skills

	Resources with the people
	Working space but little else
	Dry farm lands
	Wadi lands
	Land and water 

	Products
	Functional and decorative craft home products
	undifferentiated commodity
	undifferentiated commodities and their downstream products. Also inputs
	Agricultural inputs as well as organically grown crops

	Markets
	Foreign markets through FTC. Selective and discerning customers
	Wholesale commodity markets
	Local market for inputs and pickles/mango pulp; institutional market also 
	Farmers as market. Also the export market through FTC for organic produce

	Environment
	Lot of procedures, regulation, foreign exchange risk, geographic scatter 
	High degree of regulation, risky commodity market
	Remote and badly connected region. Low regulation
	High scatter in customer base. Regulation including NTB in trade


Note: FTC: Fair Trade Channels; NTB: non-tariff barriers

Features Affecting the Design of Intervention: There are some product related features and market related features, which affect the design of a market-led intervention. Though the nature of the product or the market directly affects the economic tasks, they also have significant influence on the empowerment tasks. For example, the auction process of price fixation used in case of JANARTH, requiring quick decision making, prohibits the possibilities of participation by large number of producers.  The features of the market and the products have been described below.

Product Related Features
Diversity:  Rural products are often not monolithic homogeneous lot and they require very different market efforts. There were different varieties of tuwar being handled by JANARTH.  But not only the varietals difference but also whether the grains were whole or broken change the market (local or Mumbai), which they could access and therefore the nature of the market related tasks.  It was therefore felt by the Livelihood Learning Group that it is important for market-led livelihood intervention agencies to pay attention to the nature of diversity in their products.  

Perishability and Keeping Quality: there is a significant variation in the perishability and keeping quality of most rural products and this influences the nature of market intervention.  While products being handled by SASHA or JANARTH had reasonably long shelf life, mangos procured by DHRUVA needed a quicker processing.  This was reflected in the design of their operations, which were different for different product lines.  Even within DHRUVA the processes followed for mango and cashew were different.  

Fragmentation of Production: how fragmented the production system is and how many producers together make a marketable volume also affects the design of the market intervention.  Design of the logistics for SASHA, which produced handicrafts in highly dispersed manner, was significantly different from the logistical arrangements handled by JANARTH and AGROCEL, which procured commodities in larger volumes.

Market Related Features:
Drawing from the experience of the practitioners and the four cases, the following market related features were found to influence the design of the market-led interventions:

Institutional and Legal Environment: while DHRUVA, which was marketing fruit products had to adhere to the Food Product Order (FPO), the operations of JANARTH were governed by the state APMC Act.  Various other legal provisions such as Weights and Measures Act, Gold Control Order, administrative procedures (registration, membership, forms to be filled, taxation), organizations (e.g. APMC, Textile Commissioner’s office) have serious implications on the market-led interventions. Ways in which atomistic actors govern their exchange (weighment, sampling, system of auction, payment period, discounts, etc).

Market Actors and their groupings: This also seemed to have a significant implication on the design of the market-led livelihood intervention. This manifested in many ways, including interlocking of markets, cartels, community bases, which were faced and addressed by all players, especially JANARTH and AGROCEL.

Information Asymmetry: It was also observed that the different market players had access to different sets of information related to the market. For example, the Dal Mill owners, who sold their produce to wholesalers in Mumbai, had more information about the consumer preferences than JANARTH. This was often not favorable for the market-led livelihood intervention agencies. More the skews were the greater were difficulties faced by them in setting up systems of price discovery and accessing market information.

Connectivity: How well connected the producers or their organizations were to the market, also affected the design of the intervention. Connection of these markets to national and international markets also affected the design. 

Price Fixation System: Different products have different systems of price fixation. While prices for commodities traded by JANARTH were determined through a process of auction, handicrafts traded by SASHA were determined through a more detailed process of negotiation. Thus, agencies getting engaged in market-led livelihood intervention needs to develop different mechanisms of price fixation, depending upon the nature of the commodity handled by them.
Transaction Velocity: Even how many times does the produce change hands/ title before losing its original form, affects the design of a market-led livelihood intervention. 

Non-value adding transaction costs: Some transaction costs may have to be incurred, in the process of pooling/ grading/ sorting of products, especially in the design involving people with different skills, at different levels. Often they do not add adequate value for them to absorb the cost. These offer scope for simplification/ rationalization.  This was amply illustrated by the design of the processing system in the DHRUVA. Management of DHRUVA continues to struggle to minimize some of these transactions, which were not adding adequate value.

Chapter V

Empowerment Related Tasks
Since the market is where most livelihood activities take place, it is where the value of production is determined, created and added to. But the Poor, through a process of exclusion from the market, over centuries, are inadequately equipped to gainfully transact with the market. So market-led livelihood promotion implies the empowerment of poor producers to engage with the market where the livelihood activity is embedded. A market-led approach also inherently implies efforts on the part of the intervener to sustain the income earned at the marketplace and hence leads to the optimization of donor funds and state subsidies and in fact a gradual decrease in dependence on such funds.

The Livelihood Learning Group examined some of the decisions taken by the interveners in the four case studies which empowered people they worked with to understand the nature of the empowerment related tasks.  These involved:

· Institution building

· Appropriate design of organization(s)

· Locating different tasks at different parts of the organization(s)

· Designing mechanism for accessing market information by large numbers

· Creating a space in the minds of consumer about the producers

· Build the capacity for entrepreneurial functions amongst the producers and transfer such functions to them.

These tasks are in addition to functions of mobilizing groups, organizing them and building their capacities for various economic activities, which are commonly practised by most development organizations. 

Many market-led livelihood interventions, such as SASHA, DHRUVA, were implemented through a group of producers.  As discussed earlier, developing a marketable lot, under the conditions of dispersed, fragmentation of production, often necessitated pooling of resources, which in turn entailed a collectivity of producers.  The market-led livelihood intervention agencies were therefore seen to be engaging in bringing producers together, organizing them, helping them evolve their own norms, establishing systems of their operations, in addition to extending various trainings related to productivity enhancement and markets discussed in the earlier chapter.  These tasks of getting the collectivity in place may be looked at as institution building process.

However, the group also recognized that though most agencies worked with people’s organizations, appropriate design of these organizations and inter- alia their linkages often made the critical difference. The case of DHRUVA, for example, amply illustrates how empowerment can be embedded in the design of the organizations. 

DHRUVA has organized its producers into several organizations at different levels. At village level there was association of the Wadi-owners, who looked at the interest of the planters. Their produce was however, purchased and processed at the village level itself, by a different organization: an SHG of the landless women. Supply of vermi-compost was also done through another SHG of landless women. This design developed a mutual dependence between the landed wadi-owners and the landless. At the village level Ayojan Samiti, both landed and the landless were gives seats. However, the higher level processing, which also required compliance with the statutory requirements of FPO was done by a federal Co-operative. However, such a design required DHRUVA to not only design such inter-dependant structure, but also training different groups of people in different complementary skills.  Growing of the nursery, which gets a better care individually, were grown by individuals in the village, who were trained by DHRUVA.

Thus, the Livelihood Learning Group viewed that though organizing rural producers was a necessary part of the task, getting the appropriate design of the organization was critical.

So by choosing to use the landless and the women to perform certain tasks, DHRUVA, along with performing the economic task of making wastelands into income generating assets, performed important empowerment tasks. DHRUVA’s commitment to empowering the community can be judged from the fact that in DHRUVA some of the SHG members are actually made members of the board of the marketing cooperatives. 

SASHA’s method of intervention demonstrates how designing an appropriate mechanism for market information for its producers is part of its empowerment tasks.

SASHA produces to meet customer orders rather than marketing what it produces. Though it has engaged the services of professional designers, who initially interface with the buyers as well as producers, SASHA has always tried to bring the buyers close to the producer groups. It has created mechanisms of continued dialogue between producers and buyers while designing the products and even through the production process, whenever possible; primarily with the intent of enabling the producers to understand what the buyers want. SASHA finds that this helps the groups internalize the norms regarding quality of production and delivery schedules. SASHA has found that once the groups internalize the professionalism necessary in managing the interface with buyers and satisfying them on the twin parameters of quality and delivery schedules, the groups are capable of dealing on favorable terms with domestic buyers.

Very often the economic task of a development organization of selling products/ services of its producers involves the creation of a premium for “hand picked”, “organic” or “hand made” products. Since many buyers have a problem with hand crafted or hand woven products claiming they are of uneven quality, very often interveners have to educate buyers on why these products have to be uneven and in fact how their value is inherent in their “non standard” nature.  This is often done by interveners actually exposing their buyers to the producers and the production process. This creates a “space” for the producers’ in the buyers’ mind and thus an impersonal transaction process gets transcended. This creation of “space” or empathy for the producers may be seen to fall into the empowerment task domain.

AGROCEL initially entered the organic and fair trade activities in 1998 through a project entitled “Straight from the Cotton Fields”. The project was a collaborative venture with Vericott Limited, a company based in UK. It was part of a larger program sponsored by MdM Oxfam and Oxfam solidarity of Belgium to improve returns to cotton producers by reducing the role of intermediaries in cotton apparel production. AGROCEL purchases the cotton from its producers and once purchased the cotton is ginned, spun, knitted and the fabric sewn into T-shirts by AGROCEL itself and is sold under the brand name “Farmers Art” in the UK. Branding the program “Straight from the Cotton Fields” and the products ‘Farmers Art’ helped the customer build a symbolic relationship with the cotton producing farmers.

Quite often the design of with whom a task is located, with the intervener or with the producer, has an important bearing on empowerment. The SASHA case study might illustrate this. For SASHA it is important to link Buyers, Product designers, Organizations engaged in technology development, Suppliers of materials, those engaged in Quality Control, those managing logistics of production and sale and the producers themselves. 

SASHA has chosen to enable the producer groups to internalize some of the skills needed for undertaking the functions mentioned above. Time and again SASHA has enabled two or more members of its groups to learn the art of converting the design idea or product concept into a sample with specific choice of materials, dyes and designs.  More importantly perhaps it has enabled the groups to transit from being mere passive performers of tasks of production to those who take active action and detailed monitoring to ensure that they establish their dependability in terms of quality of the product as well as delivery schedules. 

This, together with the training of utilizing the basic craft of the producer groups to make contemporary products for buyers across the world, implies a significant increase in the bargaining power of the producer groups and their ability to negotiate with the buyers on their own if necessary.

In addition to locating tasks in a manner that augment bargaining power, many organizations like SASHA and AGROCEL actually foster an entrepreneurial spirit amongst producers and workers. While SASHA encourages its producer groups to sell on their own or to others, AGROCEL operates on the principle that given encouragement, opportunity and guidance, people can excel in entrepreneurship, which is probably one of the highest degrees of empowerment. Every AGROCEL Centre is encouraged to identify their own opportunities (of serving the rural producers). As a result, the task mix in every Centre is different and is directed by the local team and not the central management. This has promoted a culture of supporting entrepreneurs, starting with industrialist promoter Kantisen Shroff himself. Thus, the AGROCEL Centre teams also identify and encourage entrepreneurship whenever they locate someone willing to take initiative in the village.

Last, but not least, an empowerment task is actually embedded in the choice that an intervener exercises in deciding who they wish to work for or work with. If the intervener’s task was restricted to an economic or market related one of producing craft items or selling mango pulp or agricultural inputs to farmers, a SASHA or DHRUVA or AGROCEL need not have engaged with women, landless tribals or poor farmers. The fact that they and hundreds of development organizations choose to work with the economically disadvantaged to ensure them a steady, sustainable livelihood implies an underlying goal of empowerment. Without that, any market-led activity would not qualify as being undertaken in the social or the development sector.  

What emerged from the examples above are the empowerment tasks that an intervener typically undertakes:

· Design an intervention structure wherein empowerment is embedded;

· Target market- led activity to benefit the landless or women or other economically disadvantaged as well; 

· Create an appropriate mechanism for the producer groups to access market information;

· Create a space for producers in the buyers’ mind in a manner as to create a premium for “non-standard” or hand made products

· Augment bargaining power by choosing to locate critical tasks with the producers;

· Create opportunities for an entrepreneurial spirit to foster, the highest form of empowerment, in the market place.

Chapter VI

Learning from the deliberations…
The four cases, DHRUVA, AGROCEL, JANARTH and SASHA were discussed by the participants in light of their own experiences. Some of the significant learning of the Group is summarized below.

· Market-led livelihood interventions comprise primarily of enabling and empowering the poor to “engage with the market,” sell their produce in a manner that earns them a stable, satisfactory and sustainable livelihood.

· Sustained engagement with the market and deriving a ‘fair’ return on their efforts, especially in the context of rapidly changing economy, necessitates peoples’ ability to make choices on their own.  Therefore, livelihood intervention needs to not only help increase income, but also empower people to make these choices.

· Therefore, market-led livelihood interventions involved, both 

· Market Related Tasks, such as improving production technology, introducing the products, pooling, primary storage, transportation, building linkages with market players, setting up system for accessing information, price discovery as well as for dispersing/managing risks; and

· Tasks Leading to Empowerment, such as designing appropriate institutional structure, mechanism for transfer of information facilitating choice and decision making, creating space for the producers in the buyer’s mind, design of the work flow to match the requirements of the specific target groups, locating tasks and roles (including quality control, bargaining and entrepreneurship) for different work groups (including producers, their collectives, intervening agency and the market players) 

· Human dignity, social equity, gender equality, social solidarity, “prevalence of conditions for dignified life” (health, education, personal security) are important and worthwhile components of a meaningful livelihood of the poor along with their income. There could be two different ways of looking at livelihood interventions. From one perspective livelihood promotion approaches ought to aim for income increase with parallel, collateral efforts for other “social objectives” and from an alternate viewpoint social objectives ought to be “factored in” the choice and modalities of livelihood promotion.

· It is not clear whether a logical necessity of a hiatus between market-led livelihood promotion approach and the larger “social dimensions of livelihood” is implied or presumed to exist. However, an important issue to be examined is if a hiatus exists, how to correct it while adopting a market-led approach.

· Many Indian markets are imperfect as institutions of exchange. The poor are unequal participants in the market and the markets are very poor instruments of welfare of the asset less and the poor. Therefore interventions are necessary to bring the poor to a level where they individually, or in groups, can become equal participants in market exchanges.

· The four case studies provide illustrations of how interveners in these four instances evolved their own unique ways of undertaking both the core tasks. There were also indications of costs, efforts and time required for bringing these efforts to fruition. These costs, efforts and time required were higher for market-led livelihood intervention than pure marketing efforts, as these often included costs for empowering the people in addition to getting an access to the market.

· The most important learning that were shared were:

i) Intervener-Producer Sphere: inculcate entrepreneurial qualities, enable in design, devise incentives/penalties for superior performance, establish process of managing quality, and strike a balance between market rules and long term interest of the communities.  

ii) Intra-organizational Sphere: Entrepreneurial culture, risk mitigation strategy, transparency, long term commitment and institutional back-up, strong service orientation, need to shorten response time to changes, discretion orientation.

iii) Intervener-Market Sphere: Understanding the market system, realizing that middlemen are not necessarily villains, first building linkages and then “partnerships”.

· There is clearly a phase during which the intervener learns about the relevant market, understands it and evolves ways of dealing with it. This phase requires support.

· Some questions that a livelihood practitioner needs to ponder about:

· How does one deal with the asset-less, who has no produce or any marketable surplus? Dealing with labor markets, “skilling-up” or merely wait for a trickle down effect?

· How does one build “financial staying power” of the intervention for it to become sustainable while yielding “larger than market” return to the poor?

· Who makes the choice of area to be intervened in? Should the intervening agency take away the choice from the people; on the other hand, can it be left to the people?

· How does one isolate the “development” activities within the NGO from the “commercial” ones? Can such isolation work for achieving a larger goal? 

· Should livelihood promotion for the poor become the means to achieve equity or is it an end in itself?

Annexure I

The Conference Design

The Methodology: In keeping with the decision of the LLG in Hyderabad, the conference in Kolkata was based on case studies of diverse market-led interventions.  The four interventions were chosen to reflect a range of product-markets, approaches and geographic regions in livelihood intervention. 

A five member research team comprising three faculty members from ISLP, one from Ford Foundation, and an external consultant had visited four organizations which had made significant market-led interventions and documented the cases which were to form the basis of discussions, at the Kolkata LLG. 

The LLG participants in their three day workshop in Kolkata compared, contrasted, challenged the case studies and shared their own experiences in the light of practices thrown up by the case studies. Representatives from the four organizations on which the cases were prepared were also invited to answer supplementary questions and participate in the deliberations.

The Kolkata conference, held between the 6th to the 8th of October, 2004 was planned and coordinated by the Indian School of Livelihoods Promotion (ISLP), supported by the Ford Foundation and hosted in Kolkata by SASHA. The participants were partners of the Ford Foundation engaged in livelihood promotion intervention.  

The tactics: in order that experience sharing did not remain constrained by what was relevant to only the four case studies, the participants were asked to share their most important livelihood promotion learning. Against this practical backdrop, there was a presentation of a framework based on literature, which would allow participants to view their practical knowledge in a structured manner.

Site visit: a visit to the SASHA office and showroom in Kolkata gave an opportunity to the participants to check their understanding of market-led livelihood promotion intervention with practitioners who were managing one such intervention. SASHA is a leading craft marketing organization with turnover for fiscal 2003-04 at around Rs 40 million. Although much of SASHA’s production is exported, it also sells through a retail outlet in Kolkata. A visit to the SASHA office allowed participants to appreciate the depth of SASHA’s involvement with its producer groups and a visit to its retail outlet demonstrated its understanding of the market.
The takeaway: at the end of the workshop the participants synthesized the practical learning from their years of experience, focused learning from the four case studies, against a framework of market-led intervention and came up with an improved understanding of market-led interventions.

The Group at Kolkata meet recognized that though engaged in economic activities similar to many market players, the tasks of agencies involved in market-led livelihood interventions were distinctly different by their conscious choice of the group of people they worked with, whose choice was often for reasons other than their ability to perform some specific economic tasks. The people they work with often are economically excluded, with little investment in building their capacity to engage in the market.  This group of resource poor producers had to be empowered to engage with dynamic market on a continued basis, for a sustainable livelihood. As the economic tasks generated returns, they were able to attract investment. In contrast, the returns on empowerment related tasks were typically gained over a long period of time. Empowerment related tasks were also often public in nature, with high degrees of externality and uncertainty, and the returns not directly accruing to the one who made the initial investment. Thus, these set of tasks, which posed additional costs, did not attract investments from the market, and required to be financed from patient investment funds. This differentiated market-led livelihood interventions from various marketing efforts.
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degrees of empowerment …





People enjoy some degree of empowerment, when they access the market, they have never done before, for buying their inputs or selling their outputs, merely as producers. The degree of empowerment enhances, when they start participating in various decisions and start managing their own business. But, when they start performing some of the entrepreneurial functions, they reach the helm of empowerment.
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