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Background of the project:
The Dal Mill project was initiated by Seva Mandir, Udaipur with the help of the farmers of Medi cluster, the local panchayat and the Ministry of Panchayati Raj Government of India. The aim was to make the farmers independent from the intermediaries (middlemen) for selling their produce and further adding value to their final product price by selling it to the customer directly. Medi cluster is a group of seven villages (Medi, Koldara-Bavbiran, Hasretha, Dehri, Ghodamari, Bhimtalai and Nakola) where tur (pigeon pea) is produced widely in the region. The conceptualization of the project was a result of a study conducted by two volunteers from the Institute of Rural Management, Anand (IRMA). The study suggested that in this region, pigeon pea, green gram, bengal gram are produced in abundance (over 500 ton every year in 6 villages stated above). However, the farmers receive only a part of the final market price on their produce due to a number of reasons. The village level aggregator, mandi (market) level traders, processing mills, wholesaler and retailer earn the major chunk of the total profit earned on pulses. It was concluded in the study that if these three middlemen (village level aggregator, mandi traders and processors) are removed in the supply chain, the farmers could earn greater returns on their produce. 
Why Tur Dal (Pigeon Pea)

Almost all farmers grow tur and sell it in raw form to earn cash. The average productivity of tur in the region is 2.5 – 3.0 quintals per bigha. Official figures show that the total production of tur in Kotra block is around 650 metric tons. According to discussions with farmers and traders in the region however, production is generally believed to be much higher. The estimates ranged between 1,200 – 1,500 metric tons. As a study states, a processing unit of the capacity of 2, 40,000 – 5, 00,000 kg in a year can serve the purpose, by easily sustained through production from the region and having sufficient room for further expansion if successful. Therefore a mill (Nala Dal Utpadak Sangh) was set up in 2008.
Plant and Machinery 

Since Tur is a cash crop and the farmers don’t consume much of it themselves. They sell the whole of their produces at the time of harvesting itself. They don’t keep it for a long because they need money for other necessities. Therefore, in addition to a Mill, a stock house was needed. Therefore, a store house adjacent to the plant was built in March 2010 with the capacity of storing 100 quintals of Dal. Currently the member farmers of the Mill want to upgrade the existing machinery with new technology to make the production more efficient in terms of quality of product.

Manufacturing process:                                      
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A very simple manufacturing process is followed. Procured Tur is put through a grading machine which separates it into three grades A, B and C. The grading machine also separates the dust and other impurities from the raw Tur. The “A” grade of Tur is believed to be of the best quality and the grade “C” is the least. After the grading the upper cover is removed with the help of water. It is kept outside n the sun to dry. Afterwards another machine with various filters separates the husk and besan (flour of dal) is produced as a by-product in the process. The dal is oiled (mustard) for removing the remaining husk and left it in the sun to dry. The refined tur is now taken to another machine called “Fadka” for breaking the whole grain into two parts. It may take several rounds to break the whole grain into pieces. The two separate pieces of the whole grain is called ‘Dal’.

The final produce is sent to another section called the ‘packaging centre’. The dal is packaged into three different packs of 1 kg, 2 kg and 5 kg each. The dal is now ready to sell as well as the by-products like besan and the husk. The by products are a good supplement food for animals and are sold between Rs. 8 to Rs. 10 per kilo.

The Product: 

Tur produced in Kotra is considered one of the best Tur because it is 100% organic and very rich in protein contents. According to a prior study it was found that more than 97% farmers in Kotra use natural manure for producing Tur in this region. The Nala Dal Utpadak Sangh does not support any polishing of their Dal as it only makes the dal look nicer but poorer in its nutrient content. The sangh is planning to receive a certificate from the local authority of agriculture for their produce being 100% organic and healthy to eat.
Progress so far: 
At the Nala Dal Utpadak Sangh, from January onwards the harvesting begins for Tur Dal every year. Last year the total production of raw Tur was 12,954.5 kg of which 7,381.8 kg was processed and sold at different prices in the market. This year the mill has procured about 2,800 kg of Tur. The farmers are still stocking some produce with them until the price goes up a little bit more. The procurement began in January 2011 with Rs. 41 per kilo. Subsequently the prices fell upto Rs. 25 per kilo. The average cost of procuring Tur is around Rs. 35 per kilo. As of March 2011 the market price for Tur was Rs. 25 per kilo.
In December last year on the 20th the Sangh distributed the profit of the year 2008 and 2009 among the member farmers of the Sangh. 
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Ram Kishan (ICICI Fellow) speaks – (working with the Dal Mill Program for over a year now.) 

At the end of the financial year 2010-11, on 18th of March we had a meeting in Seva Mandir to review the situation of Dal Mill. The meeting attendees were Ms. Neelima Khetan (the then CEO, Seva Mandir), Mr. Narayan Ameta (General Secretary, Seva Mandir), Ms. Priyanka Singh (Current CEO, Seva Mandir), Mr. Shailendra Tiwari (Program In Charge Natural Resources), Mr. Narendra Jain (Block Secretary Kotra), Ms. Laxmi Thakur (Program In Charge Women and Child Development), Mr. Vikram Singh (the then Block Coordinator Kotra) and a few other staff members. I shared my experience about Dal Mill project. Everyone wanted the Dal Mill to be a profitable enterprise for the farmers. Since the Dal Mill is located in the remotest areas of Kotra it is certainly providing benefits to the farmers for procuring the Dal. However, the mill is not in a position to process huge amounts of raw Tur at the moment. The location of the mill puts forth many challenges especially when there is any repair needed for any damage or malfunctioning of the machine. However, the primary objective of the Mill is to provide the farmers with a market they can get a fair price for their agricultural produce. The Dal Mill program has been able to accrue these benefits successfully to all the farmers associated with the Mill. Let me explain it in detail. Prior to the Mill the farmers had two options to sell their produce. One was to go to the Mandi in Khed Brahma and the other was to sell their Tur to village level traders who could pay almost 50% of the actual price. The Mandi prices therefore, are better than what the local traders would pay. However, going to the mandi implies transportation cost and opportunity cost to a farmer. For any farmer going to Khed would costs Rs. 60 for transportation. For example a farmer has 10kg of Tur, it will be extra Rs. 6 per kilo for his Tur and a whole day is gone in commuting back and forth. Therefore most farmers ended up selling their produce to the local trader even they received half of what they could otherwise earn. The Mill therefore, is a great place for these farmers to earn right profit with the right weight of their produce. Moreover, the mill is close enough to all the farmers. The spillover effect of the Mill is that the local traders also began to buy the produce for the right price. Therefore, those farmers who were selling their produce to the local trader, also began to receive the right price for their produce. 

In view of these benefits and challenges faced, it was decided in this meeting that with some changes in our strategy we can maximize the profit to the farmers and keeping the overheads under control for running the Mill. Some key decisions taken in the meeting are given below –  

1) It was decided to focus more on procuring/trading the produce.

2) Processing of Tur can be limited to the available buyers only.

3) The product portfolio should be increased in order to minimize the risk of being at loss due to the price fluctuation in the market. This will also provide the farmers an opportunity to sell almost all their products at a single place and hence help them to avoid going to the local trader.
4) Devising strategies to bring down the overhead and production costs.
Dal Mela (Dal Fair) 

“Nala Dal Utpadak Sangh” had 1,000 kg of stock of finished Tur Dal. The Sangh was a little worried for this stock since the prices in the market were falling gradually and the  harvesting season was approaching soon. It was decided to organize a stock clearing sale at the head office of Seva Mandir in Udaipur from 1st to 4th Dec 2010. A pamphlet was published and the price offered was a bit lower than the current market price. The marketing appeal focused on the fact that this was the last chance to get the organic dal for this year. Everyone at Seva Mandir was notified and they were also offered to place an advance order with the Sangh. When the employees of Seva Mandir began to place their orders, Ram also went around in the office to make personal bookings for the Dal. Within hours a number of people placed their order including the health program of Seva Mandir which was willing to purchase 400 kg of dal for their immunization program. By the noon of the second day of sale the Sangh had sold all its 1,000 kg dal. The sangh will be selling the new stock of their Dal in April 2011 onwards.

Conclusion:

The primary objective of the endeavour was to increase the financial return on pulses grown by the tribal households in Kotra. Using technology, creating infrastructure, building capacity of the community members and establishing the market linkages were some of the steps undertaken in the last couple of years. There have been a lot of learning and successes accrued in the last few years. There have also been some minor deviations in the plan especially in terms of time and scale for the activities planned. The registration of the Sangh has not been yet done mainly because it is deemed that first it is significant to test the appropriate strategies of making the Mill a worthwhile profit making entity. There is still a lot to learn from this endeavour.  
