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Background
(i) Why Dal Mill: Dal Mill project was initiated after a study conducted by Seva Mandir with two interns from Institute of Rural Management, Anand, India. According to that study there were considerable quantities (more than 500 tonnes) of pulses, namely- pigeon pea, green gram, Bengal gram and etc are produced annually in Kotra. These pulses are grown specifically in the 6 villages of Medi Panchayat. However, the farmers get only a part of the final market price of the various pulses due to number of factors. The village level aggregator, mandi (small market) level traders, processing mills, wholesaler and retailer earn most part of the profit in the market transactions of pulses. The farmers get only a fraction of the price paid by the consumer. 
This study also found that a simple technology is available for small scale processing of pulses. The findings helped us in understanding that by initiating processing operations at village level, if 3 middle layers (village level aggregator, mandi traders and processors) can be removed from the chain, it might ultimately help in increasing the return to farmers. 
(ii) Why Tuar Dal: The basic reasons why we started our initiative initially for the tuar dal only are that tuar is the main cash crop for the farmers of this region and almost all farmers in and around Medi village in Kotra grow tuar on their lands and sell it in raw form as a cash crop. They don’t really consume much of it. Tuar produced in Kotra is considered one of the best of its kind due to its good taste. It is almost 100% organic and very rich in terms of protein content. According to a previously done study, it was found that more than 97% farmers in Kotra used natural organic manures rather than using fertilizers and pesticides. The dal is processed without polishing, which makes it appear bit dull but it is quite healthy and tasty. The unpolished dal also fetches a good price.
(iii) Plant location: The plant is located in Medi village of Kotra block.  Medi cluster is a group of seven villages (Medi, Koldara-Bavbiran, Hansreta, Dehri, Ghodamari, Bhimtalai and Nakola) where tuar production is higher in the region. So we have setup our plant in Medi itself. Medi is connected to Kotra by a road which has local jeeps travelling from Kotra to Medi and then back to Kotra. But the frequency of jeeps/taxis is very limited. 

Summary of Previous Year’s Report

In the year 2009-10, 12,956.40 kilograms of raw tuar was procured by the unit at an average price of Rs 50.2 per kg. Total amount spent on procurement was Rs. 650,315 (approximately US$13,550). We processed all the tuar except 605 kg which we sold directly as tuar seed at a rate of Rs 70(US$1.5) per kg. After processing we got 7,381.8 kg of tuar dal that we sold at different prices as per the market. The byproduct (husk and broken dal) was around 2,600 kg which was sold at a rate of Rs 8 per kg. The total sale was of Rs. 501,038 (approximately US$10,435).  The year 2009-10 was not very good for us since we were in loss of Rs. 149,277 (approx US$3,110) due to a heavy price fluctuation of raw tuar and tuar dal in the market. It seemed like nothing was in our favor last year; as soon as we stopped procuring, the price for raw tuar went down almost by 30% which eventually lead to a heavy fall in the price of tuar dal as well. Our machine was not working well as it is in its last stage of functional life. Because of continuous wear and tear caused by the stones present in the raw material the roll of the machine was rendered unbalanced. This has led to increase in vibrations caused during the operation of machine, which in turn caused frequent breakdowns. But we must admit that the learning comes from failure and the one accepts it makes a difference at the end of the day. 
Progress during 2010-11
Operations: 

Given last year’s experience, especially the problem with machine, we wanted to keep our processing target low and concentrate on trading. So we restricted ourselves to procuring 3,099 kg raw tuar from the farmers. We started procuring the produce in Jan 2011 at Rs. 41 per kg but subsequently the market price for raw tuar came down and we kept procuring the tuar at different prices. The wholesale price of raw tuar went as low as Rs. 25 per kg which subsequently reduced our average procuring price for the same to around Rs. 35 per kg. The total amount spent on procurement was around Rs. 103,537 (US$2,157). We did an experimental processing of 400 kg tuar and found out that we could make more profit by processing the whole lot rather than trading it as our procurement at different prices kept our average procurement price low. So out of the total procured tuar, 215 kg was sold as tuar seed and the rest was processed. This year we booked the selling deals for dal in advance so that the future fall (our last year’s experience suggests that if there is fall in the price for raw material, the chances of price for the final product going down would increase) in the price for the same will not affect our profitability. The total processed dal was around 1,765 kg which was sold at a rate of Rs. 70 (US$1.45) per kg. The other byproducts like Husk and broken dal was around 910 kg which we managed to sale in the mandi (the whole sale grain market) of Khed Brahma (a nearby town in Gujarat). The total sale for this year is of Rs. 145,275 (US$3,027). So our profit for this year is Rs. 41,738 (approx US$870).  While calculating profit we have not included the direct operating expenses such as cost of labor, diesel and other inputs used, which came to Rs. 16,031 (US$340)
Functioning of the Mill
i. Regularity of the mill: We realized that one reason for farmers to still go to Khed to sale their produce despite the higher cost associated , is that they were not sure that the mill will be open at all time. So to address this issue we decided to appoint a permanent worker from the village at the Dal mill whose responsibility would be to ensure timely opening and closing of the mill along with other day to day work as and when needed. We have introduced an attendance register to daily cross check the opening of the mill.  Till now, this has ensured regularity in the functioning of the mill.

ii. Quality of raw material: Since the land in this region is rocky and the process of separating the tuar grains from the bean pod that the farmers follow is a manual one, during the process of seed separation, few unwanted particles like small pieces of stones, some time small iron nails and other similar stuff get mixed with the raw tuar. Our existing grading machine which separates the unwanted things from the raw material can only separate the particles which are very light in weight and can be thrown away by the pressure of air but it cannot separate small stone pieces from the raw material which are  heavy in weight. Due to these stones and other unwanted things, we often encounter minor breakdowns; these stones also damage the roller (Stone in the machine which splits the raw tuar into two pieces). It adversely affects the quality of our final product. Despite our intensive manual work of separating the stones from the final product, we have to face complaints from our buyers stating that our dal contains stones. To deal with this problem, soon, we will buy a stone separating machine which would cost us around Rs. 150,000 (approx US$3,125).
iii. Machine: Over the years, the machine had not been functioning well, so this year we decided to procure lesser quantity of raw tuar so that we could finish our processing well in time and would be able to get our machine repaired for the next production year. We called a technical expert from the manufacturer. He along with one of his colleagues came and repaired the machine and also trained one of the farmers to operate it efficiently. But he further said that since now the expected functioning life of the machine has come to an end, we cannot expect much from this machine even after the repairing work done. Once he left; we called another engineer from a different company OSAW Industrial Pvt. Ltd. Ambala Cantt, Punjab which also manufactures similar machines. After analyzing the present condition of the machine he also recommended a replacement of the machine. And going one step further he told us that since the raw material which you procured from the farmers contains stones and other unwanted particles which when get into the machine along with the raw material while processing, damage the machine and lead it to face day to day breakdowns. He further explained that the problems we were facing with the machine were being caused by the unwanted particles in the raw material. The roll which splits the tuar into two parts had been put in this situation by these stones in the raw tuar and we ourselves saw the marks of those stones on the filters (Jaalis) which cover the roll.  To overcome this problem of stones in the raw material and to ensure that the machine works well till its expected life, the engineer strongly suggested us to buy a stone separating machine. 

iv. Members/Owners: A group of seven villages (Medi, Koldara-Bavbiran, Hansreta, Dehri, Ghodamari, Bhimtalai and Nakola) has been formed and named as Medi cluster. From these seven villages, 86 people have become members of the collective (“Nala Dal Utpadak Sangh”, a group of farmers which produces pulses). The members had paid Rs. 100 as life time membership fee. These members have appointed a full time worker at the mill who looks after the plant and helps in daily operations. Apart from the full time worker there are 4-5 workers who work casually for the Dal mill and are paid on daily basis while the full time worker is paid on monthly basis. On Dec 20th 2010, we had a meeting of “Nala Dal Utpadak Sangh” in which the members discussed many issues related to procurement, processing, selling and distribution of the profits. All the members together decided to have Dal mill as the only purchasing center for raw material so that there is some control on the quality of raw material being purchased. Earlier there were five purchase centers in different villages. In the same meeting the decision of distributing a profit of Rs. 18,500 (approximately US$385) for 2008 and 2009 among 86 members was taken but afterwards we felt a sense of dissatisfaction among the members who were more deeply involved and had greater contribution than the dormant members. Hence there seems to be a need for a model that will incentivize the more active farmers. We are working on developing a model through which we can incentivize the farmers who are contributing more, along with that motivate the farmers who are less involved. 

Training and Capacity Building

In April 2008, in association with the Post Harvest Technology Dept. of Maharana Pratap University of Agriculture and Technology (MPUAT), Udaipur, one training programme was organised for a group of selected farmers to orient them towards comprehensive processing technology of pulses. The training helped the farmers in getting exposure to practical aspects vital to run the processing unit. 

In August 2011, we had a technical expert from Sri Ram Associates, Akola Maharashtra who trained our full time worker to operate the machine efficiently in order to minimize the chances of breakdowns and to achieve good quality final product.
Electricity connection

Till now we did not have electricity supply available in the Medi village to run our machines so we run it with the help of an electricity generator set, which runs on diesel. Having our operations based on a power generator set, our operating cost increases to Rs.2 to Rs.2.5 per kg which eventually affects the profitability of the enterprise. We tried to get a grid commissioned for the mill from the electricity board, Government of Rajasthan but it proved very costly for us as we were supposed to bear the cost of installing the grid but now the village has been nominated for electrification by the Government under the scheme of ‘Rajeev Gandhi village electrification’ and it has got the grid installed by the board, hence getting an electricity connection for the mill seems economically feasible for us. As per the officials of the electricity department, hopefully by the end of this financial year we will get the connection. 
Plantation work: While the machine repairing work was going on, 50 plants were planted in the premises of the mill.
Conclusion
The primary objective of the endeavour was to increase the financial return for one of the cash crops, pulses grown by the tribal households. This was to be achieved through bringing technology, creating infrastructure, building capacity of the community and establishing market linkage. Seva Mandir has been able to make a good beginning in almost all the fronts envisaged in the proposal. But there has been some issues also which we need to work upon; the expected working life of our machine is almost over so we need a replacement for it. We have also realized that the community is not interested in getting better remuneration for their produce and not necessarily in owning/managing an enterprise. Seva Mandir is trying to achieve a balance between the two. However, even achieving this balance is a struggle as the farmers do not always sell their produce at the same time; sometimes they sell in smaller portions- depending on their cash requirements. Given this context, the challenge for the future is to arrive at a rational ownership model of the mill while also working on cost effective operational plan. In that context, we would very much request you to support the Dal Mill for next three years.









