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1. Executive Summary

This plan sets out a Farmer-Producer Organisation (FPO) in India — a farmer-owned collective (registered as a
Producer Company or cooperative) that aggregates member farmers to buy inputs cheaper in bulk, access machinery
and advice, aggregate produce for better price realisation, and add value through grading, storage, processing and
market/export linkage. It earns margins on input supply, aggregated output sales, and services, distributing benefits

to member-farmers while building a professional, scheme-supported agri-enterprise.

FPOs are the government's flagship vehicle for improving small-farmer incomes, with the "10,000 FPOs" scheme
providing equity grants, management support and credit guarantees. By pooling scale, FPOs cut input costs, improve
bargaining power, and unlock institutional & export markets that individual small farmers cannot reach. A well-managed

FPO with good governance, business focus and market linkage becomes a sustainable, farmer-benefiting enterprise.

This plan models an FPO of ~800-1,000 member farmers with total funding of ¥40 lakh (member equity + matching
equity grant + NABARD/AIF credit), targeting 2.4 crore business turnover in Year 1 and X6 crore by Year 3. (FPO is a

member-benefit enterprise; margins are modest and reinvested/distributed.)

2. Business Description, Vision & Legal Structure

Concept: A farmer-owned collective that gives small farmers the scale to buy inputs cheaper, sell produce better, and

access machinery, finance and markets.
Vision: To be a sustainable, professionally-run FPO that measurably raises member-farmers' incomes.

Mission: Aggregate inputs, produce, services and market linkage for members — running a viable business that shares

benefits with farmer-owners.

Legal structure options

e Producer Company (under Companies Act) — the standard, recommended FPO form.

o Cooperative / Producer Cooperative — alternative under state cooperative law.

Regulatory anchor: the FPO is built around the Central Sector "10,000 FPOs" scheme — equity grant (matching
member equity, up to a ceiling), management-cost support via a CBBO, and a credit-guarantee facility — plus
NABARD/NABKISAN & AIF finance. Good governance, member engagement, professional management and genuine business

viability (not grant-dependence) determine long-term success.

3. Promoter & Ownership

Owned by member-farmers (shareholders), governed by an elected Board of farmer-directors, and run by a professional
CEO/manager supported by a CBBO (Cluster-Based Business Organisation). Delivery uses field coordinators, an accountant,

and input/output business staff. Ownership rests with farmer-members; share & benefit distribution are editable inputs.

4. Market Analysis — India

India has a vast base of small & marginal farmers who individually lack scale, bargaining power and market access.
FPOs address this structural gap and enjoy strong policy priority and funding. Demand for aggregated inputs, better
output prices, machinery, finance and market linkage among small farmers is large and growing, especially as

institutional buyers and exporters seek reliable, traceable, aggregated supply.



Demand drivers

« Small-farmer scale & bargaining gap.

¢ Input-cost savings via bulk buying.

« Better price realisation via aggregation.
o Institutional & export market access.

e Strong scheme & credit support.

Market sizing (illustrative framing)

TAM Small-farmer aggregation opportunity in India Very large
SAM Farmers & acreage in the FPQO's cluster 1,000s of farmers
SOM (Yr 1-3) Active members & business volume 800 —» 1,500 members

Target activities/segments

o Input aggregation (seeds/fertiliser/CP).
e Output aggregation & sale.
e Custom hiring & services.

o Value-addition, storage & linkage.

5. Competition & Competitive Advantage

Landscape: traders/middlemen, input dealers, other FPOs, and cooperatives. The FPO's edge is member ownership, scale,

scheme support, and trust — but it must match traders on efficiency and service.

The FPO's edge

¢ Member scale & bargaining power.

o« Farmer trust & ownership.

¢ Scheme equity, credit & management support.
« Aggregated, traceable supply for buyers.

o Multiple revenue lines (input/output/services).

6. Business Lines & Margins

Business line _ Indicative margin

Input supply (bulk) Margin + member savings 3-6%
Output aggregation & sale Trading spread 2-5%
Custom hiring / services Service fee Service margin
Value-addition (grading/processing) Processing margin Higher

Facilitation (credit/insurance/scheme) Commission/fee Add-on



The FPO earns modest margins across input, output and service lines — with the dual goal of member benefit (savings +

better prices) and enterprise viability. Value-addition & market linkage lift both margin and member income.

7. Go-to-Market — Member & Market Development

« Member mobilisation & engagement (via CBBO/field teams).
¢ Buyer & institutional linkage for output.

¢ Input-company & scheme tie-ups.

« Bank/NABARD credit access for members & FPO.

o Export & value-chain partnerships.

Approach

Mobilise & engage members — run viable input/output/service businesses - build buyer linkage & value-addition - deliver

measurable member benefit & reinvest. Member trust and genuine business viability (beyond grants) drive sustainability.

8. Operations Plan

Base: an FPO office/hub with input store, collection & grading point in the cluster.

Process: member enrolment - input aggregation & supply = production support & advice - output aggregation,

grading & sale - benefit distribution & reinvestment.
¢ Governance: elected board, AGM, transparent accounts, professional management (CEO + CBBO).
o Systems: membership & business MIS, accounting, traceability.

o Capacity: scale members & business lines; add storage/processing over time.

FPO workflow

_ Activity m

Enrol Members & equity Members
Input Bulk supply Savings
Produce Support/advice Yield
Aggregate Grade & sell Price uplift
Share Benefit/reinvest Member income

9. Regulatory, Governance & Compliance (India)

o Producer Company registration (Companies Act) or cooperative registration; board, AGM & statutory compliance.

o Scheme compliance: "10,000 FPOs" equity-grant, CBBO & credit-guarantee norms; implementing-agency
(NABARD/SFAC/NCDC) requirements.

« Business licences: input licences (seed/fertiliser/pesticide), FSSAI (if processing), GST, mandi where relevant.

o Finance & audit: NABARD/NABKISAN/AIF finance; transparent accounts & statutory audit; DPDP-aligned member-data
handling.



10. Organisation & Manpower Plan

CEO / Manager (professional)

Business (input/output) staff 2 4 5
Field coordinators 2 4 6
Accounts & MIS 1 2 2
Board (farmer-directors) Elected Elected Elected

Total (Staff) -

11. Implementation Timeline & Milestones

Formation Month 0-3 Registration, member mobilisation, equity, CBBO, scheme onboarding
Launch Month 3-6 Input business; equity grant; first output aggregation

Traction Month 6-12 Multiple business lines; break-even nears

Scale Year 2 Storage/value-add; buyer linkage; credit access

Growth Year 3 ~1,500 members; sustainable, member-benefiting business

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the FPO can replace them with live rates. They
are not projections of guaranteed results. An FPO balances enterprise viability with member benefit; margins are modest

and partly returned to members.

12.1 Project cost & means of finance

capital reqUirement _

Office, input store & collection point 6,00,000
Grading, weighing & equipment 5,00,000
IT, MIS & setup 2,00,000
Business working capital (input/output) 24,00,000
Pre-operative & buffer 3,00,000
Member equity + matching equity grant 16,00,000

NABARD/AIF/NABKISAN credit 24,00,000



12.2 Projected Business P&L (3 years)

_

Input-supply turnover 90,00,000 1,60,00,000 2,20,00,000
Output-aggregation turnover 1,30,00,000 2,40,00,000 3,50,00,000
Services & value-addition 20,00,000 35,00,000 30,00,000
Gross margin (blended ~4.5%) 10,80,000 20,50,000 30,00,000
Salaries & management 6,00,000 9,60,000 13,00,000
Office, MIS & overheads 2,40,000 3,40,000 4,40,000
Interest on credit 1,80,000 2,60,000 3,20,000
Note + mgmt grant Reinvest/share Reinvest/share

Note: In Years 1-2, the scheme's management-cost support supplements the FPO's own surplus;, member benefit also

accrues as input savings & better output prices, not only book surplus.

12.3 Member benefit & sustainability

o Member savings: lower input cost (bulk) + higher output price (aggregation) — the primary farmer benefit.
o Enterprise viability: the FPO must reach an own-surplus (beyond grants) for sustainability.

o Break-even: business break-even around month 10-14; grant support bridges the build.

12.4 Projected Cash Flow — Year 1 (quarterly, illustrative)

Particulars (i) nm‘m

Opening balance 3,00,000 2,60,000 2,90,000 3,40,000
Turnover collections + grant 50,00,000 65,00,000 70,00,000 60,00,000
Purchases & operating outflows 50,10,000 64,40,000 69,20,000 59,15,000
Interest servicing 30,000 30,000 30,000 30,000

Closing balance 2,60,000 2,90,000 3,40,000 3,95,000

The FPO's cash cycles through input & output business; scheme equity grant & management support strengthen early cash.

The credit-guarantee facility eases NABARD/bank finance. Member trust & participation drive volume.

12.5 Key Performance Indicators to Monitor

o Membership: active members; equity mobilised; participation %.
o Business: turnover by line; blended margin; capital turns.
« Member benefit: input savings; output price uplift vs. mandi.

e Sustainability: own-surplus (ex-grant); credit access; governance health.



13. Funding Requirement & Support

Total requirement: 40 lakh — funded by member equity + matching equity grant (under the "10,000 FPOs" scheme,
up to the ceiling), plus NABARD/NABKISAN/AIF credit backed by the scheme's credit-guarantee facility. The scheme
also funds professional management via the CBBO for the initial years. This blended support — equity grant, management

cost, and guaranteed credit — makes FPO financing distinctive and de-risked versus a standalone business loan.

13.1 Funding utilisation

Business working capital (input/output) 24,00,000 60%
Office, store & collection point 6,00,000 15%
Grading, weighing & equipment 5,00,000 12.5%
Pre-operative & buffer 3,00,000 7.5%
IT, MIS & setup 2,00,000 5%

40'00’000 100%

14. Risk Analysis & Mitigation

_ Mitigation

Weak governance / member apathy Professional CEO; CBBO support; transparency; member engagement
Grant-dependence (no viability) Focus on genuine business lines & own-surplus; value-addition
Working-capital / price risk Guaranteed credit; disciplined trading; back-to-back sales

Market linkage gaps Buyer/institutional tie-ups; export & value-chain partners

Compliance lapses Statutory audit; MIS; implementing-agency support

15. SWOT Analysis

Strengths Weaknesses

Strong scheme support (equity/management/credit); member Governance-dependent; modest margins; grant-dependence
scale & trust; multiple business lines. risk; management-capacity needs.

Opportunities Threats

Value-addition & processing; export & institutional linkage; Traders/middlemen; price volatility; weak participation; scheme-
credit & digital; member growth. timeline dependence.

16. Recommended AiSevak Tools for This Business

This FPO would use AiSevak's Agri-Tech vertical tools in delivery:

o FPO ops: membership-MIS, input/output-business, aggregation and benefit-tracking tools.



e Governance & schemes: Producer-Company-compliance, "10,000 FPOs"-scheme, NABARD/AIF-application and GST

tools (with Finance & Legal verticals).

¢ Practice: Business Plan, blended-margin and Break-even tools to model FPO viability.

17. Key Assumptions & Notes

e ~800-1,000 members (Yr 1) growing to ~1,500; Producer-Company form under the "10,000 FPOs" scheme.
e Blended business margin ~4.5%; member benefit also accrues as input savings & output price uplift.
e Equity grant, management-cost support & guaranteed credit assumed per scheme; credit interest ~9-10% p.a.

e Governance, professional management and genuine business viability (beyond grants) are decisive; figures exclude
GST.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Agri-Tech toolkit to browse and use them all at

https://aisevak.in/verticals/agritech — or go straight to any specific tool at https://aisevak.in/service/<tool-name>.

No signup needed to explore; each tool guides you step by step.

Prepared by AiSevak.in — a product of ABL Digital Technologies. Al-powered business services for India. This is Al-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this

plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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