CREAMing Management Knowledge for NGO enterprise

Tuesday, 22nd March 2011 
SHARING SESSION  # 23
with Ranjeet Ranade & Bablu Ganguly

John:- CREAM does not belong to any one organization it is supposed to be a network between  NGOs,  academicians, activists, thinkers. The idea is that among all our organizations in  civil society,we have different kinds of knowledge which has been based on our experience, this knowledge we have put together from our so called scientific understanding, our mainstream understanding of science and technology, mainstream understanding of sociology, social work all those kind of things , plus some traditional wisdom which our parents our people from local areas give us. Now since many of us are working in the community, the community itself gives us various ideas, it has a large repository of knowledge with the various things  that we are dealing with. 

So the idea of KICS is to bring the various kinds of knowledge together and have a discourse on it, so that it is able to compete with current modern mainstream science and technology. As you know three weeks ago you had the problem in Japan  happening simultaneously when our Prime minister tells the whole nation in Parliament that Nuclear is our only option our best option for work. 

Similar is the case in biotechnology while  we have whole range of lands in Punjab going fallow and toxic , you have more and more  biotechnology being brought from the backdoor. You have heard of recent experiments  in Uttar Pradesh and  Gujarat of course, they call the BT actually robber BT. They deliberately allowed a scientist to rob the gene so that he can spread it out, very much like how Microsoft allows us to pirate Word and then after sometime they might send us a bill saying that you are using pirated Word. So something is happening on that front.  

Today we have got  with us an effect that has been  long coming and fortunately  Ranjit the other people I don’t know, he will introduce them to us. They have decided to follow up what many of us have been dreaming, mainly bringing mainstream management knowledge and interacted with the community knowledge and use the traditional knowledge that is there and use that to enhance the quality of our interventions. We all know that the current Bschools are just going in one direction and the way in which practical things need to happen in the field which is more equitous is in another direction. A classic example  was the recent the problem with SKS and  micro finance where you saw that the mainstream management is very  clear that you need to get big money, put the money  inside and put it in the stock market whatever capital people are surplusing has to go in  the stock market and that’s how the science of money tells you . The science of money is very simple. I promise to pay the bearer this much  money but the bearer has to pay 5% or 7% back. That 7% is to extract whatever surplus is there in the local area so  it goes to the banker. That was the system earlier that is what the  the RBI used to do whenever there is need for Development money the finance Minister was very clear that  he could print some more notes and various things could happen, science of money had said you cannot have deficit financing, so you have to raise this from the private market. Most of us have some shares and we get upset when the market crashes, since that' s the only saving we know. If anybody is investing in a Micro financing project. There will be people who are altruistic definitely expecting that 8%back some even 40% . There is money in the local area that is coming to us in the form of dividends. So we are saw SKS  on one side and we are seeing a whole range of experiments and the earlier  SHG who  were able to  create a multiplier effect in the local area. I am giving this long introduction  because Bablu and Ranjit will try and tell us  how they went about translating this experience  with the debate with the mainstream knowledge. I am going of air and ask Bablu and Ranjit to introduce themselves and their colleagues 


Sharing sessions are meant to be slow, easy, discussion oriented. We are not going to say you have to speak on this, your time is up.

Ranjit :- I think you have done a fairly good job, with my limited Kannada knowledge I can figure it out. Thank you John. I am Ranjit , I have Libi here and Bablu . I am speaking on behalf of a team of twenty. I would like to thank KICS, CED and all of you. May I request you to be the translator, since this is how CREAM is run. 

We are a society called TREES,  and we run a course which is called in Course in Rural Entrepreneurship, Administration  and Management. We will have a set of slides as well as discussion and translations, who teaches what, why and to whom. Finally we have a session on Q&A.

Let us see the need, John made an argument and quite a good one, but let me Para phrase it. Basically there is a need for  knowledge of how to run business not only at TATA Birla’s level but also to run a tea-shop. On the supply side most is catered to by large institutes where people like tea-shop owner have no  access. So we are trying to create some extra supply so that demand is bridged. Otherwise it is not a revolutionary concept, no one will claim that. There is so much of Demand and we are targeting that supply which is not catered to by the mainstream. So let us look at where the demand is and the supply is.. I will ask Bablu to elaborate this .

If you look at various NGO’s and organisations the attitude towards Development and entrepreneur ship is changing and changing for good. Gone are the days where business was a bad word which is the case with our grand parents. Thanks to civil society groups like Timbaktu that this is happening .

NGO s  themselves not like to get in business but they encourage people they work with  to start businesses . If you check the back ground of the NGO they come into being because of some social issues, which could be  geographical or gender specific and many end up with livelihood activities. NGO leaders or people who work with NGO hey don’t have  business background but they are expected to run a business and clearly it is a tough task , So there is where the demand for this comes people want to run business . But if you look at the supply of all this there is no dearth of MBA programmes at top end like IIMS or a corner college offering an MBA. But most are beyond the reach of the people we are taking about it is high cost , it is elitist. So we are trying to focus on that missing piece of the supply . Also there are existing courses like the Bachelor of commerce and the bachelor of Business Administration, but will not address the issue of opening the tea shop nor will they have the money or the time nor the language to actually go an enroll for a BBA . But the reality is that 95% of the business are small  and the business school does not cater to that . 

To describe CREAM it is a crash course covering basic business management concepts .

Grown up people and people we deal with find it hard to go back to school. The process of learning has to be different for adults. The course has to cater to that , which we call as absorption.

 If I put a drop of water in these different material what we see. One absorbs fast , since the material is different,  Sometimes people are like that specially grown up people , specially people who hated schools and colleges but now need to understand business. There is a problem of absorption.

How many of you don’t like cricket. A 20-20 or 5 day test match .  

Audience :- 20-20 

Ranjit :- why is it that the taste are different 

Sarawathi:- A test match has stlye and technique and I also have the time 

Ranjit :- All of  have sat in a class for 8 hrs a day and at least 9 months,. but we haven’t done that for 20 yrs . And now it is a problem when we try and so that . It is not that we don’t absorb but over the period we become like the table. So the staggered delivery has to be taken into account when we say about absorption. 

We need to have some knowledge that can be utilized . So emphasis has to be on practice whatever it is and staggered delivery, because people cannot sit in the class room for long,  not for more than 5 days so we decided that every month we will teach for only 5 days . So then for the remaining days they need to practice and come back the next month. Second is bilingual work whenever we do the class we do in local language and then in English .

The other thing is what we teach has to be relevant in day-to-day life,  One thing is to be able to apply, but we may never be in a position to apply. If we are teaching a concept of finance it should be applicable to a tea shop. The relevance comes from many things, the coverage and balance . One this is that knowing 1000  concepts and knowing only 10 but going into full details are two different things. We cannot take any extreme position so we take a handful of concepts and then for a smaller handful we go deep . Our illustrations  are usually using the tea shop. So most of the focus is on small business.

What is your definition of small business ? 

Audience :- Kirana shops . 

Ranjit :- Spencers could be a kirana shop, I am asking how small is small. In CREAM we say business that involve 5 people. That is the target population where NGO operates in . It doesn't mean that the concept does not apply to TATA steel, motors same business process apply . But the example we take are with 5 people business in mind so that people can relate to easily . 

Third part is accessibility, most programmes say that you come to me but we have decided that we will go there . Wherever the need is we go and teach there . the access is much easier . We do for 5 days a month and goes on for 6-7 months . The cost I will explain later also but we try to make it as reasonable as possible. There are some real cost in life we cannot get over that , those are the ones we expect the participants to pay otherwise it is affordable . A quick thing on evolution and I invite Bablu to talk about it there is a quote on the screen and it is really the genesis or the starting point of CREAM . “The  people that we work with should participate in larger markets and they should do so from a p osition  of strength , We must work on equipping them with skills and knowledge too do so.

Bablu :- My voice is not in a good shape so please excuse . We have been working in rural development for many yrs and the Timbaktu Collective was started some 20yrs ago . Slowly we came to the idea that we should help the people start  the business activity . Over the years I have seen many NGO’s do activities like papad making, basket making and all sorts of things . NGO’s being NGO’s and thinking business as  bad term . We have never going into business as profit making . Once they move out the whole thing collapses, Its like a friend's  thing. My people in the villages make papad and I come in a meeting like this and say please buy these, people buy them not because they like it , but  just to help.  NGO’s spend thousands and crores on these type of work that don’t get them anywhere nor the people they are working anywhere . Except that in the paper it says that people have been doing livelihood enterprises . We realized over the time that people like us, from the left have been protecting the people , the marginalized. We have been protecting the people from the large market, fighting the government, fighting the people. The fact of the matter is that we are being slowly eliminated . There is no place for small farmers , carpenters , kiranas they don’t have a place in modern markets . There is no place for small farmers 

Their land is being taken away by multinationals , buying up the land or leasing the land, SEZ is one of then . SEZ is part of the business where small farmers are being eliminated because globalized market seems to be wanting that and we have been protecting them , We cannot be protecting them, only way they can survive is if they begin to engage with the market we can’t run away from it.

I am not talking about competition, only engaging with the market. They have been engaging as individuals, Not  as a company, so we feel that we should engage with the market from a position pf strength. So instead of one small farmer trying to sell his product it, if 10,000 farmers can do it as one entity then the market will sit up. Even if it is a tea-shop not run by one but by 10 together. 

Saras :- Is this not more of a step to divide things then coming together 

Bablu:- yes that's true .When we are taking about entering the market, we are not talking about doing business per say, We are talking about doing business differently another dimension of business, that's our job not their job, their job is to teach how to do business and we add the other aspect .

John:-  What are the experiences that you have come to this view.

Bablu:- That's 30 yrs of story . We went to the development work in the villages in the 70s , then the situation was quite desperate, extreme poverty malnourishment, people were not able to access food. The state infrastructure also was quite inadequate. Like all young people we were attracted to the Marxist revolutionary path, we wanted to do a revolution and change things. Slowly one started losing the way, losing the faith that something like that would happen . We have seen the Chinese revolution , the socialist, we realized that the new liberalist model and the socialist model they have the same father. There was nothing really different one was individual capitalism , the other was state capitalism . The real term of people doing better in life was happening in neither.

 The point of the matter was for me what was happening in ananthpur was- it was slowly becoming a desert and we were getting an understanding of the faminist perspective and thru  that the ecological perspective.

 Some time in late 80 we were looking at a different way of doing work and find alternative to put in practice the dreams we had, a new world. But there was nothing on the  ground Many of us from that background thought that we must try doing things and show what we were dreaming about, is it possible to do it, that was how the collective was formed . And right from the beginning our attempt was to find alternative modes of production . Alternative ways of lifestyle, alternative ways of education etc

We started with regrowing a forest in the 32 acres that we live and the hills surrounding us and in the villages that we were working with , we got working with women and then we got into the whole thing of credit . Women don’t have money, and they are unable to go to the moneylender because they  don’t have property so they cannot go to the banks so they have to depend on their men. or they have to go to the money lender who will have huge amounts of interest .

 With some of the women we started working on thrift slowly that grew and we have 13thousand 

With about 6crs of rupees that is their own money, the concept is trying to keep the resources within the system. We did the same, the concept was the same we did not want the resources to go out. We did the same thing in  terms of the forests, so we started to use the term regeneration, revitalization  of natural resources in the area, so there was water , forest . 

So the type of trees we were promoting were indigenous ones , the crops were also indigenous crops and slowly from there we went into agriculture . The agriculture situation was in a bad state , We were almost in the situation of Sahel in Ethopia- where they started groundnut cultivation and it turned in to a monocrop after that it became a desert and the great famine of ethopia that occurred 20 yrs ago and Annathpur district is 35 yrs behind them they started 30-35 yrs before. Some where in the 70s the govt of India and Andhra Pradesh decided that Ananthpur must grow oil seeds and so they started promoting ground nut . 

Saras :- So there were no substinence crops.

Bablu :- They were wiped out. Today Ananthpur -District is the largest groundnut growing in the country . It has 24 lk acres of land and 20 lakh acres is dry land growing groundnut . The govt started importing palm oil and suddenly the groundnut prices started falling , it crashed , nobody wanted to buy it,  so the bigger companies bought the oil and mixed it an palm oil and cottenseed oil and sell you a refined oil, and everybody buys because it is refined . 

30yrs back the price is 450 and now its 1100 in 30 yrs thats only the growth . The cost of oil has skyrocketed and food price that you as consumers pay much more , but the farmers gets pretty little . The rice here is 30-40 but the farmer gets only 10/kg . The  fact of the matter is the state , knowingly or  unknowingly ,  The state and the middle class have kept the food prices down . I think it is a conscious attempt. You ca keep the prices down  in two ways you can pay the farmers less or you can subsidise the farmers. Let them get a good price. The farmers are one of the lowest paid workers in this country . The small farmers earn less then the agricultural labourers, because there is NREGA they work for 4 hrs a day and get 150/- . A farmer works whole year and may get 2000 Rs surplus . 

So the situation of farmers is bad, specially if they are growing ground nut kind of  cash crops and they are rain fed and it is a gamble . Along with using green technology, with chemical fertilizer the soil has gone completely depleted .

We have to somehow  to rejuvinate the soil and the desertification is high so we need to go back to organic farming and grow back millets  . So when we started working with farmers and using organic farming,  the produce was useless if we don’t find a market . So we wanted to get into marketing and we had a women's cooperative , and they wanted to get into this . They had 3 lakhs and slowly we realized that it is not enough , That time IRMA graduate came and  joined us . 

Ashish introduced us to real business. There was a lot of fighting as how these poor women will raise the loan. We wrote to friends asking for loans, for marketing these products and we raised 28 lakhs . We got a building and got machines and we started processing the products to sell them and we named it Timbaktu organics. In 2008 we wanted an organization of  farmers who owns the business, since Timbuktu organics did not want to be in business, Unless we form groups of people who own the business and take risks,  it will not be a business. So we formed  the Dharni Farming and Marketing  Society . But once Ashish left we started struggling, we tried getting other IRMA students but nobody was available. 

Finally we asked help of Ranjit who was an old volunteer of Timbaktu and reaslised that we need to learn the business principles . It took them 8 months to put up a curriculum and started a pilot work.

We saw that there are many NGO who are going for the promotion of business and they don't know a thing about it . Most NGO feel business is a bad word and getting profit , can we make it ethical . Can it be good for everybody. It is from there that Ranjt and his team deveoped and have done three pilots already, And with this they started.

We did not know share capital, working capital, where it comes from what is direct costs, what do we do with it . We took it back to the directors of the cooperative and now farmers have paid share capital of 1000/- each . There are 450 farmers who have put in 2000Rs deposit which is interest free deposit. We have raised money from the members of the cooperative , who have put in money. Now we have got people in the business of neem powder making and labour cooperative  doing business in meat production and there is the Bhavani weaving centre and they are getting into the business of cotton weaving saries . So many business ideas coming up in the people of Timbaktu collective because 

of this

Saras:- How did the business ideas come up, from you or communities or some sort of conjunction , or it is thought upon and give to then.

Bablu :- The farminig business was started by the women and then they went to loss and asked us whether you can help in this marketing . The ideas have been theirs but we have helped them think bigger. In labour cooperative we wanted to do the chicken egg business, But selling eggs is against the culture  there . It was their idea of going to the business of meat, Lamb . The idea of the neem cooperative is from them.

Ranjit:- We realised if Timbaktu collective faced such problem then other NGO will also be facing similar problems, and so we designed the course for all.

Lets understand CREAM a little better, before that according to you What sort of skill we need to run the business well?

Response :- Understanding the market , what  product will sell, finance, systems  , production, how to markets.

There are different threads and I will walk you through  these threads . The reason we call them threads is they run through  the entire program. In a cloth the importance of threads is that removing a few will make the cloth less useful . What we are saying is that for a business to be useful, just finance or marketing is not useful . There is some basic things that are needed that is what i am going to explain  .

The first thread is profit and profitability and in the NGO world this is the most hated , We equate business to bad , but it could be the people who run the business that could be bad . It is just concepts . 

That is what people like Bablu have gone through and they have realised that business cannot be a bad word , business people can be bad .

The first major concept is Profit and Profitability. So what is the difference between Profit and Profitability . Lets say out of 100 Rs you are making a profit of Rs 2/- your cost in Rs 98/- . what is the percentage should it be 2/98 or 2/100 . Suppose I get a buyer who likes it very much and I say you pay me Rs 300/-

Ranjit :- 2Rs profit, 100Rs selling price and 98 Rs cost. Business convention  say that  you  need to express this two as of 100 percent and not of  98 .why ?. If the person says I will give you only 70 for this . I am desperate , I will say ok . How much loss I have made ?you think it is 48 . why not 28 /70 , should it be –28 /70 or –28/??. This is the first think we try to teach and that is what takes 6 months . That’s why it is a thread that runs through and it takes a while before business looks at it rather than how an N GO looks at this . These are the concepts that needs to be known , what about 2.4 and 3.4 , certains things have to be explained as convention and that becomes a thread .

The second thread is business viability . All Indian languages don’t have a word for viability so I will try and explain, suppose your salary is 5000  , and one bag of kurkure is Rs 5/- how many bags can you get . That  means that you are limited by your salary . The point is that you cannot keep buying more than 1000/-. Some of you have credit cards, how does it work,  you buy today and pay later. This assumes that next months salary will be enough to pay for it . But what if that is not enough for you, that means that you start accumulating debt. That is what or country is doing and has been doing for several years. To do business whatever the small business needs has to be got at the end of the month so that it can continue to do next month .Otherwise it will stop this notion is called business viability , It is your ability to continue forever until you are tired , you should not be forced to stop. You get enough money so that you spend less than that so that your business continues . You may make profits today , you may make loss tomorrow , doesn’t mean you should shutshop. It happens in cyclical business, suppose you are making blankets, you are not going to sell a single blanket in the next three months, you are going to shut  the shop, so when you look at viability you have to take  a longer point of view . Profitability is just a short term measure about did I do well in the last month, viability is telling me forget about last month, will I be in business for the next 100 months.

Everybody has mobile phones, we just need to press, do you remember the phones where you need to dial . If you are in a business that makes those phones what do you think happens to such a business. They need to do something else . So when we say about  business viability it is not only profits , its also about whether you can survive , or if your product doesn’t survive do you have the ability to change your product. Business viability talks about that, it effects business, finance it runs all the way through.. 

The Third one is called managing risks. In case of the rotary, it is new technology.

So there are all kinds of risks for the market. The one I spoke about was the risk of the product. What was the risk that timbakto organics faced when it borrowed 27 lakhs. The risk that it faced that the 27 lakhs could be just blown away . 

The fourth one is called opportunity costs. In India there is NREGA, how it works , your family gets 100 days of work . 150/day. 150*100 . So for any citizen the guaranteed income is 15000/- . Rs 1300/month. If you are given a job in timbaktu organics which pays 500/- Rs per month  will you take it ? how about if you are paid 2000/- Rs  but you have to work everyday of the week except Sunday , so in a month you work 25 , NREGA  scheme – on an average 10 days a month , You will get 1300/- for 25 days you will get 2500/- . NREGA is just 4 hrs a day.

Timbaktu organics will say if you work well next year you will get promoted you will get 3000/- Rs . Now in NREGA scheme is there a promotion ,

what we are talking about is that there are always choices . What you need to choose is a guaranteed,  NREGA scheme of 15000/- per month and  a scheme of 2500/- per month . I have to work hard what do I do . So there are no simple answers there is an analytical process which will tell you what to choose . This thread is called opportunity cost and that every business owner needs to understand fully.

The next thread is working capital and working capital management .What is your understanding of working capital , and there will be a term , In Marathi there is a term called “kelta paisa” . 

If a tea shop owner has Rs 500/- at the end of the day , what will he do with that , he will buy for the next day , maybe 200/- that amount is called the working capital. That is he will need capital to work. Why is it so important in a business to always have working capital. What if you have too much working capital , it is no use setting it aside something close to 200/- is required .

If you have too much you are not utilizing that money carefully. In Timbaktu organics they are buying groundnut from the organizers and paying on the spot. Then they will package it and pay it to the retailers. When will the retailers pay, after 3months. You will pay the organizers but the customers will pay only after 90days. You have to pay the salaries. So working 
 is the money that will help you do these things. 

The next is about forecasting. What type of forecast is useful, one is the demand. In business you can't have waste, anything that is wasted is going to reduce your profit. Just like horoscope there are standard methods of forecasting which is what we teach . In business you need to forecast not only the

demand but the raw material that you need. There is a science to forecasting

The last is planning and tracking which is very crucial, No matter how good your intentions are if you are not able to translate to reality, that means you are not able to plan and track your system. Thats again a thread that runs through.

Now you look at the seven threads and tell me if business is bad , are all these things bad and as NGO’s do you need to do all these things. These are generic concepts, You as NGO  have a social background and these are scientific concepts for business .

These are difficult concepts to teach, what we try and do is break these threads into sub concepts . We have 3 levels of concepts level0, level1, level2. About 120 basic concepts.

Level 0 is a building block that we need, Percentage, Ratios are also of equal importance in business. Like to make tea we need milk sugar, tea in percentage or as ratios.

Level 1 concepts are more related to business, but they will use level 0 concepts something like direct, indirect costs, If I run a teashop and sell samosas what will the direct costs be and the indirect costs, Direct link between potatoes and samosas, that is direct cost. How do you know how much rent is given to that .We have raw material, administration costs, rent, labour .,  You make 10 things out of which only 5 are good so you can decide that only when you make direct and indirect costs.

Level 2 is even more difficult, it will be a concept called a break even analysis . Suppose you are an NGO leader and you have  a secretary who types mail around 3000/month , but next month only 50 emails come so will you reduce his salary 

Suppose  he sells Rs 10  per  samosa, but his cost raw material comes to 9.90 and so he makes only 10 paise profit . But he forgot that he has a helper  whose salary is 1000/- .

So how many samosas does he have to sell so that he can pay for the helpers salary. 1000/- .If i sell 10000 I get 1000Rs This concept is called breakeven. So how much do I have no profit no loss , so In turn breakeven , will use  the cost of samosas , the price of samosas which are level 1 concepts , which will in turn use  level 0 concepts 

Saras :- Is it easy to teach these concepts

Ranjit :- It takes time but can be taught. Tea shop owners know the concepts . But we don't assume that. People in business will relate to that but people who are  going to start need to know these concepts . It is a  challenge that's why it takes 6 mnths.

They know all the examples, they are everyday terms. If you see the six months program we start very simply we access the participants, just to gauge who are we teaching illiterate people or some graduates with some maths knowledge . So we can judge either to lower the pitch, the assessment is done to modify the learning . So we start with the basic assessment. From our personal experience we have two enemies English and Mathematics. We start with maths refresher which is the basic stuff and we call it  a preparatory module and that runs for 2 days. We use methods that are not chalk and board , we use show and tell.

Then the first module is overview of business and Project management . In the 5th std geography book why do you start with  India map ? we need the boundary. Just like in building a house we need the boundary of finance or area , and then go inside, rather than starting with inside and keep going out then you will be out of control . 

So we start with an Overview before we go into sales and marketing  and understand what overall business is. We need to use the examples which everyone understands .

The next module is about business data analysis. It is not about business it is about the information that you need in business, what kind of information do you need in business.

Who teaches business. The faculty of cream is currently 20 people they come from all parts of India, specially south India , they are people who run their own business or are people, working in software banking, so it is a cross section of people with some business management experience, working with NGO organizational. Finance will be done by somebody doing finance, marketing by somebody worked in marketing. The minimum we ask people for 5 days a year .

Quickly run through where all we have done

The first program was in Timbaktu, Two more NGO’s sending their participants, there where 18 people , they were managing business for the NGO’s organic, marketing, Neem seed, garment center. The problems they faced were not  being able to raise capital, marketing plan. We were also not sure about how to teach , but we went headlong into that. 

The second one was for the Govt. of Kerala, for the poverty eradication mission. Called “kudumbashree” it is a program that supports small enterprises , the people were micro enterprise consultants  , who help people set up enterprises, we trained about 30 of them who in turn trained about 270 . CREAM started training about 300  micro enterprise consultants . A variety of businesses flour mill, coconut oil, tailoring, canteen . Again their problems were not targeting customers, pricing, working capital issues. So the program focused on generic business management concepts and  existing business diagnosis . CREAMs program was how to get them to impact their business , how to take the training beyond classrooms, to impact business. The impact was what we were worried about while doing the second course.

The third one we went to eastern India , in Ranchi, Jarkhand. Here we had an NGO called Pradhan, had set up a network called Vikas Bazzar, 17 organizations coming together to address the same issues of getting to the market, so that the poor people could engage with the market productively. The participants were senior staff of the NGO , sometimes the leaders themselves. The business were different -tomato value chain , collection of tomatoes from different locations. Tussar silk manufacture.

Their problem was how to effectively plan and execute a business value project. Being NGO they new how to get write a development proposal but how to do a business proposal . The CREAM program focused on project management not only on businesses management . Because as NGO's we are comfortable as to running a project .

The forth one was in Rajasthan with an NGO called Seva Mandir, People having very low levels of Education Class 4, 5, 1 the other half are graduates . There occupations were goat rearing, mills, patchwork, craft. Again similar issues making wrong product not looking at the market, quality controls an issue, huge fluctuations in revenue, these are some of the key issues . Here we are looking at business management and project management we merge the two . The challenge is teaching to people who have limited exposure to schooling . 

The next one which is going to start in mid April we are going to ANDHRA ,Timbaktu will host it .,. the clients will be the directors of the three cooperatives. The farmers, the members of the cooperative , grocery shops, Kirana shops. If a member comes with a proposal to start  a tea shop. The  cooperative is to judge the proposal that it will support . They should be in position to advise whether they can start a tea shop, that is the skill that the directors of the cooperative need. We are looking at condensed version of cream looking at Business Viability alone .

If you get a proposal before you how do you check whether the proposal  is viable or not. 

Here the problem is out of the group of 25, 19 are illiterate . 

So cream will come to the next level from post graduates to people who has not had school experience.

Just quickly on what approach we take, The relevance and appropriateness to the audience . Helping The ability, to retain, and developing the ability to apply the business topics. Doing this for an adult learning group. 

We have developed learning pyramid which says if it is just lecture 5% of the people understand . If you have audio visual aid, discussions, practice, real business case studies to discuss,  then retention probably goes up to 75% . This is the principle about how we develop how we teach. For lectures we use power point slides that are projected. The slides are bilingual, we have discussions

, we have exercise in class. Then we have guest faculty, people who are running a business, to come and talk about their businesses. We have 6 months of teaching after that people go back, implement that, start applying what they have learn't and they come back, once after 1 month, 6 months, and finally after 12 months. They come back and discuss what is that they have been able to apply. The difficulties that they have faced. The implementation concept. That is the end stage of the teaching process. When we complete the course we will have an agenda  they will happen at the first check point . AT that time we will have an agenda for 6 months after and they will go back . 

One person came from Microsoft and explained how communication happens in business using tollywood .

At the begin we start with overview of business, we start with participants coming with data  about their business. In each module we will, If it is marketing we polish the marketing data, In finance we polish the finance related data . In each module we go in the depth of that module in the final module , the strategy module. We tie all the data , The faculty critiques it they tell the participants how to use the data . And how to develop indicators using the data , based on which they create a business plan for a new business or a diagnostic plan for a new business. At the first check point they come back with a presentation on how... Having finished the course they come back to identifying the data and the plan or they make a detailed business plan covering all the aspects of the business. In the second checkpoint they come back with what are the issues they faced in implementation. It  Is basically what they have applied not what they learn't. We again meet after 12 months where we check how the business performed.

We have done the intermediate checkpoint . We have not yet done the final checkpoint for any of the pilot. We have people in the field who have learn't from CREAM solutions .

Like a regular course CREAM also has its exams. There are four levels in which we access the participants, the final is what they do on ground. We do individual groups and test on how much is happened, also the capability to apply concepts, we test  the numerical and logical abilities as well and this happens in class rooms. Each module there is a end of module quiz then there is  a final module to check how much you have memorized .

We also have an application test where you can bring your books and have a business case to solve . We have a project after every module, the business data is a project .

We also feel that all people are not comfortable for a written test so  what we have is a viva . 

What is the affordability of CREAM, We had  the help of a Dutch donor, in the development phase. Now the cost will have to be met. There are 2 components for the cost, One will have to be paid to TREES for offering the course and the second part is for the logistics to be arranged. A batch of 30 people for a 34 day program. The cost of the faculty, their stay, will cost about 16,000/- for the whole course. 4.8 lakhs for a batch of 30 , for 10 people it will be 48 thousand per person. It differs from place to place, in Timbaktu. In Ranchi it worked out to 70 Rs per person per day. At Timbaktu it works out to be ...

Compared to management development programs that people offer, this works out to be cheaper,  you don't have management schools come back to check out your health.

What are the commitments that you offer , and what we expect. We expect complete attendance , ask questions. And what is that we expect faculty to do, we teach concept in easy way. 

TAPE 5

John:- Any two things that you want to ask the speakers now.

Saras :- Are there some guidelines, for the business problems  

Ranjit:- You can  make chapatti. Your mother taught you. Now you can also make parathas. Your mother must  not have taught you , but still you can do it. Its the same way. It' s is like learning a set of basic concepts 

Saras :- How do you n select the people.

Bablu:- The first training program had mainly. The staff of Timbaktu,  Then the program to be conducted in April are the directors. The 13000 women belong to different cooperatives. In Dharni we help them manage it, but in max cooperatives they are independent. So the next training program is for the directors and some of the staff that report to the Directors. 

Saras :- How mixed a group you have 

Ranjit :- We advise a mixed group since some of the learning come s from within and not from he faculty ..

Libi :- would you want to train a small group who run business  , or would you want to help more people run businesses. And a set of people who will do Cream again for you .

Libi:- the individual can be a business consultant .

Ranjit :- You can get the participants and we can have a session .

Ranjit :- It has happened with Timbaktu organics, After CREAM they felt they had made a wrong choice and then they fell out of it. In Timbaktu the project work we had the cooperatives to do was a poultry cooperative. I was a business Idea that Timbaktu had and at the end of it they said it was not viable and Timbaktu said that it was not viable . It has changed inside. 

Bablu:- After this program we felt we had done many wrong things, we have to make changes, but in the long run it becomes positive ..

Kudumbashee in kerala tried to do is the notebook business. When the CREAM  participants gathered the data , they felt that no matter what we do with this business, 

It is not going to be viable. That as you said is a policy level change for the state govt which we cannot enforce but that much of data we made available for them . So that choice they have, don't open a notebook unit , it wont be viable instead choose this business in which the profitability is going to be higher . That change CREAM can bring about at the organization level 

Ranjit :- It will be quite silly for us to say we know what business will work 

We start with 20-40 ideas then we drill down to a few that might work in the environment .

Libi:- CREAM can help a person to know that 

Saras:- Is it possible for you to tell what business  is good. 

Ranjit :- It would be silly for us to say we know everything , we know a little  more than you . Typically we start with 20-40 ideas for business, eventually we get down to 5-6 which will work in that environment 

Libi:- Some body has 20 ideas to chose one . CREAm can equip that person to choose one . It can also help the person who wants to start business, but doesn't know which- concepts - CREAM can help

Ranjit- We dont know the ground reality , Lot of local business are run by raw material , Raw materiel in Rajasthan and in Kerala are completely different material . We give that Rigor to weed out . That's what you should look forward to , you should not look forward to CREAm giving you ideas. There is no dearth of business ideas , people will have them , what is need is the rigour to do it .

John:- In your experience in CREAM which is the most fundamental thing that people have to unlearn . 

Ranjit:- One is My profitability is on my cost not on my revenue.. 

Libi:-Basic thing is what is my business, why am I running a tea shop , the same 98, 100 principle. I am running the business to incur the cost of 98 Rs or the Revenue of 100 Rs Why should I calculate my profitability on my revenue, that is the explanation to why 100 and not 98 . the 100 that I made is absolute , it could be 100,120. What it took me to make that 100 is not absolute . 

The second unlearning that Bablu has not yet done is that the ownership of the business has to be with the people , and hence equity cant leave the business 

For you to start and run a business you need X amount of Rs,. there are 2 ways to get that money. One simple is that you take loans . Second is that you take X rs from people and say that we have taken this money and in return we will give you a share in the profit . If we make profit we will give you profit, if we don't we don't give you anything . You cant do that with loan . With equity if you make loss you don't pay to the equity holder. We need to unlearn the concept that the control of my business is going outside. What about my farmer they need to have control. When you have an outside person you give the person shares you are giving control that is true to some extent. 

How much will you give, This mind set that you will have 2 ways of financing . What makes it complicated is that the legal structure will not allow you to do equity , in case of trust in case of producer coop . Loans is not the right way of doing it in the long run . 

He said that initially only 50 Rs where put by people

Audience :- Is coop law taught ?

Teaching Cooperative at that level is not possible. People at that level need not know. The 34 days are used to spend something they can relate to.. 

Bablu :- This course is not for some one like you or me , it is for people who cannot go to a regular school . 

Ranjit :- We do have guest faculty, last month we have somebody who is an RBI officer, from the lenders perspective . You write to us but you have no idea what the bank is thinking about your proposal. HERE are the 20 things that  the bank looks into.  We can have people who will talk about cooperative laws, but to build that into the course will be difficult. 

The third learning -unlearning stuff is whatever I learnt in my 12th std is absolutely useless.. Believe me everything is useful, they are the abstraction of reality. Conventional study is extremely useful. 

Bablu :- For me this course teaches us how to run an NGO, a project, data collection, finance, forecasting what your project is going to do. 

Ranjit :- The tracking points will help us tell whether a group is using any thing or not .

John :-  The interesting part is that , each of them makes sense , for a time line for any one who plans. The course is not an issue that is anyway useful. The important thing that I found is that the way in which the cases are handled. The cases that come in the text book are most of the cases that one rejects.

The issue is choosing which is the case and developing that. From that there are two parts which is the non-negotiable from the business point of view and which is non negotiable from the social point of view . Here we are trying to thread to parameters , one is from the pure business profitability , the other is what makes sense from the social, livelihood, community ,obviously there will be some areas of conflict and commonness

Ranjit :-Surprisingly, There won't be a conflict, because the equation says Revenue- Cost =Profit. As an NGO you can say you don't want profit . We talk about the Rigor to quantify that , thats why we teach,  You can say that you want 0 profit.

John :- Right now you know you are going for a profit or loss because of the money part, You are willing to go for a loss , provided that xyz happens, this whole tool of being able to check out , the triple bottom line about the environment  mark, the social mark to the understanding the concepts , Which would be those .

Ranjit:- I think what you mentioned is the strength of the NGO's

Libi:- Lets look at it this way. From CREAMS point of view the people know how to handle the second and third bottom line , they are struggling with business the financial one .

I don't need to teach Bablu about the carbon footprint , he will teach me, 

We need to teach Bablu about the social cost of running business . You are looking at the social cost  but what about the money 

John :- When you are drawing a relationship among these three

Libi :- That is beyond the mandate for cream as it stands for. Partly because it is so subjective that it will drastically change from Group to group. The money part can the rigor will remain the way it is .

This lady need not know about the waste water treatment. What she needs if we need a plant what about the business nos.. If it has these nos connected with it what it will do to my profit and loss

How do I model triple bottom line -it is more complicated. We are trying to help with the basic.

How can you tell poor people about triple bottom line. When Ambani can build without  bothering about anything. Even from a non argumentative point, I don't care if the poor go about polluting, its their livelihood, its their survival. When we talk about small business, I use the term pro-poor businesses. I don't choose the person whose father has made some money and who chooses to invest     that capital. I have no issues with that , I don't think that I need to teach then,  My effort  will not  be to canvas those people. My effort will be to canvas those groups who are First generation enterprenuers , who will survive, when the girl goes to school because the mother makes another 20RS.

