Chapter 4

Case Studies on Producers and
Craft-Based Organizations

This chapter describes the development
and functioning of organizations engaged
in the production and marketing of
handicrafts, with particular reference to
their experience in marketing over the last
decade. It also assesses organized market-
ing initiatives and the problems and con-
straints they faced and tackled in their eve-
lution and functioning. An attempt is also
made to identify the factors that led to
the success or failure of their marketing
sirafegies. A presentation of the account
and impact of organized marketing efforts
is made in the form of case studies of dif-
ferent producer groups and organizations
and individual producers in different sec-
tors,

In Nepal, development of the handicraft
market has been closely connected with
that of tourism, particularly after the
country opened its doors to the outside
world in 1960, Prior to this, the handi-
craft market was confined to certain lo-

cal communities; highly skilled work such
as that required to make idols and
thanka was the prerogative of selected
communities only, whereas other
handicrafts {such as bamboo baskets
[doko], hand-woven cloth, etc) were
produced for local use, either for spe-
cial ceremonies or for daily use. These
were often marketed by barter in local
bazaars.

It tock several years for producers to be-
come aware of the importance of devel-
oping and promoting collective market-
ing efforts. Such efforts began with the
formation of cooperatives, NGOs, and
corporate organizations during the 1980s,
The selected case studies presented in this
document demonstrate the gradual de-
velopment of individual producers who
merged into groups that reflected a felt
need for and the strategic importance of
marketing on a collective and organized
basis.
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4.1 Sangtang Women's Club

4.1.1 Background

The Sangtang Women's Club was estab-
lished in 1977 with initial technical and
financial support from the Women's
Training Centre, Dhankuta. It has a total
of B0 producers, and its members are
situated up to an hour and a half's walk
away from its centre below Dhankuta
Bazaar. The ethnic group, the Rai, the
main inhabitanis, own litlle arable land
and are mostly illiterate. Sangtang Wom.-
en's Club was established mainly to help
the Rel women earn supplementary in-
come by using their traditional embroi-
dery modifs to produce items for sale, as
well as by introducing other income-gen-
erating activities such as vegetable farm.-
ing and goat raising. The unique embroi-
dery skills the women have were previ-
ously used to make shawls for their own
use prior to the establishment of the club.
The club, upon successful implementation
of adult literacy classes, took up embroi-
dery work as a programme aclivity and
as a means of supplementing the house-
hold income of poor families through pro-
viding work to women. Prior to this, many
households earned supplementary in-
come by selling firewood in Dhankuta.
The Sangtang Club produces napkins,
place mats, tablecloths, and shawls with
traditional embroidery motifs.

4.1.2 Structure of the Club

An executive board consisting of members
elected from among the producers is re-
sponsible for overall management of the
club’s activities. The secretary, Mahangma
Rai, is responsible for receiving orders, dis-
tributing work, procuring raw materials,
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and collecting and delivering goods. The
groups and board members meet as often
as necessary, but mosily they meet when
onders are received, payments are made,
and deliveries are despatched. The secre-
tary, supported by one or two other mem-
bers of the board, makes most of the day
to day decisions.

4.1.3 Marketing

Before the formation of the club, the mar-
ket for traditional, colourful embroidered
shawls made by Rai women from Sangtang
was almost non-existent. With the help of
the Women's Training Centre, product de-
velopment training was organized, pro-
ducer groups were formed, and a linkage
was established with the Cottage Industny
Emporium {CIE) in Dhankuta for market-
ing shawls and other produdts. The Cot-
tage Industry Emporium used to solici
orders from refailers in Kathmandu and
pass them on to the Club, However, after
some time, CIE failed to provide regular
orders, and linkages with marketing agents
in Kathmandu could not be maintained.
At that stage, a member of FTG Nepal,
Mahaguthi, contacted the Sangtang Club
in 1985 and placed the first order directhy
with the club.

The procedure for making finished prod-
ucts was as follows; the women bought
yarn and cloth from Dharan or
Biratnagar and embroidered: cotton or
other fabrics. These items were sold o
the club after adding the costs of materi-
als, wages, and a 10 per cent overhead
for the club. The FG members, Associa-
tion of Craft Producers, Mahaguthi,. and
private traders such as Dhankuta Sisters
and Ama Impex, have been their main
customers. Mahaguthi and ACP purchase




mast of the items produced. Their main
products are embroidered shawls, nap-
kins, place mats, table cloths, bed sheets,
and embreoidered borders which are used
for decorating cushions, thaill (purses),
tea cosies, etc. ACP and Mahaguthi also
helped the group in product develop-
ment, thus providing opportunities for
product diversification to the Club and
its members.

Presently, the club mostly works on or-
der. There is no system for preducing
pre-order stock. This ensures that there
is no unnecessary stock piling; but some-
times the club fails to deliver goods on
time due to shortage of stock. When the
club receives orders it buys thread from
the local market to be distributed among
its producers. Sometimes there is a prob-
lem in terms of equal distribution of or-
ders, especially when the size of the or-
der is small.

Onee the work is finished, the items are
delivered to the club. The club maintains
a record of thread and materials supplied
to individual producers, and wages are
calculated according to the pattern, size,
and length. For example, wages for a
standard shawl are calculated at Rs. 150.
The raw material costs Rs. 120 and the
member sells it to the club at Rs. 270. The
Club adds a 10 per cent overhead for it-
self and with another five per cent trans-
port cost the shawl is sold at Rs, 301 to
the agent in Kathmandu. Products from
the Sangtang club were intreduced to the
Kathmandu market through various ex-
hibitions crganized by Mahaguthi over a
period of several years and producers
were invited to demonstrate their skills.
These publicity measures have created a
substantial market over a period of seven

or eight vears. With reqular orders from
Mahaguthi and ACE the producers be-
gan to travel to Kathmandu for delivery
and to seek new outlets. Mevertheless,
gradually, because of the failure to infro-
duce new designs and products, markets
began to decline sharply from 1996, Apart
from the constraint of product develop-
ment, there have also been problems in
management and finance, resuliing in a
decline in the capacity to procure and
meel orders. As a resull, the sales, as re-
flected by the wages paid to producers
[raw materials paid for), for example, to
Mahaguthi, fluctuated during the three
years from 1993-1996.This is illustrated
below,

Year Amount
1993/94 BRs 5562
1994/95 Rs 38,962
1995/96 Rs 13,267

Supplies of raw materials, technology, and
inputs for product development have also
fluctuated. Suitable thread is scarce in the
local market. Sometimes producers have
to depend on the Kathmandu market, and
transpartation and communications add to
the expenses.

One drawback is caused by having to
choose between traditional and modemn
motifs. The embroidery motifs of the club
are traditional, and modifying them would
not only spodl the originality but would also
mean that the modified products weould
have to compete with mechanised embroi-
dery. Mechanised embroidery is common
in Freak Street market in Bathmandu, and
competing with it is difficult. The seam-
stresses have also not been able to get the
colour combinations ordered without out-
side guidance.



The smallest change in colour or shade
causes long delays in production as a re-
sponse from the customaer is required. There
was a case in which the orders placed by
Ama Impex and Mahaguthi were not met
for over one year because of a fallure to
get the colour combination right. Though
training in improved production was pro-
vided by Mahoguthi, lack of follow-up from
the club led to discontinuation in some
product lines. The club alto showed no n-
terest in making newly developed products
known to other retall outlets

The club, which has supported its mem-
bers for a number of years, is itsélf now in
need of outside support, especially to im-
prove and diversify its producis as well as
o infroduce alternative income-generat-
ing activities for its members. FTG mem-
bers can collectively support it by provid-
ing training in product improvement, fa-
cilitating the supply of raw materials and
undertaking bulk purchase of finished
goods, Orders ofien need consolidating
while transfemring them to Kathmandu, in
order to reduce delivery costs, FTG mem-

Bax 4.1: The Case of Mahangma Rai
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bers should discuss and coordinate before
placing orders, so as to minimise raw ma-
terial and delivery problems, There is also
scope for facilitating the transfer of skills to
other activities; the group already began
Dhaka weaving and FTG members can
transfer some of the new orders for Dhaka
cloth to Sangtang producers. Other areas
in which they need suppor are training in
marketing and in identifying new avenues
for work and income such as cocoon rear-
ing, cotton growing, and weaving. The
decline in orders for embroidered items
has, in any case, forced women to choose
alternative means of eaming income, while
a few women who have been well frained
and exposed through the cub's activities
have commenced new and additional a
tivities; bul most of them are now out of
work. The more enterprising amang them,
even among the highly committed work
ers of the club, have taken up new activi-
ties independent of the club (see Box 4.13
The Case of Mahangma Rai].

Besides the constraints related to prod
tion and marketing, the club is also faced

Club. When she
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Unique Embroideny by Ral Wmﬂ of Dhankuta: Mahangma

Rai of Sangtang Club

with its own management and financial
problems. Registration of the club has not
been renewed, and the committes ks think-
ing of registering It in a new name instead
of renewtng the old club. The activities and
the fimances of the club have also shrunk
due to the phasing out of a health and hy-
giene programme carred oul with SCF
(LK), The margin of 10 per cent that the
club normally charges has not been
enough and sufficient money has not been
accumulated to cope with the growing in-
flation. The dub now faces a problem of
liquidity, and there is not enough money
to buy thread, rather the club depends
heavily upon advances from marketing or-
ganiration.

Many club members have withdrawn or
have gone to other organizations. Dhankuta
Sisters took eight women from Sangtang
to Kathmandu to employ them in their cwn
workshop. These women have now been
sent back due to o fall in market demand.
With & decline in the market for embroi-
dery products, some members leamed and
tried to start dhaka weaving production,
although they are finding it diffieult to com-
pete in quality with Tehrathum producers.

The secretany, Mahangma Ral, who is run-
ning everything, induding marketing, de-
livery, and receiving orders, due to her cum
personal problems, has also starfed her
own production unit. She could not give
as much time to the club as in the past,
and there is no cne else to take charge of
the club, The club failed to nurture a new
generation to take charge of managerial
work, because its members did not fore-
see the need.

Thus, the future of the club appears un-
certain, Support from marketing organi-
zations, such as Maohoguthl, could help 1o
some exfent, but a decline in the demand
for its products means that it has to diver-
sify Into ather products. This might give it
a chance to compete in the market.

4.2 Tehrathum Bansghard Dhako
Weaving Centre (TBDWC)

4.2.1 Background
This group was formed through the initia-
tive of KHARDEP in 1983 to experiment

with its overall dhake doth weaving devel-
opment plan. A British volunteer, Pam
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A DhakaWeaver, Tehrathum

Macklan, was assigned by KHARDEP 1o
assist producers in creating new designs and
products. Sita Subba was the first woman
to experiment In and test the market. She
organired this group with the help of Pam
Macklan. Prior to this she used io weave
dhaka cloth to make fopd (men's caps) and
cholo jwomen's blouses) to sell to the lo-
cal market. She eamed a small income
from doing so. There was a branch of the
Cottage Industry Emporium in the locality
which supplied weaving vam and collected
the finished product to sell through ks shop
in HKathmandu and other stores.
Mahoguthi first began to buy goods from
the Cottage Industry Emporium where
many producers sold goods on an indi-
vidual basis,

Sita Subba has been one of the sole sup-
pliers to Mohaguthl since 1984 when the
Cottage Industry Emporium failed to sup-
ply varn and sell the finished products.
During & 14-year period, Sita Subba and
her sisters, Ranjana and Tulsa_ heve trained
a number of weavers in this locality; and
these weavers have now become inde-
pendent producers. Similarly, a group of
12 weavers from Sclma, a village on the
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hill adjoining Tehrathum, who used to
work in this werkshop, left in 1988 and
established the Solima Weaving Club with
the technical and financial help of
Mahaguthi. There are several examples of
this type in which individual producers,
after working for some years in a work-
shop, have started or jeined other organ-
ized weaving workshops.

The regularly increasing orders received
from Mahaguthi for over 13 years have
been the key factor in improving the con-
dition of these three sisters and the weay-
ers’ group. Sita Subba, who started the
werkshop with only a few women, had |
ance enlisted 125 producers in the group.
However, due to a decline in orders, the
niimber of weavers is now only 30. Sita
Subba and her two sisters, who ran the
tisiness of the centre, are now marmried
and Dilli Subba, thelr brother, who him-
sell ks a teacher, is looking after it

4.2.2 Marketing
In the beginning, a representative from

Mahaguthi visited the workshop several
times a year to collect the finished goods.




Later, the producers were encouraged to
visit Kathmandu to deliver finished prod-
ucts and interact with other retaillers and
get direct market feedback. Leaving aside
a small amount sold to the local market,
the entire production of this group has
been supplied to Mahaguthi since 1985,
Since 1996, however, there has been a
decline in orders from Mahaguthi. Simul-
taneously, the number of producers has
also decreased from 125 to 30. As
Maheguthi's orders declined, Dilli Subba
failed to lock for other sales’ outlets. He
does not seem willing to exert himself 1o
promote the activities of the group as he
himself is not & weaver,

The sales from the Centre to Mahaguthi
over the last four years are given as fol-
[

Year Amount
1994/95 Rs 50,000
1995/96 Rz 362,000
1996/97 Rs 92,061
199798 Rs 219,000

The Centre, al present, seems fo suffer
isinly from the lack of full time and com-
mitted management, as this was earlier
proadded by Sita and her sisters. Dilli Subba
cannot devote much time to its affairs, as
he has a job as a teacher. Not being a
weaver himself, he has very little interest
in running the Centre. As this group has
been solely dependent upon one single
FTG member organization, the sense of
competiton, market development, and
premotional efforts could not be instilled
into the organization. The current manager
is neither professionally confident nor in-
terested in diversifuing the market for its
products. Lack of second line manage-
ment, departure of some members to start

their oun units, and dependence on a sin-
gle buyer seem to plague the TBDWC,
gven though the product, dhaka clath, has
good market prospects and the Centre’s
praduct is of good enough quality to com-
pete In the market. It may be advisable for
the manager to train one of the lady weav-
ers to take charge of the workshop. Even
if the Centre is closed, the remaining 30
weavers coild ferm another group. FTG
member organizations might support it,
particularly in view of the demand for and
availability of skills to produce the cloth.

4.3 Ujolta Dhaka Cloth Industry
4.3.1 Background

Ujclta Subba, a middle-aged woman from
Tehrathum district, is one of the produc-
ers from the FTG member, Association for
Craft Producers (ACP). She has been mak-
ing dhaka cloth since weaving dhaka cloth
was reintroduced into the Tehrathum dis-
trict during 1984-86. Her workshop is very
close to that of Dilli Subba {mentioned
above). As an individual weaver supphy-
ing to the Cottage Industry Emporium and
other private entrepreneurs, she came in
contact with ACP in 1988 while searching
for a market. ACP started by placing trial
orders for narrow shawls from which ACP
used to make cushions, bags, etc. Because
of the continuaus orders received from
ACP over the last eight vears, Ujolta has
been able to expand production and now
employs 40 women in her business,

Liolta Subba remembers the day when
she had a difficult time selling her prod-
ucts and placed her goods on a consign-
ment basis with the Dhankuta Sisters (a
privately-owned shop in Kathmandu). In
those days, she received payment only
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after her goods were sold. The clear ad-
vantage in working with the FTG mem-
ber, ACP is that she receives continuous
arders and {air wages which include pro-
ducer benefit packages. Ujolta Subba
adds that she has trained a number of
other peaple from Tehrathum district
who then became independent entrepre-
neurs. Ujolta also realises that, since she
is completely dependent on ACP for a
market, she has little knowledge about
the competitive market environmenit
She has not received any marketing
training nor does she spend much time
visiting other stores in Kathmandu when
she goes there to deliver the goods. In
addition to 40 producers registered with
ACF she provides accasional work to a

Bax 4.2: Income Enhancement from DbakaWeaving |

The Caze of Padma Rai who is working at Ljplta’s Weaving Centre Padma Ral, aged 28, came 10
Tehrathum after she heard about opportunities in Dhaka weaving from her friends. She is from 4
poar economic background, with seven members in a family lwing on limited land in Xhandbar
village in Sankhuwasabha district. She is the only membet of the famdy eaming to supplement
agricubtural earmings. She i unmarried but has the responsibility of locking after her family of!
seven members. She traingd a5 a wedver in Tehrathum in 1990 and snce then she has been
working at Liolta's wioekshop, She eams, on average, 3,000 per month and sands Rs 2,000
sankhuwasabha regularly. Sha has been able to purchase nine tols of gold (wonth Rs 72,000) an
has savings of & few thousand rupees in the bank There are several weavers working at Ujola’

workshog s have a similar story fo fell
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few outside producers who receive raw
materials from her and deliver the fin-
ished products.

Because unemployment in the hilly are
i rampant and women especially have
very few income-garning opporlunities,
dhoka weaving has given substantial eame-
ing opporfunities to women in this region.
The impact of the weaving trade, seen over
the decade, is the transformation of a fra-
ditional skill into a fruitful and lucrative in-
come-earning opportunity. A number o
women weavers working with Ujolta have
been able to raise thekr incomes substan-
tkally and bring about improvements in
their families’ living standards {see the
Case of Padma Rai, Box 4.2).

:
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4.3.2 Marketing

There was a gradual increase in sales until
they reached Rs 1.8 million in 1996 but,
during the last two years, the sales have
decreased. Ljolta not only works to order,
but when there aré no orders she piles up
stock based on past sales’ experience. She
also makes extra ltems to sell in the local
market. Prior to supplying to ACP she had
a very hard time selling her products. Her
firm confidence and entrepreneurial intui-
tion led her to become a successful entre-
preneur. She gets feedback from ACP on
every new product she develops. Besides
that, she also gets support in design and
colour combinations from ACP from time
to time. Once the order is completed, she
sends one of the weavers to deliver the
goods to Kathmandu. On retum, she man-
ages to buy yam from Dharan, which mini-
mises the costs of transporting vam.

4.3.3 Problems

The supply of raw materials s a constant
problem. Due to the fact that & single fac-
tory supplies the yam, there is always un-
certainty about timeliness in and regular-
iy of supplies. In marketing her products
Ujolta's dependence on a sole organiza-
tion has made her complacent and rather

incapable of exploring new markets.

It may not be possible either for Ujolta to
enlist more producers for her werkshop.
Most of the producers around Tehrathum
do not want to come to her establish-
ment. Some newly trained producers
started their own production units and
tried to sell to the same organization as
Ujolta; namely, ACP Upon rejection by
the ACP, discontent arose in the village

and Ujolta is often locked upon as the
villain of the piece!

4.4 Allo Cloth Production Club
4.4.1 Background

Situated in the remote hilly areas of
Sankhuwasabha district, reaching the Allo
Cloth Production Club takes about 18
hours by bus from Kathmandu and four
days on foot {or 40 minutes by air from
Kathmandu to Tumlingtar and then tweo
days on foot). Sankhuwasabha district is one
of the remotest areas. The Makalu Barun
Mational Park Conservation Project
(MBNPCP] is situated there. Although the
commercial production of allo products had
not existed prior to the establishment of the
Alle Cloth Production Club, people from
this region have long been engaged in the
production of alle and its sale or exchange
for other goods in the local hoat® bazaar.
Some families who were able to preserve
traditional skills in allo processing and weav-
ing produced affo cloth in small quantities
occasionally. The possibility of weaving alle
cloth on a commaercial scale was first pro-
moted in 1984, following a survey by the
Kaoshi Hill Area Rural Development Project
(KHARDEP), a British-aided project, to
identify altemative income-eaming oppor-
tunities for the people of this region.

The marketing of allo products from
Sankhuwasabha to Kathmandu, targetting
tourists, began in 1985 when KHARDEP
introduced weavers to marketing outlets
for allo products in Kathmandu. Mahaquthi
was one of the outlets that started selling
allo cloth in Kathmandu. With the initia-
tive and efforts of Susi Dunsmore (a Brilon
invelved in the KHARDEP project), the

5 hﬂbﬂmr:amhheﬂrrgufarhllhrwmm pear an a specific dey of the week.
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market for these products was tested with-
out modifiing the design and quality of
the products. Rather, producers were en-
couraged to produce in their own tradi-
ticnal way. These original products were
dhakro [sacks), jhola (bags), bhangra
{vests), fish net, and simple cloth woven
on a bamboo back-strap loom.

In the beginning, producers from Bala and
Mangtewa VDCs, were approached by
KHARDEP together with Mahaguthi and
some women showed an interest in experi-
menting with their skills. The viability of
commercial production was vet to be ex-
plored. One vear of trial marketing showed
there might be a demand. So, attempis
were made to organize producers into an
informal group. Mew products were tried
and these were mainly shightly modified ver-
sions of existing products to make them
more suitable for the Kathmandu market
which consisted mainly of tourists and ex-
patriates. Though the grodp was infor-
mally set up in 1987, it was formally regis-
tered in the district office in 1990 as the
Allo Cloth Weaving Club. The following are
its objectives.

* To provide training in production of
itemns from allo adapted to suit the for-
eign market as well as the Nepalese
market

*  To motivate the people of Sankhuwa-
sabha district {especially women) fo
produce allo cloth and provide them
with the necessary marketing support

*  Toinitiate an adult Glteracy programme
and to operate and coordinate other
training programmes

* To launch a programme for women
to uplift their sociceconomic condi-
tions through empowerment and de-
velopment
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*  To spread allo weaving to other areas
based on the market response,

*  To establish an additional allo weaving
club and sub-clubs and promote col-
lective and smooth operations in mar-
keting and production

In the initial stages the group had only a
few members (about 30 from the two VDCs
of Bala and Mangtewa) but grew to 272
weavers in four VDCs by 1998, After a few
vears' experience in selling the products, it
was assessed that allo products could be a
viable means of supplementary income for
the people of this region, and it was de-
cided to expand the activities of the club in
a concerted manner. With assistance from
the British Ambassador's special fund and
an Australian grant, premises were built to
house the dub in 1986, A VSO volunteer
was emploved to help manage the club and
to develop the products for the western as
well as the local market. A local lady, Pramila
Rai, was emploved as a counterpart to the
VSO valunteer and soon the club began fo
promote a market for the products in an
onganized manner.

The V50 volunteer stayed there for bwo
years and every effort was made to pro-
mote the market. New products, such as
place mats and knitting and crochet shawils,
were developed by mixing wool with allo.
Production incressed and larger orders
started coming from various outlets and
traders in Kathmandu. Within a couple of
years, allo products became popular in the
tourist market. With the increased demand
the club was able to increase the number
of producers. Training was organized for
maore women from the two VDCs,

It was around this time that the Makalu
Barun Mational Park Conservation Project
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{MBNPCP) was launched. The project
adopted the club for their income gener-
ating and savings' programme. MBNPCP
provided a revolving fund to the club to-
gether with the salary for one support staff
member to manage the cub, Efforts were
ales made to explore the western, mainly
US, market. MCNPCP employved a con-
giiltant for this purpose. These efforts could
not be pursued as the MBNPCP discon-
tinued its suppaort to the club. Currently
the club is heading towards self-sufficiency,
but still its long-term sustainability is in
doubt. It siill Iacks managerial competence.
The club recently opened its own outlet in
Tumlingtar, which is the gateway to the
district. MBNPCP re-extended its term sup-
port fo pay the rent for the room and the
salary of the shopkeeper. The viability and
effectiveness of the outlet are yet to be
sein.

After the adoption of the club by MBNPCP
considering the dispersed and distant lo-
cation of producers, sub-clubs were cre-
ated. These sub-clubs were given the re-
sponsibility for production activities, while
the main club concentrated on marketing.
There are at present eleven independent
sub-clubs [see Figure 4.1).

There are 11 sub-clubs that take orders
independently, but most orders are re-
ceived through the main club in Sisuwa
where an executive committee oversees all
functions. The executive committee is com-
prised of seven producer members, includ-
ing & manager and one represeniative from
the sub-clubs,

The manager of the club is responsible for
receiving orders, distribution of orders 1o
sub-clubs, collection of finished goods,
delivery of goods to marketing organiza-
tions, and management of the club in gen-
eral. She is suppored by the chairperson
and vice-chairperson

There is no formal agreement between the
sub-clubs and the cub about selling ex-
clusively through the latter. It is found that
sub-club producers have also sold directly
to other traders, Sub-club leaders and ex-
gcutive committees meet every month.

4.4.2 Distribution and Marketing

Initially, different, traditional allo products
were introduced through various retail
oiitlets in Kathmandu, as well as through
exhibitions. These activities were arganized
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Figure 4. 1: Structure of the Club

by the Club with the help of varioas sup-
porting organizations, Mahaguthi being the
first among them.

After a marketl has been esiablished, the
club receives orders and decides about the
distribution of the orders to various sub-
clubs and ofther non-member weavers.
Orders are distributed depending upon
the shill and capability of the weavers in
making particular products. Sub-clubs are
divided by the types of products their
members make. Weavers have to man-
age the purchase of allo yam themselves,
but wool and other necessary materials
brought from Kathmandu are provided
through the club. Individual weavers pro-
duce as per order in their own homes and
deliver the products to the club. Produe-
ers receive the payment after the deliv-
ery of the goods in Kathmandu. The pay-
ment is delayed sometimes for a month
or twao. Producers are paid at the rate pre-
scribed for each product by the club. This
includes their wages and profit margin,
The Club adds 10 per cent profit margin

a8

and an additional delivery cost of eight
per cent to the producers’ price to amive
at the sale price for outlets in Kathmandu.
Fair Trade Group members, such as
Mahaguihi and Sana Hastakala, are the
main marketing oullets for the products:
of the club in Kathmandu.

The sales of the dub during the past threa
years have been given in the Table 4.1,

4.4.3 Impact of Allo Production on
the People

The club has been able 1o provide .
mentary income through production af
allo doth to its members and non-ma

bers for the last 10 years where no othe
alternative means for cash income existed
for women. Prior to the existence of the
club, allo production used to be carried
out in a haphazard way by a limited
number of people who sold the item
cally at very low prices. Since the intro
duction of modified products, & number
of women have been trained in weaving



{in Rs)

Names of the Buyers 1998 1997 1996
(54/55) (53/54) [52/53)
1. Mahaguthi {FTG member) 162,935 192,163 209,280
2 Sana Hastakala (FTG member) 341,591 110,446 31962
3. Ama Impex 31,337 = .
4. Ang Diku Sherpa 8.870 109,175 -
5. Women Cralft 28213 18,338 32,178
. Susan - 192,141 =
7. Wean Coop - Jo,604 35,818
8. Him Chufi - 25,090 -
9, Oihvers 8407 85,853 97,140
Total 581,353 TEIB40 406378

and knitting. The average reqular income
has increased to Rs 1,000-1 500 per
month, The production and selling of allo
cloth have enabled them to reduce their
indebtedness, as they no longer are forced
to barraw money for their household
needs. The accumulation of a few grams
of gold, a plot of land, and some savings
by each woman member, as a result of
their income from allo products, has
brought a change to their lives (see the
Case of Dhansiri Rai, Box 4.3).

As a result of the operations of the Allo
Club, women have become aware of their
role in society as decision-makers and have
begun to become invalved in other activi-
ties, such as literacy, savings, and credit,
and also in collective decision-making for
the welfare of their society. Since the
number of livestock is still regarded as a
symbol of wealth, many women have
bought goats, buffaloes, and poultry with
the incame from allo production, thus pro-
viding them with an additional source of
income in kind and cach.

Despite geographical constraints, women
have understocd the strength of the affin-

ity and sclidarity within their ranks. The
impact has been positive, nét only among
the members of the sub-clubs, but also
among non-members by example and in-
spiration (see the Case of Nisan Rai, Box
4.4).

4.4.4 Constraints

A big problem faced by allo producers and
the alle club in Sankhuwasabha is that of
fransport out of the production areas, Be-
cause of the remoteness and complex geo-
graphical situation, the only feasible means
of transport is by air, and this is not only
costly, but also uncertain. There is no guar-
antee of delivery of goods on time, be-
cause the Royal Nepal Airlines' cargo serv-
ices are not reliable. Often it is very hard
o book the cargo. Even passengers have
to often wait in the queue for about 20-
30 days to obtain an air ticket; one can
imagine then the hardship invelved in
booking cargo. On the raw material front,
absence of formal linkages between yam
producers and weavers and the club makes
the supply of yam uncertain. Due to the
seasonality of allo production, prior esti-
mates of demand for yam and its storage
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Alo Yarn haking: Pramila Rai explains to a worker ar Ao
Club, Ssuwa

to meet the rise in demand are difficult. creasingly difficult to meet its operating
The club has no resources to buy and store  expenses with the 10 per cent margin i
the yam. In fact, the club is finding it in- receives from sales.

Box 4.3 : Gains from Affo Club Membership : The Case of Mrs Dhansiri Ral

Mrs Dhansin Rai, 22, marmed, with'one child, is [ving in Dankita Village, Sankhuwasabha, with
parent's family of seven members. Her hisbands’ family s not yer regarded a2 her own famely, as,
customanly, she would go 1o her husband’s house only after some years. Dhansir Rai had at-
tended literacy classes Bt hardly lsasnid 1o road and write, she could anly sign her name, Befong
Chanin took training In weaving alie eloth, her mather Used to make traditional design bags and)
fish nets which ware s0id af the local haar bazaar in Dmgla. At that time, income from such?
activities wias not regular but mecely provided some cash to buy certain houtehold goods such as]
kerosene, salt, and clothing:

Dhansir was informed by the club about the training programme and Wwas atfracted 1o recei
training To equip herwith 3 kil that could prownde her with some ngome, At present, her mothes
15 nd longer capable of weaving, but helps her to make yarn which s collected from the jundgle by
male members of the family, Dhansin's husband also farms but sometimes goes 1o India o a2
cash, Dhansin has sent her s6f 16 schodl, meeting the expenses out of her owm Income fram
proguction

Dharisin seiis apprnmmmh;.-ﬂn 000 weorth of goods per year, 50 per cent of which she spends on

to the club she is getting gnnd re-rurni and does not I'm.! t-u s.penul mu-.'.h tirne selling at the kool
haar bazaar where she gats far less than the prices paid by the cub (

Dhansin has became a trainer and has earned a few thousand rupess by training others.
Dhansini has become the group leadet of a 12-women sub-committee. The group has managed 10|
make same collective savings, which are loaned back to the members at reasonabie interest fofl
productive work. Dhansin herself has savings of Rs, 6,000, which she has invested at inferest. She
managed to buy ane nala {11.66gm) of gold after her wedding
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Box 3.8 : The Spread Effect of the Qub: Case of a Non-Member AlloWeaver

‘Nisan Rai, aged 35, fernale, is fiving just & few metres away from the chub at Sisuwa, She 4 8 widow
with four children and supports her family through agricutture, 2 small tea and commadities” thop,
and alloweaving. She 18 not a member of the alo weaving club, but since she Ived very near the allo
chub she was templed 1o learn the skill She learned how 1o weave and knit from the centre and has
Ibeen weaving for the last six 10 séven years. She sells alfo cloth sometimes to the chub but mostly 1o
Jogal witors. She 18 producing goods worth from Rs 6,000 1o 7,000 per year, She said she was
compelled to leamn the skill after her husband's death in order to support hersel and her four
children_ She has taken a loan of Rs 20,000 from the Agricultural Developmant Bank 1o run a shop
‘i for ailo productien '

There are several non-member, independent alo producers in this afea with which the club has

informal relationships [Nisan Rai does not want 1o jein the club becawse she does not intend to

‘weave aiio regulsrly. but rathes intends to engage in weaving 1o earn supplementary income], The

i elub also gaina by maimaining relationships with them because, when demand Increases and
bers are not able to fulfill crders on time, it can get supplies from non‘members.

Looked at from the perspective of pro-
ducers and sub-clubs, they do not appear
satisfied with the functioning and services
of the club and are often resorting to di-
rect sales, The sub-clubs find the club pro-
cedure of delivery and collection of pay-
ment lengthy and cumbersome, and they
therefore prefer 1o sell directly to other
traders. For this reason, they are con-
stantly on the look out for new market
areas. This may be against the original
collective marketing concept of the club

and, in fact, may lead to sharp competi-
tion among the sub-clubs. The situation
in some cases has become serious due to
the delays in payment, uncontrolled trans-
actions of an increasing number of weav-
ers, and internal conflict among the sup-
port staff of the club. The dub monitor
has not been able to visit the sub-club to
oversee the filling of orders and to give
guidance to weavers, and this has resulted
in deterioration in the quality of products.
Hejection rates have increased, putting
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both the producer and the club in jeop-
ardy. As a result of all these problems, the
11 sub-clubs, which were created to
streamline the distribution and production
process, are likely to split from the main
centre. The formation of sub-clubs has
become counter productive and com-
pounded the problems of the club. There
is a danger that these clubs will be com-
peting In the same market and that will
weaken the existing relationship of the
club with producers and the marketing
support organization. It would be in the
interests of both the producers and mar-
keting organizations if the latter, most of
which are members of FTG and are buy-
ing about 80 per cent of the products
from the area, intervene to remove the
dissonance batween the sub-clubs and the
club.

4.5 Himalayan Leather
Handicrafizs (HLH)

4.5.1 Background

Himalayan Leather Handicrafis' enter-
prise (HLH) was established as one of the
programmes of the Nepal Leprosy Trust
to provide income-generating opportuni-
ties for the lepers who had been cured
by the Leprosy Trust's care programme.
It was established in the mid-1970s and
socon became an income earning wing of
the Trust. The unit was started on a small
scale, and now it has 27 workers produc-
ing various leather goods, most of which
are exported. HLH also coordinates the
sale of batik and other fabric items pro-
duced by others. Some of them were
trained by the Mepal Leprosy Trust itself
and others are independent producers.
HLH has recently applied for FTG mem-
bership.
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4.5.2 Structure and Mode of Opera-
thon

Mr. Kamal Shrestha, who has worked with
the Trust for 14 years, is now the manag-
ing director and oversees the production
workshop and other sections of the Lep-
rosy Trust. There is one expatriate staff
member who looks after overall opera-
tions. Most of the producers have been
rehabilitated by the centre and are staying
at the coltages built by the trust near its
factory. The producers attend work daily.
The HLH supplies all raw materials and the
producers are paid a monthly salary of Rs
1,500 to 2,500 per month.

4.5.3 Marketing Strategy and Con-
straints

Prior to establishing their cwn retail out-
let in Man Bhawan, an area of Lalitpur in
the sub-district of Jawalakhel in the
Kathmandu Valley, HLH had marketed its
products through Mahaguthi. In addition
retailing through its own workshop and
export to some ATOs made up most of
their sales. HLH does involve ethical fac-
tors together with the products in selling
these products abroad. The price of the
products is less competitive because of the
low productivity and high cost, as most
of the lepers have lost fingers or are some-
how handicapped. As a result, the pro-
duction process is slow. The ethical con-
cepl of emotional appeal to buyers to
make them feel that they are helping the
disabled and the disadvantaged in buy-
ing HLH products alone can help them
to market their products, With this ap-
proach, only the ATOs and not main-
stream commercial traders can provide
them with an avenue to the main mar-
kets.




4.6 Angora Wool Producer (ILAM)

The brief interview camied out with a few
angora wool producers and a producers’
group (Mahila Jagaran Samuh of Ilam)
during our study visit revealed that there
are certain aspects relating to marketing
needs that should be first considered be-
fore giving training and introducing micro-
entérprises in a new product line. The de-
velopment of angora weel farming and
production of angora wool products started
after the publication of a research repont
from Pakhribas Agricultural Research Cen-
tre in Dhankuta eight vears ago. The re-
port indicated that Nepal's environment is
conducive to successful breeding of the
angora rabbit. This information scon
spread to various adjoining villages in
Dhankuta district and many farmers were
attracted to angora rabbit breeding.

The Pakhribas Research Centre made the
haty angora rabbits available at subsidised
prices. However, within a short period of
time, the price of baby angoras and weol
skyrocketed from Rs 70 to 700 for a baby
rabbit and from Rs 800 to 4,000 per kg of
wool, This was the resuli of an unrealistic
perception of high prospects for business,
created by an arificially propped up mar-
ket

To begin with, farmers sold the wool in
the market profitably. Entrepreneurs, and
often farmers themselves, engaged in pro-
ducing knitwear— mainly sweaters,
gloves, shawls, and caps. When these
products came to the market, serious tech-
nical problems were noted, and these
were mainly due to spinning defects.
Some years were spent experimenting on
ways 1o tackle the problem of yam falling
from finished products, but without suc-

cess. Soon there was a stockpile of fin-
ished products. The farmers were, as a
result, not able to sell their wool. Farmers
who invested without having full knowl-
edge of the technical and market-related
details became discouraged. To date, ef-
forts made by various entrepreneurs,
NGOs, and cooperafives to overcome the
problems have not been salved com-
pletely. In addition, imported raw yarn has
started coming in and people are losing
opportunities for value-adding. Farmers
are suffering from the loss of wark and
income. The price of angora wool has
now come down lo approximately Rs
1,000/kg. Some organizations have been
making efforts to upgrade the spinning
process by blending angora wool with
other wools such as pashmina and sheep's
wool. The Chautara Women's Coopera-
tive Group has claimed some success in
blending angora with other wools and
from their efforts to cross breed the rab-

bits to produce coloured yam.

4.7. Women's Development Centre,
llam, and Silk Farming
Producers of llam

In an effort to alleviate the poverty of the
rural people of lam district by introducing
new income-generating activities, the Wom-
en's Development Centre (an NGO
launched a sericultural development pro-
gramme in four VDCs, with technical and
financial support from the Lutheran World
Service, in 1984. The project emphasises
collective efforts in the production and
marketing of cocoons for silk vam produe-
tion.

Since Nepal has no tradition in producing

silk, the pilot project was initiated in 1984
to establish sericulture as a viable agro-
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Ciocoon Fmducl;zn Women's Development Centre, ilam

based industry for the economic and so-
cial develapment of rural women.
Throughout the project period to date,
mich has been achieved in the institution-
alisation of sericulture. However, market-
ing problems persist because of the lack of
proper technologies and an insufficient
volume of production.

A recent study of their set up has identified
some of the major marketing hurdles: and
thiese call for increasing the volume of pro-
duction and improvement in the process-
ing of yam. Besides sericultural activities, the
centre runs non-formal education, child Bt-
eracy, women 5 savings, leadership training,
and reproductive health programmes.

4.7.1 Sericulture In [lam

According to the Sillk Association of MNepal
[SAMN]), an experiment with and execulion
of cocoon production that tock place in llam
and Bharatpur districts of Nepal in 1984
demonstrated that the sillk industry has a lot
of potential and is suitable for Nepal. ‘Nepal
has an economy based on agriculture and
silk production which is labour intensive,
does not requine a high level of investment,
yet provides good profit margins and ks also
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a we of earning forewgn currency. The ex-
periment indicated that one hectare of -
gated mulbery (plant) provides year-round
employment for 13 persons in such activi-
ties as mulbermy cultvation, sillworm rear-
ing, reeling, and weaving

4.7.2 Marketing

Under the Women's Development Project,
nine independent groups of coccon farm-
ers have been formed in llam district, Co-
coons are purchased by the government-
owned project at Khopasi, Kabhre district,
where yarn ks reeled and sold by auction.
The Women's Development Project liases
and provides back-up support to the farm-
ers through training, giving information,
and providing subsidies in the form of free
egqg distribution, It was leamed that, due
to the lack of twisting machines in Nepal,
the vamn is taken to India by commercial
traders and then brought back to Nepal
after being processed and made into yam
of the necessary count.

4.7.3 Constraints

At present, cocoon production activity
seems o take place mainly on the basis of




subsidies from the govemment. lts com-
mercial viability and sustainability appear
in doubt. Some private entrepreneurs
have, in the meantime, entered the mar-
ket to purchase cocoons, paying slightly
higher rates than the government. Never-
theless, due to insufficient production, they
stopped operating and now farmers have
to go back to the government. But the gow-
ernment continues to pay lower prices
than private industry. The SAN is at present
subsidising the differences in price at the
rate of Rs 15 per kg to farmers on their
sales.

Value-adding opportunities are not being
exploited as twisting machines need sub-
stantial investment and no private party is
willing to invest such an amount. Mor is
the government coming forward to pro-
cure such machines. In any case, the vol-
ume of cocoon production at the moment
may not be large enough to feed a twist-
ing machine. Twisting and yam processing
technologies are absent not only in this
sector but also in all natural fibre produc-
tion sectors. Once the prototype technol-
ogy |s developed, substantial job opportu-
nities could be creating and giving a
needed boost to the rural economy.

4.8 Bhaktapur Wood Carvers’ Co-
operative Soclety Lid.

4.8.1 Background

Bhaktapur Wood Carvers' Cooperative
Society, established in 1975, with 50 share-
holders, is regarded as one of the pioneers
of the wood-carving industry in the organ-
ized sector. lis objectives are to establish a
market for wood carving, to preserve high
quality, to raise employment opportuni-
ties for craftsmen and women, to develop

suitable products by | artistic
wood-carving motifs and designs from tem-
ples and monuments, to promaote market-
ing efforts through a collective marketing
strategy using the cooperative concept, and
to produce quality wood carvings at fair
prices.

It received initial technical support from
the Bhaktapur Development Project (a
German Aid Project). In addition to pro-
duction of wooden decorative and utility
iterns, the Society has been providing serv-
ices to several local institutions working for
the preservation of cultural heritage. The
society has a share capital of Rs 200,000,
The single largest shareholder ks Sajha Pasal
Sewa (Cooperative Marketing Society);
and it is holding about 25 per cent of the
shares, The remaining shares have been
purchased by individual members, and
they are mostly traditional wood carvers.

Goods were mostly produced in the soci-
ety's workshop. There were six adminis-
trative staff in the beginning, but now they
have been reduced to two. The sales’ pro-
ceeds in 1996/97 were about Rs 300,000,
The sales had declined in comparison to
the previous year. The Society has been
incurring continuous losses every year since
1989/90.

In the beginning, the society had a work-
shop at Dattatreya square in Bhaktapur
district, where about 50 wood carvers
used to work, and it had two sales’ out-
lets in Dattatreva and Durbar squares.
The workshop has been closed, since
most of the producers have established
their own workshops and shops and left
the cooperative. The cooperative failed
to train new pecple and retain the old
ones. A few producers working in their

45



own houses have been supplying goods
to the only remaining store in Durbar
Square, as the ather in Durbar Square
has been closed.

4.8.2 Problem of Organizational
Failure

The Society was able to esfablish a market
for wood carving initially, but failed to
maintain the tempo and producers began
to open their own workshops and shops
and left the co-operative. Most of the skil-
ful woodcarvers were emploved on a sal-
ary basis by the sodety but, at the same
time, wood carvers were also given the
opportunity to produce at home, and their
products were purchased by the society on
a piece rate basis. This system resulted in
excess production and wood carvers were
tempted to pay more attention o produc-
tion at home rather than to production at
the society's workshop. In addition, all
wood carvers started to train ofher family
miembers and thelr home production ex-
ceeded that of the Society’s workshop. The
Society failed to increase markets corre-
spondingly to respond to the excess sup-
phy and had to stop purchasing. This cre-
ated uncertainty, and most of the good
wood carvers' shareholders started to sell
on their own. Concomitantly, the Society
faced several other problems with regard
to product range and quality and the in-
ability to make payments promptly to the
suppliers and employees. The consequent
losses forced it to curtail its production and
staff.

At present, the society is running on a small
scale with two staff and one outlet. It faces
the imminent risk of closure. A recent gen-
eral meeting formed a committee to pre-

vent its collapse.

4.9 Wean Cooperative

4.9.1 Background

Wean Cooperative was established in 1993
with the aim of bringing housewives and a
large force of literate, unemployed women
into the mainstream of economic activities
through training, marketing, and entrepre-
neurship development. It was established
as an affiliated marketing organization by
the Women Entrepreneurs’ Association of
Nepal (WEAN), WEAN conducts training
programmes in varicus aspects of business
such as marketing, entrepreneurship,
credit, accounting, and technical skills, The
focus of the crganization is on institutional
development of the cooperative to enable
it to serve its members and other interested
women producers in a professional man-
THi2T.

4.9 2 Structure and Mode of Opera-
tion

Only women shareholders can sell their
goods through the cooperative. Each en-
trepreneur must buy minimum shares of
Rs 1,000 and pay Rs 1,000 per annum as
a membership fee. Goods are kept on a
consignment basis, and payment is made
to producers only after sales. The WEAN
Cooperative carries out retail sales from its
own showroom in Kopundol and froam one
outlet at the National Zoo in Lalitpur.
WEAN sells goods wholesale to most de-
partmental stores. The cooperative has
begun exporting to Europe and the USA.

There is an elected working committee
which formulates policy. A general man-
ager is responsible for running the coop-
erative’s programme. Besides marketing,
the cooperative also provides other serve




ices such as counselling to entrepreneurs
costing, pricing, quality confrel and tech-
nical aspects, and skill development train-
ing. It provides loans to women through
WEAN"s affiliation with Women's World
Banking, New York. The cooperative is
currently marketing food products (pick-
les, honey, and lentils) and handicraft prod-
ucts such as knitwear, crochet items, pa-
per products, paper mats, kitchen linen,
bedroom accessories, cane products, and
wooden ftems,

4.9.2 Marketing Strategy

The product composition of the WEAN
Coop depends upon production and sup-
ply from its members. Currently, 60 per
cent of its sales are in food products and
40 per cent in handicrafts. Agro-products
are targetted mainly at local markets, while
craft products are directed to both local
and export markets. The Cooperative re-
tails products through their own show
room, which stocks a wide selection of
products in a spacious display area.

In an attempt to increase its share of the
pickle market nationally, WEAN has be-
gun to sell pickles wholesale to major de-
partmental stores. WEAN hopes to dis-
place Indian imports in similar product
ranges within the next three vears by of-
fering competitive prices, quality, and
better service. To accomplish this, WEAN
strives to make its agro-products distine-
tive from those of other competitors, for
example, by using glass lids and bottles
lfood grade) for pickles to protect them
from reactions to synthetic packaging
materials. WEAN also avoids using pre-
servative substances in all its food prod-
uets. In order to ensure quality, new mem-
bers are placed on probation for six

months and, during this peried, their
praducts are tested for the market,

4.9.3 Lessons and Problems

The WEAN Cooperative has been
successful for the most part in its endeavour
to market the products of its members.
Even for export, conditions, such as those
of the government requiring advance
payment, have not been a constraint. Their
experience in wholesale marketing has also
been satisfactory, as it has enabled them
to provide products in bulk to stores, thus
enabling WEAN to accommaodate all the
products of its members at the same time,
consequently maintaining stable relations
with them. The WEAN Cooperative has
also been flexible in regard to the question
af producers’ loyalty and priority so far, as
they also allow producers to sell wherever
they want.

WEAN, however, feels that their collective
efforts are needed in order to acquire
information about international markets,
Joint efforts are perceived as crucial for
exploration of technologies to develop and
improve products; for example, allo and
hemp processing techniques.

4.10 Women's Skill Development
Centre

The Women's Skill Development Centre
was established in 1973 under the then
Mepal Women's Organization: al that time
it was known as the Nepal Women's Skill
Development Project. lts main objective was
to train destitute, physically handicapped,
and economically backward women in vari-
ous crafis. The Centre has undergone many
changes in its organizational structure. Es-
tablished as a skill-training centre, it started
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a production unit in 1975, In 1982, a fully
fledged workshop was added with financial
support from national and international
agencies. With the dissolution of the MNepal
Women's Organization following the estab-
lishment of a multi-party system in 1991,
the status of the Centre was unsetiled until
1995 when the government decided to run
the project under the Development Com-
mittee Act, Now the Centre is placed within
the Ministry.of Women and Social Devel-
opment. HMG/MNepal has formed a board
under the chaimmanship of the ministry to
lock after the Centre,

The objectives of the Centre are given be-
lowr,

= To introduce income generation pro-
grammes for handicapped and poor
Nepalese women by providing skill
development training and employ-
ment opportunities in various crafts

* To produce and market godds to suit
the needs of both local and interna-
tional markets

* To create awareness about the tradi-
tional and cultural heritage of MNepal
in foreign markets through the goods
produced by the Centre

* To create linkages between producers
and buyers

The Centre produces block-printed
household items such as duvet covers,
cushion covers, tablecloths, bed sheets,
kilchen sets, and ready to wear garments.
Dolls and Nepalese paper items are its
secondary products.

4.10.1 Marketing and Sales

The Centre at present employs 66 staff and
producers in its workshop and three sales'
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outlets. It sells its products wholesale to local
NGOs and commercial buyers. Its retail sales
are camied out from three sales’ outlets (at
the centre [Kathmandu], in Kopundole, and
in Bhaktapur), and it exports to some ATOs
and commercial buyers. The principal
buyers are Sana Hastakala in the domestic
market and ATOs such as CAA of Australia,
Alternative Handle of Sweden, Temperion
Kehity of Finland, and commercial buyers
from the USA. The export market of the
Centre is at present confined to three or
four ATOs, whereas it once used to export
to more than 10 ATOs. The main reason is
instability and inefficient management and
frequent changes in its Executive Directors.
These problems are reflected in the changes
in the sales’ volume of the centre during
the last five years. The highest sales were in
1992/93, and these amounted to Rs 4.80
million, In the following yvears, the sales
decreased rapidly. Sabes did improve during
1997/98. The comparative sales’ figures
over the last six years are given in Table 4.2,

There is a substantial increase in domestic
sales from the year 1996/97 onwards
because of an increase in sales from the
Centre's outlets in Bhaktapur and
Kopundole. The export sales have also
increased slighthy, but they have not reached
the level attained in the year 1992/93.

The Centre has one marketing officer who
is responsible for overall marketing,
However, it does not maintain profiles of
its buyers. Market research is not carried
out. Though the WSDC is a pioneer in
block-printed products in Nepal, and it has
its cawn designer and a foreign volunteer
designer, the Centre has little design
development. Many staff and workers who
used to work in the Centre have started
their own businesses in block-printed




Year Local Export Total

Sales Sales Sales
1992/93 z.12 2.68 4.80
199394 2.29 0.78 3.07
1994/95 1.39 0.69 208
1995/96 1.64 0.25 1.89
1996/97 226 0.10 236
1997/98 2.30 0.90 3.20

products. They are also producing the same
designs as those of the WSDC, Although
the products of private companies are
slightly cheaper, the management of
WSD(C considers their quality to be inferior
to that of WSDC products.

W5DC is a member of the International
Federation of Alternative Trading (IFAT).
In addition, it did belong to the Fair Trade
Group Nepal in the beginning when FTG
Nepal was functioning as an informal body.
One of the FTG training courses on dyeing
was held at the premises of WSDC. When
FTG Nepal was formally registered, WSDC
had to be excluded because of its legal
gtatus as a government body. The
constitution of FTG Mepal specifies that
only those craft-based organizations having
NGO status can become members. Being
a government body, the Centre has to
follow HMG niles and regulations and has
not been able to develop an innovative
marketing strategy. Incentives for
producers and sales’ staff are not given by
the government.

4.11 Bhaktapur Craft Printers

Production of paper from lokta bark for
greeting cards and other items began in
1981 as a strategy for community devel-
opment. It has since been developed and

expanded by His Majesty’s Government
of Nepal, in collaboration with LINICEFE, as
a project under the name of Bhaktapur
Craft Printers (BCP). At present the BCP
programme covers the districts of Baglung,
Parbat, Myagdi, Lamjung, and Gorkha in
the mid-western region and Bhaktapur in
the central region.

BCP has been working in collaboration
with the Small Farmers’ Development Pro-
gramme/Agricultural Development Bank,
Department of Forests, and Department
of Cottage and Small Industries. BCP in-
vists a substantial percentage of its profits
into community development activities in
the areas of water supply, sanitation, and
school support.

4.11.1 Lokita Management

The bark from Daphne cannabina and

Daphne popyraces, locally known as lokda,
provides the fibre from which paper is made.
Mepalese lokia paper is prized for ifs strength
and durability. Due to the high length to
width ratio of lokia fibre, the paper has a
high tearing strength. In addition, paper
made from lokfa withstands attacks from
insects, temperature extremes, and
dampness. In Mepal and Tibet, hand-made
paper was traditionally used fo prepare
manuscripts, land registration documents,
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and loan and other legal documents: and
for all of these durability is a basic

requirement.

Since lokta is the basic raw material for pro-
ducing hand-made paper, a sustainable sup-
ply is essential. However, by 19584 the har-
vesting of kokia for the project had led to its
reduced availability within reasonable dis-
tances from Village Development Commit-
tees. As a solution, a management pro-
gramme was initiated in 1985. This pro-
gramme divided lokia resources into blocks
assigned to groups of VDCs in the districts
concemed and established a four-year block
harvest quota for the period from 1985 io
1988, Within each block, a rotating harvest
regime was introduced in which each VDC
would be permitted to harvest a specified
amount of lokta once during the four-year
period. In 19856, further protective meas-
ures were introduced following a more
comprehensive inventony of lokta resources.
The ariginal four-year rotation cycle was
changed to a cyde of six and then eight
years, the time it takes for new shoots to be
mature encugh to harvest,

The Department of Forests has developed
s rmeasuring device that shows whether or

not the lokta stems are ready for harvesting
(6-T cm in diameter or more than one
metre in height) and has supplied it to lokta
harvesters. The comrect way to harvest lokto
is ta cut the slender stems at ground level
without destroving the main root, so that
new main shoots can grow and mature for
another harvest.

4.11.2 Sgfeguarding the Environ-
ment

A part of the paper-making process is to
beil the Daphne bark with wood ash. Since
fuelwood is needed for this process, the
project has introduced two improved tech-
nigues o reduce wood consumption. The
first is the use of caustic soda in the proc-
ess. This reduces the quantity of wood ash
required and speeds the breakdown of
lokta fibre. The second improvement is the
introduction of more efficient stoves, These
stoves reduce fuelwood consumption by
10 to 25 per cent.

In addition to these improvements, nurs-
eries and plantations have been established
in the project areas. Workshops on Mepali
hand-made paper, community develop-
ment, and [okta management are fre-
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guently held in Baglung. In these work-
shops, the issues of environmental aware-
ness are discussed with the local partici-
pants. The workshops stress that farmers
should use only dry wood and branches
to prepare lokia fibre. These workshops
also advise that caustic soda effluents not
be discharged directly into rivers and
nearby water sources,

In the high hills, the Department of Forests
works with lokia gatherers to conserve the
supplies of lokia shrubs. In the valleys, forest
rangers help the paper-makers protect
forests and establish nurseries to supply
species suitable for fuebwood.

4.11.3 Organizational Development
af BCP

The unique strateqy of BCP for sustainable
eammunity development begins in the high
forests of central Mepal. In spring and
autumn, upland villagers collect and dry
the inner bark of lokta. With loans from
the Agricultural Development Bank, paper-
makers purchase the bark and transport it
to the sunny bower valleys. Using traditional
paper-making methods, they transform
the bark into sheets of attractively textured
PRper.

The paper is purchased by BCP and
fransported to the plant in Bhaktapur
where 170 employees design, dye, print,
and make greeting cards, stationery, and
other colourful items.

The vision for the greeting card project
arose in 1980 when UNICEF began to
encourage the production of UNICEF
greeting cards in developing countries.
Community development workers quickly
recognised that Nepal possesses the natural

and human resources for greeting card
production. In coordination with His
Majesty’s Govemment of Nepal, UNICEF
established the “Community Development
through Paper Production and Greeting
Card Project’ in 1982,

One of the basic objectives of BCP is to
irnprove the living standards of low-income
families. The project initially motivated
about 15 families (paper-makers) in
Tarakhola, Baglung, to form a group in
1981/82. It provided Rs 50,000 as an
advance to buy lokta. The ability to
purchase paper was guaranteed for the
paper-makers. The project started from 15
families now has grown to invelve 1,000
families engaged part tirme in making paper
and lokta cutting. Prior to involvement in
paper-making many farmers were
unemploved for part of the year, Today
paper-making has become one of the main
sources of income for farming families, In
order to safeguard their interests, manage
the forests, and establish better relations
with BCF, farmers have formed an
independent paper-makers’ association
and one member from this association
represents them in the community
development trust of the BCP

BCP is also providing full-time employment
for more than 170 persons, a large increase
since its inception 16 years ago. The full-
time workers include staff from the BCP
central office in Bhaktapur, from the
showroom in Kopundole, from the child-
care centre in Bhaktapur, and from the field
office in Baghing,

4.11.4 Marketing

BCP has been mostly dependent on
LUNICEF's marketing operations for the
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majority of its sales. UMICEF buys more
than 70 per cent of its total cutput. (See
the Table 4.3). Although it is trying to
diversify its sales, no substantial achie-
vements have been made in this respect.
To develop its domestic market, Sana
Hestakala was established in 1989 as a retail
cutlet for BCP and two other organizations.
A new showroom-cum- cortact office was
opened in Kopundole in 1994,

From 1989 to 1995 there was a big hike in
the sales of BCP And this reached a peak in
1995, A big purchase from UNICEF
accounted for the increase in total sales that
vear. UNICEF reduced its orders from
1996, There was, as a result, a big setback
to sales and they plummeted by 25 per
cent. The situation became worse in 1997
when the total sales decreased by more than
50 per cent compared to 1995, and the
project suffered a loss for the first time in
nine years. (The situation is likely to be even
worse in later years. This is becausé UNICEF
already has a large stock of cards and will
be compelled to decrease its orders. )

4.12 Village Leather Training
Centre

An example of the efforts of collective
marketing on the part of grass roots'

Table 4.3: Sales of BCP from 1989 to 1997

producers can be seen from the experience
of producers from the Village Leather
Training Centre [VLTC). The VLTC has
been acting as a facilitator and skill trainer
and imparting training on production of
leather goods for rural people; mainly for
the sarki community of traditional cobblers.
The emphasis is on skill development as a
means of directly increasing the economic
condition and self-esteem of the
community by providing training and
facilitating support for marketing products,
These products have been marketed by
some of the FTG Nepal members for quite
some time. The VLTA was registered as a
non-government organization in 1995, As
a result of the felt needs of the producers
and the findings of a survey on the
possibility of arresting the decline in
traditional leather work in the village by
trainers from Lalitpur Technical School,

4.12.1 The Sarkl and Traditional
Leather Work

The sarki communiby is one of the most
backward and disadvantaged ethnic
communities in Nepal. In the past, they
collected raw hide and made goods out of
tanned leather. These goods included
shoes, bags, belts, rugs, horse saddles,
knife cases, and head straps and ropes.

Year UNICEF Others Local

1989 6,306,247 913,961 1,656,339 8,876,547
1990 5,486,462 1,597,164 2,904,757 9,988 383
1991 9,776,358 1,384,983 4,592,673 15,754,014
1992 16,617,536 3,789,705 7,039,228 | 27,446,469
1993 25,344,160 2,724,258 6213250 | 34,281,668
1994 25,146,581 2,502,846 7,011,211 | 34,660,638
1995 41,478,004 1,369,803 5482,184 | 48,329,991
1996 28,596,481 2,998,439 5.256,649 | 36,851,569
1997 17,198,440 1,046,109 3888442 | 22,132,991
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Unitl about two decades ago, the sarki com-
munity of the Kathmandu Valley used to
make traditional shoes. However, after the
establishment of Bansbari Leather and
Shoe Factory and other private sector shoe
factories, these skills were rapidly relin-
quished. In contrast, the sarki communi-
ties outside the Kathmandu Valley have,
in general, maintained their traditional skills
a little longer than communities in the val-
ley. In the villages, they tan leather by us-
ing different local herbs. The rationale be-
hind the formation of VLTC was to help
the Sarki (cobbler) community because it
had been victimised and marginalised by
the Mepali caste system.

On the initiative of Action Aid Mepal, an
INGO working in the remote hilly areas of
MNepal, a group of staff from VLTC and
Action Aid Nepal visited several rural areas
in Sindhupalchowk, Nuwakot, and other
districts in 1990. They discovered that the
skills of traditional cordwainers still existed
in some areas, and that they could form
an excellent base for income generation if
proper training in resource use and
marketing could be imparted to those
traditionally engaged in making leather
products,

4.12.2 Marketing ond Training

In the beginning, a handful of cobblers
from two villages received training. The
purpose was to diversify and produce for
the tourist market. A natural look, rustic
texture, and slight improvement in stitch-
ing and finishing, it was thought, could re-

sult in products suitable for the Kathmandu
tourist market. VLTC first approached ACP
for help with marketing. The newly devel-
oped products were briefcases, backpacks,
pencil cases, belts, shoulder bags, purses,
and wallets. Goods were kept in a retail
outlet and soon the demand increased.
This led to extension of the training pro-
gramme 1o other areas where there were
concentrations of the sarki community.

In each village a group of producers was
formed after they had received training. A
group leader was selected in each group
and he'she was given further training on
marketing and management. He/she was
made responsible for orders, receipts,
production coordination, and delivery of
goods fo refailers in Kathmandu. A total
of 15 groups (with a total of 175 members)
has been established to produce and
market the goods. Goods are sold mainly
to the ACP General Trade, and Saddle
Teaders.

Sales from VLTC to ACP members over
the past years have been as follows.

Per Annum
1994 Rs 600,000
1995 Rs 800,000
1996 Rs 800,000
1997 Rs 10,00,000

There appears to be no problem in
marketing at the moment, since all of the
products are purchased by the three
organizations mentioned above.



