IDEI theatre

Situation: Launching drip irrigation in India.

Actors: 

AS: CEO

SS: Sr. Executive-Operations

TP: Chief Operating Manager – asked to launch in a region

SM: Sr. Executive - Programs

AS: We have been asked by our donors [image: image1.jpg]


to introduce drip irrigation in India. This is a new area for us too. So I have called this meeting to discuss this aspect with you all. But before we start, let me remind you that we must remember our experiences with TP and must not make the same mistakes.

SM: I think the contexts are quite different. At present there are mainly ISI systems being sold. These are reaching the richer farmers. Actually, come to think of it we do not really have a suitable product for small farmers.

SS: Well, I guess then we must have an initial R&D phase. Since we don’t have a ready product we need to understand what the target group requires. Like we just got the TP from Bangladesh and it did not work. We had to make several modifications. This time we must work on the product adaptation and get it right.

TP: What comes to my mind is that the main problem is that the ISI system is too expensive. Also it lasts 8-10 years. Our farmers do not need such levels of sophistication.

AS: Yes, good point. Our focus must be to get an affordable product that will last for a shorter period. Maybe 2-3 years will be okay if the entry level costs can be made substantially lower.

SS: How much money do we have?

AS: We will get $ 40,000 to introduce it. Later we can expect much higher amounts.
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SM: Yes. I think in any case based on our experience we must not have such a direct role in activities. We must be facilitators from the beginning. It is important to work through others.

TP: But since we have a new product for a new market segment, it will almost be like a new market. SO I think we will have no choice but to have a direct role to some extent.

SM: No. I think we will end up making the same mistake, we must facilitate. In any case given the money we have, it will be impossible to have a large team to take on direct activities.

AS: The current thinking in any case is towards working through others and facilitating. Also, we do have the money to launch a very large program.

SS: Then maybe we can have Area Managers and not field officers. That will substantially reduce the expenses. Also since we are talking of facilitation, we must work through others.

TP: But then how will we reach our customers if we do not have any FOs?

SM: Well, I think we will need to figure out a way of effectively working through others. From the very beginning, our supply chain must be involved in selling, promotion and market creation. IDEI must just guide and facilitate.

TP: But that still does not address my concern. How can we reach the community if we work only through others. FOs normally work closely with the community. Maybe we will then use NGOs to access the community.

AS: No. NGOs have a tendency to subsidize.

TP: But it will be useful.They have SHGs and during meetings we can use that as a platform as an entry point.

SS: It is a possibility but beware that the products are not given away.

SM: Remember TP? We need to maintain control over the process. If we are not careful we could end up n the same trap with the product being given free or heavily subsidized.

TP: Drip is also different and we will also [image: image3.jpg]


need a different supply chain. We cant just have distributors and dealers. Since its not a single composite unit, several components need to be sourced.

SS: Not just that, then someone will need to design, assemble and install the system.

SM: That means we will need to some supply chain member putting all these components together and then laying it out. Like an assembler. But who would do such a job.

TP: In some areas such as Maharashtra, that will be not so difficult as the market for drip exists and there will some form of existing supply chains. But in other areas where it is a relatively new concept we will need to identify appropriate supply chain members.

SS: Maybe someone at a block level or maybe even for a cluster of villages.

SM: Well, that will depend upon how fast it picks up.

AS: No. Right from the beginning we must put in a proper system. Another thing to be aware about is that TP used to self select the poor. Here it is not so clear cut………. Drip used by even large farmers…… introduce a product that will somehow self select the poor.

TP: Now I am getting more confused. Should I target small farmers who are already growing crops that can be grown with drip for example horticulture crops and vegetables. Or should I start work in an area where there are no drip users and small farmers grow primarily basic cereals.

SM: The point is that if we work in an area where they only grow cereals then we will have to not just introduce technology but simultaneously work with farmers at changing some of their cropping practices and introducing them to high value crop production if they have to make more money. This may have a lot of impact but it is not easy. 

But on the other hand if we introduce it in an area where some early adopters have already adopted drip in high value crops, we will find it easier to start and will get larger numbers fast as well. This will not only look good for us but is also good for faster acceptance by the supply chain.

AS: Well. It looks like we have our task cut out for us. We need to work at product development first and simultaneously work out our facilitation strategy, identify our partners, decide on supply chain profile, intervention areas and other finer details. All the best to you all. Thank you.

