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 5 PROJECT TANNERY

Professional Assistance For Development Action (PRADAN) has rural development projects in nine states.    The main focus of PRADAN projects is enabling poor people enhance their livelihoods. In Uttar Pradesh, PRADAN has been working with flayers for about five years. Flayers remove hides from dead bovines. Though they perform a most useful service in villages by disposing off fallen animal carcasses, their occupation has traditionally been looked down upon and they have been consigned to the lowest rungs of the caste hierarchy.

The Project


Flayers belong to the Schedule Caste and are at the bottom of the caste hierarchy due to stigma attached to their traditional occupation. Many flayers gave up their traditional occupation, believing they would move up the caste hierarchy, if they gave up flaying and stop eating meat.  As flayers are mostly land less, giving up flaying meant becoming agricultural labourers or pulling cycle rickshaws in cities and towns. 

In recent times, these primary workers who supply the basic raw material to the leather industry have suffered a decline in their livelihoods in spite of the rapid growth in the industry. The main aim of the PRADAN’s project, which began in 1987, was to enhance and stabilise flayers’ livelihood. It aimed at: 

· Reversing the past trend in flayer’s livelihood

· Creating new livelihoods for them in tanning hides and co- products such as meat and bone meal, tallow etc., 

· Enhancing their self-esteem and social status through organisation and occupational diversification; and

· Reversing the past trend of flayers’ flight from the industry.

The Activities

PRADAN began the project with the intention of promoting decentralised chrome tanning to the wet blue stage as a source of additional livelihoods for the flayers.  The real problem faced by the flayers was the loss of their traditional right over the fallen cattle carcasses; the project began working to reverse this situation, while simultaneously working to expand the livelihood base.  

Activity I:
Restoring the Flayers right over fallen carcasses

In mid and Late 1970’s, the Zilla Parishads in Uttar Pradesh began enforcing a Public Health Law, requiring a license for stocking and trading of raw hides and bones. The Zilla Parishads began to auction the license on a yearly basis, generally for a Community Development Block. Licenses brought middlemen contractors from outside the flayer community who began to buy the license, becoming sole collectors and disposers of raw hides, bones and other carcass products. Since the flayer could only sell the hide to the license holder, he in effect became a piece-rate worker for the latter.

The license is granted for a territory larger than the normal beat of individual flayers. Since the flayers lacked both finance and the muscle power to out bid the contractors, PRADAN choose to promote flayer’s co-operatives at the block level as cooperatives could be granted the license on a preferential basis. 

Activity II:
Mobilisation of Flayer’s

The task of mobilising the flayer’s to form a cooperative was arduous, as flayers who had been suffering at the hands of the contractor were not forthcoming to form a co-operative, as they feared loss of a meagre and fragile livelihood. And also because they are dispersed across the village and rarely have large settlement their mobilisation is logistically difficult. It took several meetings with individuals and in small groups and visits to already existing co-operatives to build confidence in them.    When 20 potential members were ready, the co-operatives were registered. 

Activity III:
Registration of Cooperative

PRADAN helped the flayers in getting the co-operative registered. It helps them in preparing and filling the documents.

Activity IV:
Assistance to secure the license

PRADAN helped in securing the license for the flayers co-operative as in Uttar Pradesh as per law license is required for stocking and trading of raw hides and bones, which are given to the co-operatives alone.

Activity V:
Arranging Finances

Once the co-operatives is granted the license it needs finance to pay the license fees and for working Capital to pay members for the hides collected by them and to procure salt for curing the hides.  Cured hides are sold at periodic auctions while members need the cash for subsistence and have to be paid as and when they bring the hide. Flayer Co-operatives, especially those newly registered, do not have access to institutional credit and must raise finances themselves.  PRADAN assisted the newly formed co-operatives from a small revolving fund. The co-operatives are given a small interest free loan, which they use to leverage funds from the market.

Activity VI:
Training in Accounts and Operating Systems

Members of the flayer co-operative have no prior experience of keeping systematic records and accounts or and managing operations in a co-operative. PRADAN provided them formal training and guidance in these aspects using appropriate techniques. A person from PRADAN was deputed to the co-operative for this purpose for a short period of three to four months.

Activity VII:
Training in Co-operative management

PRADAN provided continuous counselling, training and group development inputs for over five years so that the co- operatives run democratically and members develop a sense of belonging. The project personnel facilitated this process during the General Body meeting and Executive Committee meetings of the co-operative, 

Activity VIII:
Expanding Livelihood through Diversification- Tanning of Hides and Co-product Utilisation

PRADAN has promoted new livelihoods through diversification to tap the untapped potential for creating additional livelihoods for the flayers in tanning and extracting other useful products form the carcass. 

Tanning of Hides: Chrome tanning of hides up to the wet blue stage can be taken up by setting up small tanneries at the level of a co-operative.  Access to raw hides gives the co-operative a unique advantage to operate a tannery.  Central Leather Research Institute (CLRI) provides low cost training for Small-scale wet blue tanning, which flayers can operate themselves once trained.   PRADAN has promoted units of wet blue tanning. 

Co-product Utilisation:
Flayers extracted only the hides. Other products meat, bones fat, horns hooves and hair that could be similarly extracted, was never done. PRADAN helped co-operatives generating additional value for their carcass by extracting these products as well. Some of these products such as bones, horns, hooves and hair can be traded without any processing.  PRADAN with help of CLRI provided training for extraction and processing of – fatty tissue and meat meal to be sold to poultries.

The Impact

The project was implemented in the in six-district s of Central Uttar Pradesh around Luck now. The average membership of the co-operatives is 70.  The income of flayers in the co-operatives have increased by 50 percent to 100 percent, the average income being about 60 percent   The co-operatives are economically viable and have generated adequate surpluses. 

The co-operatives have changed the life of the members both socially and economically.

· Provides regular work

· Value for product

· Timely payment

· Loan Facility

DAWN AT TWILIGHT

Kallu has spent his entire youth as bonded labour, his grandfather agreed to be a bonded labour in place of paying interest on his debt, whatever little earnings he made out of his work went in repaying his grand father’s debt, his family of five never had enough to eat. About 9 years ago he heard about the co-operatives for flayers, he became member of the society. As member he became aware of the other additional   sources of income from the hides. His income steadied, he took loan from the co-operative and repaid his Grand father’s debt, thus saving his sons and their families from the clutches of the Moneylender. He has new fond freedom, he his happy at thought of saving his children from bonded labour, thanks to the co-operative and PRADAN. He has seen dawn in the twilight of his life. .
I CAN DREAM OF MY OWN DWELLING

Ramesh Kumar of village Rampura became member of the co-operative being promoted by PRADAN in 1994. Ever since he has not looked back, his life style has changed.   Ramesh’s family traditionally been employed into tanning. This is fifth generation into the family occupation. Although generations have changed, life over generations has had remained the same.  Ramesh sold his hide to Contractors, who never paid proper value for his hides. When the tanning industry was going through turbulent times, his family’s only source of income was threatened and he did not even have a proper dwelling.   After joining the co-operative he has regular work and has no fear of loss of income.  Today, he is contemplating of building his own dwelling under Indira Awas Yojna, a dream he is confident of realising thanks to PRADAN and his co-operative.

The Community Participation 

Initially eliciting community participation was difficult but once the flayer’s were convinced about the benefits of the co-operatives they came forward to become members. They whole-heartedly participate in the activities and are happy that they have regular income and do not have depended on the whims and fancies of the contractors.

Replicability

The project was quiet a success in the six district of the State.  Based on this PRADAN is planning to expand the project to other districts of the State.  It plans to set up / revive 100 flayer co-operatives, wet blue tanning facilities for up to 500 hides a day and co-product units in 25 blocks.

However, certain problems and constraints borne in this project, needs to be kept in mind and if this impediments are removed then replicability would become easy.

· Delays in Registration of Co-operatives:  The flayers co-operatives are registered by the state Khadi and Village Industries Board.  There are in ordinate delays in registration in the districts. The project has received support from the highest levels in the Board. However, frequent changes of personnel at the top levels periodically sets the clock back as there is no institutional mechanism to ensure continuity. Delays demoralise the flayers, especially at a stage when they are themselves very tentative and vulnerable.

· Dummy Co-operatives:  The contactor often set up dummy co-operatives whose operations are entirely controlled by them. De registering or turning around such co-operatives by enrolling genuine flayers will be helpful in setting up new co-operatives.

· Securing License:

The process of obtaining the license is fraught with delays and great deal of un certainty.

· Access to institutional Credit:

The cooperatives do not have access to institutional credit. They need credit to build some minimal infrastructure, such as bi –cycles, storage, shed for keeping hides and other products, setting up tanneries and processing units for working capital. 

Assessment
PRADAN’s project has demonstrated that complex technologies and business and management skills can be transferred to poor and illiterate people.  The flayers have mastered wet blue tanning and have learnt other complex tasks, such as managing technological processes, dealing with government officials and successfully asserting their traditional rights have all added to their self-esteem of the flayers. The flayer co-operative have now begun thinking of education and health facilities for their families.

“ The main aim of the project was to provide additional and alternative source of income to the tanners”.


_Vinod Jain


 Programme Director.





“Earlier because of low social status and economic backwardness we were shunned but after I became member of the co-operative my life has changed I have regular income and get good value for my product, it has also changed my social status as well”.


- Kallu, Labourer








43

