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OFF FARM
Industree hand holding GreenKraft through the 6C Framework, is an 
example of Deep Hand Holding- DHH

Greenkraft is a producer-owned social enterprise – a Producer Company under 
Indian law, incorporated in 2012, supported by Industree Foundation (IF). 
Currently it is based outside of Madurai, in Tamil Nadu. Almost 100% of the 
members are women, with a number of them in supervisory positions. IF believes
that if the poor have access to sustained and consistent demand for their 
products and services, and are provided with an enabling ecosystem, they can 
integrate into the formal economy and lift themselves out of poverty.  This 
essentially means that customer attainment followed by customer 
retention is key. The producers own the company. Since inception the company
has done cumulative sales of over 5 Million USD, with customers like, Ikea, H & 
M, TJ Max, etc. As owner-members, they have access to post profit dividends, 
regular and formal work, digital financial services training, social security, 
childcare, etc.

Industree’s biggest learning on Deep Hand Holding, the foundation of it’s Theory 
of Change, the 6 C services, is derived from almost 25 years of experience. (Link 
to Skoll Case, Ikea case) 
GreenKraft supports aggregation of producers, Construct, under Industree’s 6C 
Framework- offering initial funding support to rent a common facility center, as 
well as access to professional services. Producers come to work from this facility,
creating natural fibre lifestyle products and home accessories. Through 
Capacity, women are trained in hard skills, entrepreneurship skills, as well as 
are involved in participative ownership responsibilities. (link to 4Y curriculum). 
This enables consistent productivity to make their products globally 
competitive in pricing. The next critical output of Capacity is consistent quality. 
Scientifically managed productivity results in timely despatch of orders.  
Competitiveness, Quality and Timely- deliveries, CQT, being the 3 
commandments on which successful organised trade hinges. CQT- 3 customer 
centric attributes-  are enabled and made possible by access to a centralised 
facility for standardisation of raw materials, enablement of LEAN production 
practices etc. Once the foundation is laid with Construct and Capacity, the next 
key element is Create, or better design. Create enables, a win win, allowing for 
intelligent use of labor deployed on a product, vs value to customer, balancing 
the 2 such that the price reached post application of all other principles, is the 
best for producer and customer. Channel  is clearly critical market access for 
producers cut off from their customers, as prices to be paid for Handmade, 
require distinct branding and marketing. Capital is the oxygen for the system, 
starting with seed philanthropic /grant equity, capital to pay for the rentals of the
production center, to the professional managers that handhold highly talented 
producers, not versed in the ways of modern global and organised trade, till the 



companies reach self sustainability.  Then follows crucial working capital . Finally 
Industree’s tried and tested method leads to the  belief that using technology, 
and  digital practices, most curriculums, interphases could be adopted in digital 
ways, allowing for rapid scaleup of the model. This is the 6Th C or Connect. 

Green Kraft Deck

ORCHESTRATION of 6 C ‘s

……. customer attainment followed by customer 
retention is key for producers.
As is well known, every financially self sustainable enterprise is customer centric.
Manufacturing based / Livelihoods oriented Impact enterprises are those that 
focus on 

1. Customers for their products leading to their financial sustainability, 
2. Producers/ themselves leading to social sustainability 
3. Environment

leading them to become triple bottom line Impact businesses. Add to this 
4. Cultural heritage as a product attribute 

and you have quadruple bottom line. 

The 6 C framework developed, with Industree’s evolution initially as a social 
business, over many years understanding the nature of limitations in inclusive 
supply chains, it sourced from. It was recognised that organisations like 
community NGO’s, small coops it worked with, did not have the resources, 
capability, enough handholding or access to professional services to supply with 
consistency and at scale. For a nation with the largest global population of 
artisanal producers, across the widest set of skills, just 2% global market share, 
and 93 % of it’s workforce in the informal sector, a solution was necessary. 

Initially Industree, the social business started forming Self Help Groups in 
accordance with Government norms, as per the Schemes of the Department of 
Handicrafts, Ministry of Textiles. Through the mid and late 90’s and in the early 
2000’s Industree the social business, would receive orders from global 
customers, as well as from customers at it’s own Industree stores, and smaller 
kiosks in larger Indian Malls, building valueable insights in limitations of the eco 
system.

It’s eco system comprised of a social business and a philanthropic arm, which 
worked with GOI schemes, via Ministry of Textiles. The aim was to create 
alignment between the two, which alas was never to be. By 2010, it had added 
on another entity, a Skill Development company , supported by National Skill 
Development Corporation, Ministry of Skill Development and Entrepreneurship. 
Basis this eco system building thought, Industree received the Schwab 
Foundation, Social Entrepreneur of Year award, of the World Economic Forum, in 
2011.

By 2011 the limitation of sourcing from SHG’s was also revealed. They were just 
too small, and led individually by leaders, without common governance, and 
rather than move towards a Federation model, Industree chose the Producer 
Company Route, to bundle about 15 SHG’s and incorporated the first PC- 
GreenKraft of 150 members in 2012. 



What was most critical whilst forming this entity was the need to provide regular 
work to all 150 members, so they moved out of the informal sector to the formal 
sector, with access to social security and health insurance. From here was born 
the concept of professional management. It was seen that for the creation of 
regular work, not only was a regular flow of orders a necessity, which in many 
ways was provided by Industree, the Social Business, but concepts related to 
productivity, quality, timeliness needed to be intricately managed.  Thus was 
born the Professional Supply Chain Management Team and the concept of a 
profitable Producer Company. 

The whole idea of Producer Ownership originated from the belief that traditional 
artisans, carried forward Cultural Intellectual Property from generations, and 
hence also needed to be owners of businesses built on this, rather than all 
ownership being taken over by designers, professional service or capital 
providers. Furthermore the intrinsic value of their labor and traditional knowledge
brought to the enterprise, required them to get substantial dividends, to enable 
wealth creation and prosperity. 

The reason for 100% ownership and formation of coops, originated from a 
genuine limitation of the eco system in the understanding of Blended Finance as 
well as inherent fault lines in classic Impact investing. It became clear that to 
build a partially or fully owned social enterprise, of producers, access to initial 
angel, seed, and finally scale investment would be needed and that could come 
only from Philanthropic or Grant funding. A producer company starting at zero 
revenue, taking on angel, seed, venture funding, would be in a matter of a few 
years, within the manufacturing sector, be majority owned by the investors. This 
would defeat the purpose of producer ownership, which was to declare 
substantial dividends to producer owners.

Thus the seed for distributed ownership (WEF BLOG- LINK) was sown, and the 
case for scaling the sector through Producer Companies, was made. Scaling 
Producer Companies, required that they be excellently managed, and all 6 C ‘s 
be orchestrated, enabling the company to reach profitability in the shortest 
possible time, in some cases a minimum of 2 years and in some maybe 3, 4, or 
5.
Also it became clear that professional management services, need to be spread 
over time, and would be needed for the life span of the social enterprise, as the 
world of supply chain’s is dynamic, fluid and extremely competitive. Expecting 
the underserved to navigate these circumstances in competition with global best
practices, requires constant support of professional management the costs of 
which needs to be gradually eased onto the balance sheets of these enterprises. 
Obviously through it all, it is essential to deep hand hold the community
through a process of on the job learning, moving women up the value 
chain, into positions of leadership, a matter that takes years.  Loading the 
costs of professional management, onto the P &L of the PC’s, leads to long term, 
financial self sustainability, and eventually access to impact investments. To 
enable impact investors 
to invest in Producer Companies, once they have attained certain scale, would 
require some changes in Indian Corporate law, which is a matter under 
consideration. 

Case for PIE- BHH and LHH
Post the initiation of Creative Million by Industree Foundation, in 2016, which 



took off from 2017, it became clear that scale depended on a rich 6C eco system 
as well as opening up the blockages in key  arteries for scale. One clearly was 
professional management. A rich experience in Deep Hand Holding, led Industree
to believe that speeding up the creation and hand holding of appropriate 
professionals who could lead a Producer Company /Social enterprise majority 
owned by producers, was a clear pathway for scale. This was termed Broad 
Hand Holding and would enable other large community mobilisers, keen to 
increase livelihood activities, understand and navigate the 6 C’s. It became clear 
that individual COE’s as they were termed.. Cadre of Entrepreneurs, would also 
need a team of hot shot professionals from in and around the community who 
could be the key professional management support team, and they were termed 
Para Professionals. 

One of the key reasons that Distributed Manufacturing (taking manufacturing to 
where producers are) has failed to work, and producers have over the centuries 
been forced to migrate for work, rather than work coming to them is the lack of 
professional trained talent in rural areas.  Thus the creation of courses / practical 
experience of this cadre was a key ingredient for scale. Thus was birthed 
Regenearth, a unique 11 month program, the first batch of which initiates in Sept
2020 . 
This has been built on Industree’s experience of building a 2 year program called
the Masters Of Impact Entrepreneurship- MINT ( link to Shristi website) Thus 
Regenerarth as a solution rests squarely in Construct, with Regenearth in its 
first batch also training at least 5 other organisations which could carry the 
program further, enabling almost a 200 COE’s to graduate in the next 3 years.
If an average of 2000 producers were to be part of a PC, 200 COE’s manning 200
PC’s would enable impact on almost half a million producers, enabling 
Industree’s objective of reaching a million producers come true in due course.

Similary, in Capacity, Industree had been working on curriculums (share links) 
and this is where 
It’s final leap into Systems Thinking was made in close collaboration with 
Mindtree Social Inclusion Vertical, ( now transferred to PCF)  and Vrutti, in time, 
speeded up in association with Societal Platform thinking, ( CC by ND…..)

Introduce PIE…..

 With over 400+ years of experience in farm, off-farm and information 
technology sectors, the three organisations Indus Tree Foundation, Vrutti and 
PCF have tied their unique strengths and resources forming an institution PIE 
in collaboration with farmers and artisans to enable the transformation of 
lives of rural communities through economic and social empowerment.  
The Platform for Inclusive Entrepreneurship, a digital societal, registered as 
PIE Foundation, is set up to provide opportunity to a 100 million of the most 
underserved small farm and off farm producers in India through inclusive 
entrepreneurship enabling them to get to earnings of at least Rs. 10,000/ 
month by 2025.

The consortium along with other key thought partners, EkStep Foundation, 
National Skill Development Corporation, UNDP, Mastercard Center of Inclusive
Growth, Target Foundation, will work on evangelising the platform with its 
multiple stakeholders across civil society, government, markets.



Using the 3 levers of Institutionalisation of small producers in producer 
companies, 6 C framework, and a human technological interface, PIE shall 
achieve systemic change… etc etc..
From Co Impact final pitch etc.

The pathway from DHH to BHH shall see final scale, in LHH or Light Hand 
Holding, by the placement of all farm and off farm curriculums, in Broad 
Handholding, and other valuable pieces of knowledge within value chains- co 
created and constantly adapted, being placed on PIE under Creative 
Commons, using the Platform Commons License. ON PIE 6 C eco system 
providers, 

FARM - Vrutti


