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ABSTRACT

	
Aims: The study aimed to explore and analyze the key management challenges confronting Farmer Producer Organizations (FPOs) that influence their overall functioning, efficiency, and long-term sustainability. It specifically sought to identify, categorize, and interpret the major problem areas. Through this, the study intended to provide an evidence-based understanding of the internal and external constraints affecting FPO performance and institutional development.
Study design:  A qualitative, exploratory research design was employed to gain in-depth insights into the management problems experienced by FPOs.
Place and Duration of Study: The study was conducted among selected Farmer Producer Organizations in Arunachal Pradesh between April and June 2025, covering FPOs functioning across different districts of the state.
Methodology: Primary data were collected from 88 respondents, including FPO Chief Executive Officers, accountants, and farmer members, through personal interviews. The collected responses were analyzed using thematic mapping to identify key problem areas, while frequency mapping was applied to determine the intensity and prevalence of issues under each theme.	Comment by zeittey karmilla: A case study method should be addressed here. 

Results: The findings revealed that financial constraints were among the most critical issues, with 67.05% reporting delayed release of government funds and 57.95% citing inadequate working capital. Infrastructure deficits, such as the lack of warehouse and cold storage facilities (92.05%), were nearly universal. Governance issues included members being unaware of leadership details (57.95%) and irregularly held Annual General Meetings (51.14%). Weak market linkages (lack of brand visibility, 55.68%), low member engagement (meeting attendance, 52.27%), and information gaps (members not updated on prices and schemes, 64.77%) further constrained performance. Capacity-building needs and policy compliance delays also emerged as significant organizational weaknesses.
Conclusion: A significant disconnect was found between policy intent and field level implementation was evident, therefore policy focus must shift from formation to consolidation. Future interventions should adopt a systems approach linking finance, governance, and technology to create resilient, transparent, and self-sustaining farmer institutions capable of navigating the complexity of modern agricultural markets.
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1. INTRODUCTION 

The population of small and marginal farmers in India continues to rise due to ongoing land fragmentation and intergenerational subdivision of holdings (Roy et al., 2020). Farmers owning up to two hectares of land are categorized as small and marginal, which limits their access to resources and weakens their bargaining power in both input and output markets (Vijayakumar, 2021). To overcome these structural limitations, the Government of India launched the Central Sector Scheme on the “Formation and Promotion of 10,000 Farmer Producer Organizations (FPOs)” in 2020–2021, with a total financial outlay of ₹6,862 crore. The initiative aims to empower farmers by promoting collective action, achieving economies of scale, improving market access, and enhancing income opportunities. By 8th August 2025, a total of 10,000 FPOs had been established across the India. The interventions introduced under this initiative have collectively enabled FPOs to achieve a turnover of ₹5,035.5 crore as of 30th June 2025 (PIB,2025).
A Farmer Producer Organization (FPO) is a member-based collective enterprise designed to strengthen farmers’ livelihoods through shared ownership and profit distribution (Adhikari et al., 2021). FPOs enable smallholders to collectively procure inputs, access extension services, obtain credit, and establish forward linkages for marketing and processing (Singh and Vatta, 2019). These organizations have the potential to increase farmers’ incomes by reducing transaction costs, mitigating risks, and promoting better access to technology and markets (Rathour, 2022).
In the Northeastern region of India, the FPO concept has gained increasing attention in recent years. However, the growth trajectory of these organizations has been uneven, and their performance has yet to reach full potential. In the Northeast hilly region scenario, Arunachal Pradesh currently has the highest number of FPOs registered under the Central Sector Scheme, followed by Nagaland, Manipur, Tripura, Meghalaya, Mizoram, and Sikkim (PIB, 2024). Despite steady expansion, limited studies have been conducted in the Northeast region (Gurung et al., 2023).
Across India, FPOs encounter numerous managerial, financial, and institutional constraints. Commonly reported challenges include inadequate professional management, lack of working capital, limited access to credit, weak governance practices, low member participation, and insufficient infrastructure (Gorai et al., 2022). Moreover, the agricultural sector’s growing complexity marked by market volatility, information asymmetry, and rapid technological change demands stronger organizational and leadership capacity within FPOs (Malik and Kajale, 2024). While digital and data-driven innovations are transforming agriculture globally (Nowak, 2021), many FPOs and their stakeholders struggle to translate these opportunities into effective organizational practices due to capacity and coordination gaps (Charvat et al., 2018).
Given these challenges, a deeper understanding of the management constraints faced by FPOs is crucial to improving their functioning and long-term viability. Existing studies have largely focused on economic or marketing aspects, leaving a gap in the literature regarding the managerial and organizational dynamics that shape FPO performance.
This study, therefore, adopts a qualitative approach to explore and analyze the management challenges faced by FPOs. By documenting the experiences and perceptions of FPO leaders, accountants, and farmer members, the study aims to provide an evidence-based understanding of the factors that influence FPO operations, transparency, and sustainability. The findings are expected to contribute to policy and institutional strategies that strengthen the managerial foundations of FPOs and enhance their role as farmer-led, self-sustaining organizations.

2. material and methodOLOGY 	Comment by zeittey karmilla: Suggest to use this verb


The present study employed a qualitative case study research design, grounded in the methodological framework articulated by Creswell (2009), to systematically examine the major management challenges affecting the functioning and long-term sustainability of Farmer Producer Organizations (FPOs). According to Cresswell (2009), a qualitative case study design is particularly appropriate when the research aims to generate an in-depth and contextually embedded understanding of a bounded system, allowing for the comprehensive analysis of complex organizational phenomena within their real-life settings using multiple sources of qualitative evidence.
The study was conducted in Arunachal Pradesh, which was purposively selected due to its diverse agro-climatic conditions and the presence of several active FPOs promoted under the central sector scheme on “formation and promotion of 10,000 fpos.” four farmer producer companies (FPCs), namely Palin Spices Farmer Producer Company Limited, Pip Sorang Spices Farmer Producer Company Limited, Yangte Spice Hub Farmer Producer Company Limited, and Baririjo Agro Culture Farmer Producer Company Limited, promoted under the central agricultural university (CAU), Imphal, as the Implementing Agency, were purposively selected as the case units for the study.
From each selected FPC, one Chief Executive Officer (CEO), one accountant, and twenty farmer members were chosen, resulting in a total sample of 88 respondents (8 staff members and 80 farmer members). The respondents were selected using a convenience sampling technique, based on their active involvement and experiential knowledge of FPO operations, which is acceptable in qualitative case study research where information-rich participants are prioritized (Creswell, 2009).
Primary data were collected through in-depth personal interviews conducted between April and June 2025, using open-ended questions. These interviews were designed to capture participants’ perspectives on key management dimensions, including financial and funding constraints, governance and transparency issues, infrastructural limitations, member participation, market linkages, communication processes, and compliance-related challenges. The interview responses were systematically recorded, organized, and prepared for thematic analysis to identify recurring patterns and core managerial problem areas across the selected cases.

2.1. Data ANalysis

The data obtained from the open-ended responses were subjected to thematic analysis to systematically identify and interpret patterns related to management challenges faced by farmer producer organizations (FPOs). The analysis followed the six-phase framework proposed by Braun and Clarke (2006), which included familiarization with the data, generation of initial codes, searching for potential themes, reviewing themes, defining and naming themes, and preparing the final analytical report. All responses were carefully examined, and statements expressing similar meanings were coded and grouped into categories reflecting recurrent patterns and issues. These categories were subsequently organized into broader thematic constructs representing the major management problem areas encountered by FPOs.

To assess the relative prominence of each theme, a frequency mapping technique was employed following the methodological suggestions of Miles (1994). Each coded response was counted to determine the number of occurrences of specific issues, and these counts were converted into percentage values to reflect the relative weight or importance of each theme within the dataset. The integration of qualitative thematic interpretation with descriptive quantification provided a balanced analytical perspective, allowing the identification of both the depth and magnitude of key management challenges. This analytical procedure resulted in the identification of eight distinct thematic domains, which are described and discussed in detail in the subsequent section.
 
3. results and discussion

Table 1. Management problems reported by respondents (N=88).

	Theme
	Specific problem
	Total mentions
	Percentage (%) Overall

	Financial Bottleneck
	Delayed release of Govt Funds/subsidies
	59
	67.05

	
	Cash flow gaps in procurement season
	53
	60.23

	
	Inadequate working capital
	51
	57.95

	
	Credit-based procurement mistrust
	43
	48.86

	Governance Transparency
	Members unaware of FPO leadership details
	51
	57.95

	
	Irregular/poorly documented AGMs
	45
	51.14

	
	Dominance of few individuals in decisions
	36
	40.91

	
	No clear succession planning
	31
	35.23

	Infrastructure Deficits
	No warehouse/cold storage
	81
	92.05

	
	Transport dependency on private traders
	63
	71.59

	Market Linkage Weakness
	No systematic buyer engagement 
	41
	46.59

	
	Lack of brand visibility
	49
	55.68

	
	Weak delivery tracking
	29
	32.95

	Member Engagement & Trust
	Low attendance in meetings/trainings
	46
	52.27

	
	Perceived bias in service delivery
	39
	44.32

	
	Complaints unresolved transparently
	42
	47.73

	
	No feedback-to-action mechanism
	36
	40.91

	Capacity & Knowledge Gaps
	Lack of regular skill training
	54
	61.36

	
	Training not localized
	44
	50.00

	
	No exposure visits
	44
	50.00

	Policy & Compliance Delays
	Slow statutory filing
	34
	38.64

	
	Delayed audits
	31
	35.23

	
	Weak govt dept coordination
	27
	30.68

	Information & Communication Failures
	Members not updated on prices/schemes
	57
	64.77

	
	No unified communication channel
	50
	56.82

	
	Market information delays
	50
	56.82



The analysis of management related challenges faced by FPOs was carried out using qualitative data collected from 88 respondents, including FPO CEOs, accountants, and farmer members. Through thematic coding of interview data, eight major themes emerged—Financial and Funding Bottlenecks, Governance and Leadership Transparency, Infrastructure and Logistics Deficits, Market Linkage Weaknesses, Member Engagement and Trust, Capacity and Knowledge Gaps, Policy and Compliance Delays, and Information and Communication Failures. The frequency and percentage distribution of these problems are presented in Table 1. 
3.1. Financial and Funding Bottlenecks
The analysis shows that financing remains one of the most pressing challenges for FPOs. The delayed release of government funds and subsidies disrupts procurement schedules, creates cash flow imbalances, and reduces the ability to make timely payments to farmers. Such delays were also noted by Suresh et al. (2024), who observed that subsidy dependency often undermines member confidence and trust in collective systems. During peak procurement seasons, cash flow gaps become particularly visible. FPOs require bulk liquidity to purchase produce; however, inadequate working capital forces reliance on costly credit or results in delayed procurement. This aligns with   Fink et al. (2020), who highlighted seasonal liquidity crunches as a structural weakness in producer organizations.
Further, inadequate working capital constrains everyday operations such as input procurement and service delivery. FPOs often lack revolving funds, making them vulnerable to short-term shocks. In addition, credit-based procurement is widely mistrusted, as farmers hesitate to supply on credit due to delayed payments and perceived weak financial discipline within FPOs. 

3.2. Governance and Leadership Transparency
Governance challenges also emerged prominently. Many members reported being unaware of leadership details, which creates distance between the staff, board and the general membership. Coupled with irregular or poorly documented AGMs, this undermines transparency in decision-making. Weak governance practices of this nature have been discussed by Liu et al. (2024), who found that the lack of information flow from leaders to members often reduces accountability.
Another key concern was the dominance of a few individuals in decision-making, particularly by the chairperson or a small elite, which limits democratic participation. Finally, the absence of succession planning threatens leadership continuity; operations become vulnerable when key leaders step down. These findings are consistent with Gothard and Austin (2013), which reported that farmer organizations without structured leadership transition plans often face operational breakdowns.

3.3. Infrastructure and Logistics Deficits
The lack of warehouse and cold storage facilities was the single most critical constraint raised by both staff and members. Without such infrastructure, farmers are forced into distress sales, particularly for perishables, thereby reducing their bargaining power. This is consistent with Jarman et al. (2023), who showed that inadequate storage results in both post-harvest losses and reduced income stability.
Dependence on private traders for transport was another key challenge. In the absence of FPO-owned logistics, farmers must rely on middlemen, which increases costs and diminishes margins. Prior studies have similarly emphasized that logistics dependency limits FPO competitiveness and reduces their ability to integrate into efficient supply chains (Kumar et al., 2023).

3.4. Market Linkage Weaknesses
FPOs reported no systematic buyer engagement, often depending on spot sales rather than formal contracts. This reduces income stability and limits long-term market partnerships. In addition, the lack of brand visibility limits the FPO’s ability to establish a distinct market identity; without branding, its produce is sold as undifferentiated bulk commodities, making it difficult to secure consistent buyer engagement. Surendra-Padmaja and Ojha (2025) similarly note that organizations lacking branding strategies struggle to build recognition and trust among buyers, which restricts their access to stable market linkages
Finally, weak delivery tracking emerged as a concern. Without proper systems to monitor whether goods are delivered on time and in the right quantity, disputes with buyers arise and trust erodes. These corroborate the findings of Khan et al. (2023), who noted that digital tracking systems improve accountability and enhance market credibility.

3.5. Member Engagement and Trust
Member engagement was found to be another critical weakness. Low attendance in meetings and trainings reflects members’ perception that these events provide limited benefits or are often scheduled at inconvenient times and locations, making participation difficult. This weakens collective ownership and reduces knowledge sharing. Moreover, perceived bias in service delivery, particularly regarding inputs or loans, fosters dissatisfaction among members. Complaints unresolved transparently further erode confidence, while the absence of a feedback-to-action mechanism discourages members from raising concerns in the future. This resonates with Magakwe and Olorunfemi (2024), who emphasized that responsiveness to member concerns is critical to sustaining collective action.

3.6. Capacity and Knowledge Gaps
Capacity-building issues were consistently reported. Members face a lack of regular skill training, leaving them unprepared for adopting modern production practices. Even when trainings are organized, they are often generic and not localized to specific crops, or markets, reducing its effectiveness. The absence of exposure visits further restricts opportunities to learn from successful FPOs or replicate innovative practices. Staff also indicated significant capacity needs, particularly in understanding their job responsibilities and compliance requirements. While members often perceive trainings as repetitive or not directly beneficial, staff expressed a demand for structured, role-specific programs that can equip them to manage financial, legal, and digital systems more effectively. Together, these findings highlight the necessity of continuous and contextualized training as a foundation for building resilient and well-functioning organizations, consistent with the observations of Kumari et al (2023).

3.7. Policy and Compliance Delays
Policy-related challenges, though less frequently mentioned, have significant repercussions. 
 Slow statutory filings and delayed audits erode the financial credibility of FPOs with banking and regulatory institutions. Likewise, weak coordination with government departments constrains access to key schemes and institutional support which affects both the members and FPO.

3.8. Information and Communication Failures
Finally, information flow within FPOs remains highly inadequate. Members consistently reported that they were not updated on prices and government schemes, leading to missed opportunities. The absence of a unified communication channel was another major concern, as it restricts FPOs from reaching members efficiently. Finally, delays in sharing market information, such as buyer requirements or price changes, constrain decision-making. This finding is consistent with Mahapatra. (2021), who argued that timely and transparent information flows are fundamental to building farmer confidence and collective participation.

4. Conclusion

The study revealed that FPOs in Arunachal Pradesh, though instrumental in improving collective bargaining power and market access, continue to face a range of interrelated management challenges that significantly affect their efficiency and sustainability. The analysis identifies eight interrelated management domains, i.e, financial constraints, governance inefficiencies, inadequate infrastructure, weak market linkages, low member participation, limited managerial capacity, compliance challenges, and information gaps, that together contribute to the structural fragility of FPOs in the region. Among these, financial bottlenecks, infrastructure shortages, and weak governance mechanisms emerged as the most critical barriers, directly affecting procurement efficiency, transparency, and member trust.
The findings further reveal a pronounced gap between policy intent and field-level implementation, driven largely by managerial inefficiencies, insufficient capacity-building, and ineffective communication systems. These challenges are particularly acute in geographically remote and hilly areas, where limited access to markets, infrastructure, and professional expertise compounds institutional vulnerability. Therefore, strengthening FPOs requires a shift from a narrow focus on formation targets to more emphasis on consolidation, professionalization, and institutional maturity.
Based on the findings of the study, key policy recommendations include strengthening FPO financial ecosystems through credit guarantees and revolving funds; professionalizing management via structured training and deployment of skilled professionals; and prioritizing investment in shared infrastructure and cold-chain logistics. Further, improving market integration through digital platforms, collective branding, and certification can enhance price realization. Enhancing transparency, member participation, and trust through digital governance tools and grievance redressal systems is equally essential. Simplifying compliance frameworks and enabling robust information and communication systems will reduce administrative burdens and also improve decision-making in the FPOs.
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