TOR-FPC Apex Body in Bihar 

Terms of Reference – Apex Body for Farmer Producer Companies in Bihar 
1. Purpose: 
Heifer International seeks to engage a qualified consultant or consulting firm to conduct a comprehensive feasibility study and develop a detailed business plan for the formation of a state-level federation (apex institution) comprising 18 women-led Farmer Producer Companies (FPCs) promoted under the Bihar Sustainable Livelihood Development (BSLD) Project.

2. Background and Context

Heifer International, through its BSLD Project implemented by Passing Gifts, has successfully promoted 18 women-led FPCs across six districts of Bihar. These FPCs will represent over 70,000 smallholder women farmers actively engaged in agriculture, goat-rearing, and allied enterprises. While these FPCs have made considerable progress in collective marketing and enterprise development, they continue to face challenges such as limited scale, inefficient logistics, weak access to finance, and high compliance burdens.

To address these systemic constraints and ensure sustainability beyond the BSLD project lifecycle, Passing Gifts proposes to establish an apex-level federation. The proposed federation/ apex body will provide shared services, economies of scale, and a collective platform for capacity enhancement and business growth. The vision is to create a structure that learns from successful federated models like AMUL, adapting its principles to a multi-commodity context that includes both agriculture and goat value chains.

Passing Gifts is now seeking to engage a qualified consultant or consulting firm to conduct a comprehensive feasibility study of such a federation/apex body set-up and prepare a detailed project proposal covering five-year strategic and business plan. The proposal will also serve to raise external funds for the establishment and operationalization of this federation.

3. Scope of Work

The consultant's work will be divided into two main parts: a Feasibility Assessment and the development of a project proposal. 
Part A: Feasibility Assessment

1. Desk Review: 
· Thoroughly review all relevant project-related documents, including the provided concept notes, FPC profiles, and relevant literature on FPC federations in India.

· Review objectives, rationale, and context of the BSLD project and Heifer International’s approach to FPC promotion.

· Assess the present capacity, operations, governance, and needs of each of the 18 FPCs (legal, governance, business, infrastructure).

· Map existing and potential value chains, markets, and current business volumes handled by FPCs.

· Identify synergies, challenges, and gaps that could be addressed through federation.

· Assess previous experiences and lessons from similar federations in Bihar and other states. Document and analyze federation models and outcomes from Bihar (like those supported by JEEViKA, NABARD, SFAC) and successful cases in other Indian states.

· Identify governance and business frameworks that can be emulated or adapted.

· Document the need for federation, anticipated benefits, and strategic fit with member FPCs’ business plans.

2. Stakeholder Consultation: Conduct in-depth consultations with key stakeholders, including:

· Boards of Directors and CEOs of the 18 member FPCs.

· A representative sample of women farmers (both agricultural producers and goat entrepreneurs).

· Passing Gifts- State and Central office team.
· Relevant government bodies (e.g., NABARD, SFAC, Jeevika-BRLPS, Department of Agriculture/Animal Husbandry).

· Potential institutional buyers, processors, and agri-input companies.

· Financial Institutions (Banks, NBFCs).

3. Business Potential & Value Chain Analysis:

· Map the key commodities (crops, vegetables, pulses, goat, oil crops etc.) handled by the FPCs.

· Estimate the current and potential aggregated volumes and value of produce.

· Conduct a detailed value chain analysis for the top 3-4 commodities, with a mandatory focus on the goat value chain. This should include mapping actors, identifying bottlenecks, and suggesting interventions for the federation (e.g., organized sales, breeding services, health camps, exploring meat/milk processing).

4. Legal & Governance Model Analysis:

· Analyze and recommend the most appropriate legal form for the federation/ umbrella set-up (Producer Company vs. Cooperative vs. Trust), detailing the pros and cons of each.

· Propose a detailed governance structure, including the composition of the General Body and Board of Directors, roles of committees, and the relationship between the federation and member FPCs.

· Propose operational structure; analyze human resources, governance, technology, and training requirements.

· Critically examine the "Amul Model" (multi-tiered structure, professional management, brand ownership, processing focus) and suggest a practical, adapted framework for the Bihar context.

4. Recommendations and Roadmap

· Propose optimal federation structure, governance model, business plan outline, and internal systems.

· Provide a phased roadmap for federation formation, capacity building, and business scale-up.

· Suggest monitoring and evaluation mechanisms for post-formation review.

5. Financial Feasibility:

· Estimate the capital expenditure (CAPEX) and operational expenditure (OPEX) for the first five years.

· Identify and project potential revenue streams (e.g., service fees on turnover, margins on inputs, service charges for compliance).

· Conduct a break-even analysis and assess the long-term financial sustainability.

Part B: Detailed project proposal & business plan

Based on the findings of the feasibility study, the consultant/ agency will develop a comprehensive DPR, which must include:

1. Executive Summary: A concise overview for potential funders and partners.

2. Institutional Plan:
· Vision, Mission, and Objectives.

· Detailed legal structure, with draft Memorandum of Association (MoA) and Articles of Association (AoA) outlines.

· A robust governance framework with clear roles, responsibilities, and business rules for member FPCs.

3. Business and Operations Plan:
· Core Services Portfolio: Detailed plan for delivering services like collective marketing, bulk input procurement, financial linkage, compliance support, and capacity building.

· Goat Value Chain Strategy: A specific, actionable plan for how the federation will support goat raisers, moving beyond simple aggregation to include aspects of productivity enhancement, health management, and market development.

· Marketing & Partnership Strategy: Identification of target markets and potential buyers, and a strategy for establishing formal business partnerships.

· Branding Strategy: A plan for creating a distinct brand for the federation's products.
4. Financial Plan (5-Year Projections):
· Detailed budget covering capital and operational costs.

· Projected Profit & Loss Statement, Balance Sheet, and Cash Flow Statement.

· Key financial indicators (e.g., ROI, IRR, Break-even point).

· A multi-pronged Fundraising Strategy, identifying potential contributions from grants (Heifer, CSR), government schemes (NABARD, SFAC), member equity, and debt financing.

5. Human Resource Plan:

· Organizational structure with key positions, detailed job descriptions, and required qualifications.

· Estimated salary structures and a 3–5-year staffing plan.

6. Implementation Roadmap:
· A phased, time-bound action plan for the first 36 months, covering pre-launch, operationalization, and scaling-up phases.

· Clear milestones, key performance indicators (KPIs), and a monitoring & evaluation framework.

7. Risk Analysis & Mitigation Plan: Identification of potential business, operational, financial, and governance risks and corresponding mitigation strategies.

6. Key Deliverables and Timeline

The total duration of the consultancy is estimated to be 12 weeks.

	#
	Deliverable
	Timeline

	1
	Inception Report: Detailing the consultant's understanding of the TOR, methodology, detailed work plan, and tools for data collection.
	Within 2 weeks of contract signing

	2
	Draft Feasibility Report: Presenting the findings from Part A of the scope of work. This will be shared for feedback from Heifer International and key stakeholders.
	Within 6 weeks of contract signing

	3
	Draft Detailed Project Proposal & Business Plan: A comprehensive document incorporating feedback on the feasibility report and detailing all components from Part B.
	Within 8 weeks of contract signing

	4
	Final Detailed Project Proposal & Business Plan: The final, professionally formatted document incorporating all feedback. This includes a PowerPoint presentation summarizing the key findings and recommendations.
	Within 10 weeks of contract signing


7. Qualifications of the Consultant/Firm

The ideal consultant or firm should possess:

· A minimum of 10 years of proven experience in the development sector, with a focus on agribusiness, farmer collectivization, and value chain development.

· Proven experience in conducting feasibility studies and preparing proposal/ DPRs for Farmer Producer Organizations (FPOs/FPCs) and their federations.

· Specific understanding in the livestock sector, particularly the goat value chain, is desirable.

· Strong understanding of the legal and regulatory framework governing Producer Companies and Cooperatives in India.

· Expertise in financial modeling and business planning for social enterprises.

· Prior work experience in Bihar or similar socio-economic contexts.

· Excellent analytical, facilitation, and report-writing skills in English.

8. Reporting

The consultant will report directly to the [Program Director], Passing Gifts, Bihar. Regular progress updates will be required.

9. Proposal Submission

Interested applicants are requested to submit a technical and financial proposal.
Technical Proposal (not to exceed 10 pages)
1. General information (not to exceed 2 pages):
· Organization overview
· Capacity statement
· Website and key contact information
2. Technical Approach (not to exceed 8 pages):
· A detailed methodology on how the assignment will be conducted, including data collection approaches, sampling strategy, data collection methods and systems/technology to use, field procedures, quality control practices and data analysis.
· List and briefly describe the team and its proposed personnel, indicating what role each proposed individual will have; CVs of team members to be provided in an attachment.
· A clear and comprehensive work plan (draft), outlining the major activities, people responsible and time schedule.
· Organizational/individual capacity statement, including past experiences and activities related to the theme of the study. Reference information must include the location, award numbers, and brief description of work performed.
· At least three references of other clients for which similar assignments were undertaken with contact information for each.
3. Financial Proposal (in INR)
· Itemized budget
· Narrative explanations of line items
· It is important to include information about the Level of Effort or workdays allotted for the survey team. A matrix that displays team member days allotted by task is preferred. The agency is expected to propose a realistic budget based on the tasks and deliverables specified above. Management cost is allowed maximum to 10% only.
4. Annexes
• Documents in favor of the previous relevant studies.
• Organization’s/Firm’s Certificate, GST registration (if applicable), MSME Certificate (if applicable)
• A summary of previous assignments undertaken within the last 3 years.
Interested agencies/individuals legally eligible to implement this assignment in the country are requested to submit a proposal. Both Technical & Financial Proposals to be submitted separately. Please include the name of the person in your organization who will be involved in negotiating the contract as well as your telephone and email contact information.
Submissions must be in English and typed single-spaced using Times New Roman font size 12, with a complete set of appendices/attachments as applicable. All pages must be numbered and include the SOW reference number on the cover page, and the name of the organization at the bottom of each page.
The successful consulting agency will be required to produce the following documents before entering into an Independent Contractor Agreement (ICA) with PGPL:
· Certificate of Incorporation or Business Registration Certificate.
· Audited financial statements for the last 3 years.
· Directors’ / Partners’ personal guarantee.
· Trade reference and clientele list including their respective contacts.
· PAN
· GST (if applicable)
· MSME certificate (if applicable)
· Memorandum of Association in case of NGO
The proposal (duly signed) should comprise technical and financial proposals separately. Only the soft copy of the proposals will be accepted through email with the mentioning subject line; RFP/PGPL/FY’26/ABFBC/02 followed by the “Bidder’s Name” to procurement-in@heifer.org latest by December 03, 2025, 5 pm. Proposals received after the submission deadline will not be considered. Agency are responsible for ensuring their proposals are submitted according to the instructions stated herein.
PGPL retains the right to terminate this RFP or modify the requirements upon notification to the agencies.
The selection committee will evaluate the technical proposal based upon the criteria listed above, and the financial proposal will be assessed for its cost-effectiveness in the budget.
1. Validity of Proposals
Proposals submitted shall remain open for acceptance for ten (10) days from the last date specified for receipt of the proposal. This includes, but is not limited to, pricing, terms and conditions, and service levels. If your organization is selected, all information in this document and the negotiation process are contractually binding.
2. Limitations
This call does not represent a commitment to award a contract, to pay any costs incurred in the preparation of a response to this RFP, or to procure or to contract for services or supplies. PGPL reserves the right to fund any or none of the applications submitted and reserves the right to accept or reject in its entirety and absolute discretion any proposal received.
3. Intellectual Property
Section 1. Ownership Generally. Subject to Section 2 below, any intellectual property (including but not limited to copyrights, trademarks, service marks, and patents), intellectual property rights, deliverables, manuals, works, ideas, discoveries, inventions, products, writings, photographs, videos, drawings, lists, data, strategies, materials, processes, procedures, systems, programs, devices, operations, or information developed in whole or in part by or on behalf of Contractor or its employees or agents in connection with the Services and/or Goods (collectively, the “Work Product”) shall be the exclusive property of PGPL. Upon request, Contractor shall sign all documents and take all actions necessary to confirm or perfect PGPL’s exclusive ownership of the Work Product.
Section 2. Prior-Owned Intellectual Property. Any intellectual property owned by a Party prior to the Effective Date (“Prior-Owned IP”) shall remain that Party’s sole and exclusive property. With regard to any of Contractor’s Prior-Owned IP included in the Work Product, Contractor shall retain ownership, and hereby grants PGPL a permanent, non-exclusive, royalty-free, worldwide, irrevocable right and license to use, copy, reproduce, publicly display, edit, revise, perform, and distribute said intellectual property, in any format or any medium, as part of the Work Product.
Section 3. Work Made for Hire. To the extent copyright laws apply to the Work Product, the Parties agree that (a) PGPL specially ordered or commissioned the Work Product, (b) the Work Product is a “work made for hire” under India copyright laws, and (c) PGPL shall be deemed the author thereof and shall own all right, title, and interest therein. To the extent such rights, in whole or in part, do not vest in PGPL as a “work made for hire”, Contractor hereby irrevocably grants, assigns, and transfers to PGPL, exclusively and in perpetuity, all of Contractor’s rights of any kind or nature, now known or hereafter devised, in, to, and in connection with the Work Product, and PGPL shall solely and exclusively own any and all rights therein, and in the elements thereof, including but not limited to any and all allied, ancillary, subsidiary, incidental, and adaptation rights. Contractor hereby waives all rights known as “moral rights”, and any similar rights, which Contractor may have in connection with the Work Product. The description of Services and/or Goods provided in this Agreement shall in no way limit the way PGPL may use the Work Product.
4. Applicable Regulations
Agency must be legally registered to operate within India and comply with local applicable legislation, including but not limited to labor law, financial requirements, taxes, etc.
	
	

	
	


Proposals should be submitted in the aforementioned format only.
Send to: procurement-in@heifer.org
Deadline of Submission: December 03, 2025, 05:00 PM IST
Send your proposal as per the format prescribed. The subject of email shall be the RFP Number i.e., RFP/PGPL/FY’26/ABFBC/02 1 followed by the “Bidder’s Name”.
Note - Telephonic and Face to Face enquiries will not be solicited and may lead to disqualification. All
clarification questions must be submitted via email to procurement-in@heifer.org by August 27, 2025, and responses will be shared accordingly.
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