PROJECT PROFILE

BUCKWEAT




Buckwheat Processing in Ladakh

1. INTRODUCTION

Ladakh, a high-altitude cold desert nestled in the Trans-Himalayan region of northern India,
presents an exceptional agro-ecological environment suited for niche, high-value crops.
Among them, buckwheat (Fagopyrum esculentum) — locally known as Ogal or Kuttu —
has been a vital part of Ladakhi cuisine and culture for generations. Its adaptability to marginal
soils, drought tolerance, and short growing cycle make it ideal for cultivation in the high-
altitude valleys of Ladakh, especially in districts like Leh, Kargil, and Zanskar.

Buckwheat is globally recognized as a superfood, valued for its gluten-free composition,
high-quality plant-based protein, essential amino acids, and rich antioxidant profile,
particularly rutin, which supports cardiovascular health. It is also known to have a low
glycaemic index, making it suitable for diabetic and weight-conscious populations.

With global food trends shifting toward functional foods, vegan diets, and gluten-free
alternatives, the demand for buckwheat and its derivatives — such as flour, noodles, pancake
mixes, and breakfast cereals — is rising significantly. The global gluten-free food market,
currently valued at over USD 7 billion, is projected to grow at a CAGR of 8.1% from 2023
to 2030. India’s domestic demand is also on the rise, especially among urban health-conscious
consumers and Ayurveda-based food businesses.

This project proposes a comprehensive buckwheat processing and value addition initiative
in Ladakh, combining traditional wisdom with modern agri-processing technologies. It aims
to:

e Support local farmers through fair trade procurement, training, and access to markets.

o Enhance food security by promoting sustainable and climate-resilient cultivation.

e Create employment in farming, processing, packaging, and distribution sectors.

e Promote exports through GI branding, organic certification, and Himalayan-origin
marketing.

Furthermore, Ladakh’s Carbon Neutral Mission, combined with the potential for
Geographical Indication (GI) tagging of Ladakhi buckwheat, presents a strategic opportunity
to brand the region as a hub for premium, ethically sourced agro-products. The initiative also
aligns with India's National Mission on Sustainable Agriculture (NMSA) and One District
One Product (ODOP) framework for agro-economic development.

By tapping into the health-conscious, global consumer base while empowering remote farming
communities, this buckwheat processing venture is designed not just as a business model —
but as a pathway to inclusive growth, ecological stewardship, and cultural revival in
Ladakh.
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2. PRODUCT & ITS APPLICATION
Core Offerings:

1. Traditional Products:

o Buckwheat Flour: Stone-ground for authentic texture, used
in khambir (flatbread) and paba (porridge).
o Roasted Groats: Toasted kernels for salads, snacks, or breakfast cereals.
2. Value-Added Innovations:
o Gluten-Free Noodles & Pasta: Extruded buckwheat blends for quick meals.
o Energy Bars: Combined with Ladakhi apricots, sea buckthorn, and honey.
o Ready-to-Cook Mixes: Pancake and soup mixes with Himalayan herbs.
3. Premium Lines:
o Monastery-Blessed Buckwheat: Packaged for religious ceremonies.

o Gift Hampers: Eco-friendly boxes for tourists, featuring traditional motifs.

Applications:

e Health & Wellness: Diabetic-friendly, vegan, and celiac-safe products.
e Tourism: Souvenirs at Leh Airport, homestays, and trekking agencies.

o Export: Positioned as a "Himalayan Superfood" in EU/US organic stores.

Unique Selling Propositions (USPs):

e GI Tag Potential: Unique terroir of Ladakhi buckwheat.
o Zero-Waste Production: Husk used for animal feed; by-products for compost.

e Solar-Powered Processing: Carbon-neutral manufacturing.

3. DESIRED QUALIFICATION FOR PROMOTER

o Agricultural Expertise: Knowledge of buckwheat agronomy, organic certification
(NPOP/EU Organic), and post-harvest management.
e Food Technology Skills: Experience in extrusion, milling, and shelf-life optimization

(HACCP/ISO 22000).
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e Market Acumen:

o Proficiency in D2C e-commerce (Amazon, Flipkart) and export compliance
(APEDA/FSSAI).
o Ability to negotiate B2B partnerships with health brands like Slurrp Farm.
o Sustainability Credentials: Familiarity with carbon footprint audits and Fair-Trade
certification.
o Cultural Sensitivity: Collaborate with Ladakhi cooperatives and monastic

communities.

4. INDUSTRY LOOKOUT AND TRENDS

e Global Drivers:

o $12.3 billion ancient grains market by 2030 (Allied Market Research).
o Plant-based diets fuelling 30% growth in gluten-free pasta demand.

e Regional Opportunities:

o PM FME Scheme: 35% subsidy for food processing units.
o Ladakh’s tourism surge (500,000+ visitors in 2023) driving demand for
authentic souvenirs.

o Challenges:

o Logistics: High air freight costs from Leh; solutions include bulk rail transport
via Atal Tunnel.
o Awareness: Low consumer familiarity outside niche markets; countered by

storytelling marketing.

S. MARKET POTENTIAL AND MARKETING ISSUES

Market Segmentation:

Segment Price (INR/kg) | Volume (Year 1) | Revenue Potential

Local (Ladakh) 80-120 5,000 kg 5 lakh
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Segment Price (INR/kg) | Volume (Year 1) | Revenue Potential

Domestic (Urban) | 250400 20,000 kg %60 lakh
Export (EU/US) 600-1,200 10,000 kg 1.2 crore
Marketing Strategy:

o Digital Campaigns:

o Instagram Reels showcasing farm-to-fork journeys.

o SEO-optimized blog: "Why Ladakhi Buckwheat is a Superfood."
e Physical Outreach:

o Stalls at Sindhu Darshan Festival and Ladakh Marathon.
o Collaborations with FabIndia and Nature’s Basket.

o Export Channels:

o Partner with Fair Trade organizations for EU organic certification.

Key Challenges & Solutions:

Challenge Solution

Seasonal production (June— Promote staggered farming with SKUAST-Leh’s high-yield
Sept) seeds

Shelf-life (6—8 months) Invest in nitrogen-flushed, compostable packaging

Branding against cheaper

. Highlight GI status and carbon-neutral certification
1mports

6. RAW MATERIAL REQUIREMENTS

Material Source Annual Sustainability Measure
Need
Organic Buckwheat FPOs in Nubra/Sham 25,000 kg Falf—prlce contracts; solar
Valley drying

4|Page

Enterprising Ladakh



Material Source Annual Sustainability Measure
Need

Sea buckthorn éi‘_iglgh Wild Harvest | 5 060 1g | Ethical wild harvesting

Compqstable EcoPack India 203000 BPA-free, biodegradable

Packaging units materials

7. MANUFACTURING PROCESS

Sourcing & Cleaning: Procure dehusked buckwheat via FPOs; remove impurities

using vibratory sieves.

2. Roasting: Electric roasters (180°C for 10 mins) to enhance nutty flavour.
3. Milling:
o Stone Mills: For coarse flour (traditional texture).
o Roller Mills: For fine flour used in noodles.
4. Extrusion: Gluten-free noodles shaped using twin-screw extruders.
5. Mixing & Forming: Energy bars blended with apricot pulp and jaggery.
6. Packaging: Automated vacuum sealing in compostable pouches with QR codes
linking to farmer stories.
7. Storage: Climate-controlled warehouses (15°C, 60% RH) to prevent rancidity.
8. MANPOWER REQUIREMENT
Role No. | Monthly Cost (INR) | Training
Production Head 1 50,000 ISO 22000, HACCP
Roasting Technicians | 4 25,000 Machine calibration, quality control
Packaging Team 8 18,000 Eco-packaging techniques
Marketing Manager 1 60,000 Digital marketing, export compliance
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Role No. | Monthly Cost (INR) | Training

Total 14 | 3,82,000

9. IMPLEMENTATION SCHEDULE

Phase Timeline Key Activities Milestones
Research & Months 1— | Feasibility study, FSSAI/GI .

. . . Licenses secured
Permits 2 registration
Infrastructure Months 3— | Solar unit construction, 100% green energy
Setup 4 machinery install operational

Months 5— Test batches, consumer

Pilot Production 6 feedback loops 2,000 kg sold locally
Scale-Up & Months 7- | APEDA registration, e- 250 lakh export orders
Export 12 commerce launch

10. COST OF PROJECT

Component Cost (INR) | Breakdown

Machinery & Automation | 25,00,000 Roasters, extruders, packaging systems

Raw Material (Year 1) 8,00,000 Buckwheat, additives, eco-packaging

Marketing & Branding 12,00,000 Website, influencer campaigns, trade fairs

Working Capital 7,00,000 Salaries, utilities, logistics

Total 52,00,000

11. MEANS OF FINANCE
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Source Amount (INR) | Terms

Promoter Equity 15,00,000 29% of total

NABARD Loan 30,00,000 6.5% interest, 7-year moratorium
PM FME Subsidy | 7,00,000 35% grant on machinery

12. LIST OF MACHINERY REQUIRED

Machine Qty. | Cost (INR) | Specifications

Electric Roaster 3 12,00,000 100 kg/hour capacity, temperature control
Twin-Screw Extruder | 1 8,00,000 Gluten-free noodle shaping

'Vacuum Packager 2 5,00,000 Nitrogen flushing, 200 pouches/hour

13. PROFITABILITY CALCULATIONS

Metric Year 1 Year 2 Year 3

Sales Revenue %1,20,00,000 | %2,00,00,000 | %3,50,00,000
COGS X70,00,000 %1,10,00,000 | %1,80,00,000
EBITDA %35,00,000 X70,00,000 %1,40,00,000
Net Profit (Post-Tax) | 321,00,000 %42,00,000 %84,00,000
ROI 40% 80% 160%

14. BREAKEVEN ANALYSIS

e Fixed Costs: 330,00,000 (depreciation, salaries, rent).
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e Variable Cost: 3250/kg (raw material + labour).

e Selling Price: R600/kg (average).

e BEP (Volume): 30,00,000600—250=x%8,57 1 kg/year**600-25030,00,000
=xx8 571 kg/year*x.

o BEP (Revenue): 351.42 lakh.

15. STATUTORY/GOVERNMENT APPROVALS

Approval Authority Process

FSSAI License FSSAI Online application, facility inspection
GI Tag Govt. of India | Documentation of unique Ladakhi traits
APEDA Registration | APEDA Mandatory for export clearance

16. BACKWARD AND FORWARD INTEGRATIONS

o Backward Integration:

o Seed Banks: Partner with SKUAST-Leh for drought-resistant buckwheat
variants.
o Solar Dryers: Reduce post-harvest losses for farmers.

e Forward Integration:

o D2C E-Commerce: Subscription models for gluten-free products.
o Buckwheat Café Chain: Pilot in Delhi/Bengaluru with Ladakhi-themed

menus.

17. TRAINING CENTERS AND COURSES

e SKUAST-Leh: 6-month diploma in Organic Buckwheat Cultivation & Processing.

o Indian Institute of Packaging: Workshops on compostable packaging solutions.
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e NABARD-Entrepreneurship Programs: Financial literacy for FPOs.

18. SUPPLIERS

For establishing a buckwheat processing venture in Ladakh, selecting the right machinery suppliers is
crucial. Below is a curated list of reputable suppliers offering equipment suitable for various stages of
buckwheat processing, from dehulling to milling and roasting:

IN Domestic Machinery Suppliers in India
1. Kaps Engineers (Vadodara, Gujarat)

e Specialization: Manufacturers of buckwheat grinding systems, including pin mills and ultra-
fine mills.

e Features: Offers systems with capacities ranging from 100 to 5,000 kg/hr, ensuring cool
grinding to retain nutritional properties.

e Website: kapsengineers.comkapsengineers.com

2. Fans Bro Erectors (India)

e Specialization: Manufacturers of buckwheat roasting machines.

e Features: Customizable roasting machines designed to enhance flavor and shelf life of
buckwheat products.

e Website: Fans Bro Erectorskinalglobalcare.com+3Fans Bro Erectors+3kapsengineers.com+3

3. Sona Machinery (India)

e Specialization: Providers of grain processing machinery, including equipment suitable for
buckwheat processing.

o Features: Offers innovative, technology-driven post-harvest processing machinery for
various grains and seeds.

e Website: sonamachinery.comsonamachinery.com

International Machinery Suppliers
1. Wintone Machinery (China)

e Specialization: Experts in buckwheat husking, offering dry husking technology.

e Features: Over 30 years of experience in husking, providing machinery for efficient
buckwheat processing.

e Website: grain-processing.orgFans Bro Erectors+2schulefood.com+2grain-processing.org+2

2. Qiaopai Group (China)

¢ Specialization: Manufacturers of buckwheat peeling machines.

e Features: Provides state-of-the-art machinery designed to enhance buckwheat production
efficiency and quality.

e Website: giaopaigroup.comgiaopaigroup.com
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https://www.kapsengineers.com/buckwheat-millet-grinding-system.php?utm_source=chatgpt.com
https://www.kapsengineers.com/buckwheat-millet-grinding-system.php?utm_source=chatgpt.com
https://fansbroerectors.in/product/buckwheat-roasting-machine/?utm_source=chatgpt.com
https://fansbroerectors.in/product/buckwheat-roasting-machine/?utm_source=chatgpt.com
https://www.sonamachinery.com/grain-machinery?utm_source=chatgpt.com
https://www.sonamachinery.com/grain-machinery?utm_source=chatgpt.com
https://www.grain-processing.org/news/buckwheat-processing-plants-in-india.html?utm_source=chatgpt.com
https://www.schulefood.com/en/products/buckwheat?utm_source=chatgpt.com
https://www.qiaopaigroup.com/news/high-quality-buckwheat-peeling-machine-deliveried-to-india?utm_source=chatgpt.com
https://www.qiaopaigroup.com/news/high-quality-buckwheat-peeling-machine-deliveried-to-india?utm_source=chatgpt.com

3. SCHULE Miihlenbau (Germany)

e Specialization: Offers both conventional and wet husking processes for buckwheat.

e Features: Utilizes hydrothermal treatment prior to husking, achieving higher kernel yield
compared to conventional processing.

e Website: schulefood.comaohuamachine.com+4schulefood.com+4grain-processing.org+4

‘s Additional Equipment Suppliers
1. Yubei Machinery (China)

e Specialization: Manufacturers of buckwheat peeling and flour milling machines.

e Features: Offers machines with capacities ranging from 150 kg/h to 50 tons/day, suitable for
various scales of operation.

e  Website: yubei-machinery.en.made-in-china.comyubei-machinery.en.made-in-
china.com+1cragrotech.com+1

2. AOHUA Machinery (China)

e Specialization: Suppliers of advanced high-capacity flour milling machines.
e Features: Provides automatic and micro-computer controlled milling machines designed for
high fineness of flour.

19. CONCLUSION

This project elevates Ladakhi buckwheat into a global superfood, targeting 3.5 crore
revenue by Year 3 with a 160% ROI. By blending tradition with technology—solar-
powered units, GI branding, and eco-packaging—it empowers 1,000+ farmers while
addressing global demand for sustainable nutrition. Strategic alliances with tourism boards
and e-commerce giants will drive scalability, positioning Ladakh as a pioneer in climate-
resilient agribusiness.
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https://www.schulefood.com/en/products/buckwheat?utm_source=chatgpt.com
https://www.schulefood.com/en/products/buckwheat?utm_source=chatgpt.com
https://yubei-machinery.en.made-in-china.com/product/cdMGPvTuaIYx/China-Buckwheat-Peeling-Machine-Rice-Husk-Grinding-Machine-Wheat-Flour-Milling-Machine-in-India-Flour-Mill-Rice-Mill.html?utm_source=chatgpt.com
https://yubei-machinery.en.made-in-china.com/product/cdMGPvTuaIYx/China-Buckwheat-Peeling-Machine-Rice-Husk-Grinding-Machine-Wheat-Flour-Milling-Machine-in-India-Flour-Mill-Rice-Mill.html?utm_source=chatgpt.com
https://yubei-machinery.en.made-in-china.com/product/cdMGPvTuaIYx/China-Buckwheat-Peeling-Machine-Rice-Husk-Grinding-Machine-Wheat-Flour-Milling-Machine-in-India-Flour-Mill-Rice-Mill.html?utm_source=chatgpt.com

