Project Profile for a High-Indigenous Fruit Nursery (Aadu, Plum, Kafal) in Uttarakhand

1. INTRODUCTION

Uttarakhand’s temperate regions are home to a wide variety of indigenous and climate-adapted
fruit species such as Aadu (peach), Plum, and Kafal (Myrica esculenta), which hold immense
nutritional, cultural, and economic value. Despite their market demand and ecological
relevance, the supply of high-quality planting material for these fruits remains limited, often
forcing farmers to rely on poor-quality or non-native nursery stock. A localized fruit nursery
specializing in these high-altitude varieties can play a pivotal role in preserving biodiversity,

improving orchard productivity, and boosting rural incomes in the hill regions of Uttarakhand.

The nursery will focus on producing grafted or sapling-based planting material of selected
indigenous and semi-commercial varieties suited for altitudes ranging from 1,200 to 2,200
meters. These saplings, grown using quality rootstocks, disease-free scions, and nursery best
practices, will be supplied to farmers, FPOs, government horticulture missions, and private
orchard developers. The nursery will also serve as a knowledge center for pruning, pit
preparation, pest prevention, and organic orchard management. High survival rate, early

fruiting, and stress tolerance will form the basis of the nursery’s value proposition.

Such a project promotes sustainable horticulture and aligns with Uttarakhand’s shift towards
agroforestry, fruit-based livelihoods, and climate-resilient agriculture. By conserving local
genetic material and multiplying it into commercial-scale nursery stock, the unit bridges the
gap between traditional knowledge and modern production systems. The availability of Kafal
and other wild fruits in cultivated form also opens opportunities for value-added products,
herbal health segments, and eco-tourism. The nursery, once established, becomes a long-term

rural asset with high developmental returns.

2. INDUSTRY OVERVIEW

The horticulture industry in India is undergoing a significant transformation, with growing
demand for region-specific fruits, climate-resilient varieties, and organic orchard produce.
While commercial fruits like apple, banana, and mango dominate large-scale plantations, there

is increasing recognition of the economic and ecological value of indigenous and temperate



fruits such as plum, peach, and kafal. These fruits are known for their flavor, nutritional profile,
and adaptability to mid- and high-altitude ecosystems. However, the nursery segment that
supports their cultivation remains underdeveloped, especially in hilly states like Uttarakhand

where infrastructure and availability of certified planting material are limited.

Uttarakhand has ideal agro-climatic conditions for the cultivation of temperate fruits, but
inconsistent quality of saplings and lack of locally adapted nurseries often affect orchard
performance. Government programs such as the Mission for Integrated Development of
Horticulture (MIDH), National Horticulture Board schemes, and the State Horticulture Mission
are promoting fruit-based diversification and the establishment of decentralized nurseries.
Despite these efforts, the supply-demand gap in certified and regionally adapted saplings
remains wide, particularly for native species like kafal, which are rarely available in cultivated

form through commercial nurseries.

There is growing market interest in orchard-based produce derived from peaches and plums,
and increasing cultural and health-driven demand for kafal and other wild berries. With climate
change affecting traditional apple belts, farmers in mid-altitude ranges are now looking toward
diversified fruit plantations that are resilient, early-fruiting, and locally suitable. This trend
opens up a market for high-quality nursery saplings, both through institutional buyers
(government horticulture departments, NGOs, watershed projects) and individual orchardists.
A nursery focused on these fruit types not only meets this emerging demand but also

contributes to conservation and agroecological regeneration.

3. PRODUCTS AND APPLICATIONS

The primary products of the nursery will be saplings of Aadu (peach), Plum, and Kafal,
propagated through grafting, budding, or seed-based methods, depending on the species. These
saplings will be grown in soil beds or polythene bags and raised under semi-shaded or open
nursery conditions, following best practices for moisture management, root pruning, and pest
control. By focusing on altitude-specific rootstocks and scions collected from high-performing
mother trees, the nursery will ensure strong germination, disease resistance, and adaptability.
The saplings will be ready for sale after 612 months depending on species and maturity

requirements.



In addition to live planting material, the nursery can diversify into value-added products such
as grafted kits, demonstration modules for farmer training, and sapling bundles for horticulture
missions. Over time, the nursery may also produce rootstock saplings for other nurseries, scion
wood for exchange or sale, and cuttings of local wild fruits with potential market value. Kafal,
in particular, offers future potential not only for planting but for processed products such as
dried berries, juice concentrates, and health supplements once fruit-bearing orchards are

established.

The applications of these nursery products extend beyond commercial horticulture. They
contribute to agroforestry systems, slope stabilization, biodiversity corridors, and community
nutrition gardens. Schools, Van Panchayats, and NGOs working in watershed regeneration or
food sovereignty programs often require high-altitude fruit saplings for integrated farming.
Moreover, eco-tourism sites, herbal gardens, and permaculture farms increasingly seek local
fruit varieties for conservation and visitor appeal. By building a nursery that supplies healthy,
region-specific planting material, the enterprise positions itself at the intersection of ecology,

economy, and culture.

4. DESIRED QUALIFICATIONS FOR PROMOTERS

The promoter of a high-altitude indigenous fruit nursery should ideally have a background in
horticulture, agriculture, or plant propagation. Practical knowledge of nursery techniques such
as grafting, budding, root pruning, disease identification, and soil preparation is essential. Even
if the promoter does not hold a formal degree, hands-on experience in fruit farming or prior
work in a horticulture department, orchard, or Krishi Vigyan Kendra (KVK) project is highly
valuable. The ability to identify healthy mother plants and manage altitude-specific varieties is

particularly critical in this case.

In addition to technical horticultural skills, the promoter must be capable of managing seasonal
workflows, staff, and documentation related to plant health, inventory, and sales. Familiarity
with nursery registration procedures under the Department of Horticulture and standards set by
the National Horticulture Board will be important, especially when dealing with government
supply orders or subsidy-linked sapling distribution. Promoters must also be aware of soil
sterilization methods, organic treatments, and certification pathways if the nursery intends to

supply organically grown saplings.



Entrepreneurial and communication skills are equally important, as the nursery will require
coordination with farmer groups, horticulture officials, SHGs, and private orchard owners.
Promoters with the ability to network across districts, handle training sessions, and participate
in horticulture expos or online sales platforms will gain a competitive edge. Young rural
entrepreneurs, progressive farmers, or SHG federations with land access and nursery training
support are best positioned to succeed. Over time, the promoter may also mentor satellite

nurseries or train village-level nursery workers, creating employment multipliers.

5. BUSINESS OUTLOOK AND TRENDS

The business outlook for region-specific fruit nurseries is becoming increasingly favorable due
to rising demand for high-quality planting material and growing awareness about biodiversity-
based horticulture. As traditional fruit belts shift due to climate variability, there is strong
interest in adaptive and early-yielding species like peach and plum. Simultaneously, indigenous
fruits like kafal are being rediscovered not only for their nutritional and cultural value but also
for their potential in high-end processed products. Government missions are now including

native fruits in orchard development schemes, increasing the demand for certified saplings.

In Uttarakhand, horticulture diversification is a state priority. Programs under MIDH, state-
sponsored orchard promotion schemes, and watershed development initiatives all require high-
quality, locally adapted planting material. Nurseries that offer region-specific saplings grown
under proper sanitation, pruning, and pest-free conditions are in short supply. In this context, a
specialized nursery dealing in kafal, peach, and plum—fruits that grow well in mid to high
altitudes—can position itself as a nodal supplier for government procurement, farmer groups,
and private developers. Over the next decade, the need for climate-resilient fruit species is only

expected to rise.

Consumer trends are also fueling this demand. Urban and wellness-conscious populations are
increasingly turning to native fruits for their medicinal benefits and traceability. Processors and
FPOs are exploring kafal-based value chains for jam, juice, and nutraceutical products, while
farmers are looking for orchard crops that provide medium-term returns without extensive
irrigation. A well-run nursery taps into all these value chains, acting as a foundational
enterprise. With the right planning, it can become a central node in the region’s fruit economy,

anchoring both conservation and commercialization.



6. MARKET POTENTIAL AND MARKETING ISSUES

The market potential for indigenous fruit nurseries is robust and expanding, driven by
institutional buyers such as horticulture departments, forest development agencies, watershed
programs, and Farmer Producer Organizations (FPOs). In Uttarakhand alone, hundreds of
hectares are earmarked each year for fruit-based plantation under government-supported
livelihood missions. Saplings of Aadu and Plum are regularly procured in large volumes, and
demand for Kafal-—although more niche—is growing steadily due to its rising recognition in
agroforestry and herbal markets. Beyond government programs, individual orchard owners and
SHGs engaged in agro-tourism and organic farming are becoming regular buyers of high-

quality planting material.

However, this opportunity is accompanied by certain marketing challenges. One major issue is
trust and traceability—many farmers have been previously supplied with poor-quality saplings
that fail to survive or fruit on time. As a result, they are cautious in purchasing from new
nurseries unless quality assurance and after-sales guidance are provided. Another challenge is
uneven seasonal demand; most procurement happens during 3—4 months of the planting
window, which requires excellent scheduling, advance bookings, and careful plant stock
management. Delays in fund release or scheme implementation by buyers like departments or

NGOs can also impact cash flow.

To address these issues, the nursery must build a strong reputation through demonstration plots,
testimonials from satisfied buyers, and transparent practices such as labeling, batch coding, and
visual health certificates. Engaging with Krishi Vigyan Kendras (KVKs), participating in local
horticulture melas, and registering under the National Nursery Accreditation Program (NNAP)
can add credibility. Private sector partnerships with herbal companies, eco-tourism farms, and
wellness product brands interested in wild fruits can diversify the customer base and smooth
out seasonal sales cycles. With good planning and outreach, the marketing challenges of this

sector are entirely manageable and can be turned into long-term relationships.

7. VARIETIES RECOMMENDED

The selection of appropriate fruit varieties is critical for a nursery’s success, especially in hilly
regions where microclimates, elevation, and soil conditions vary widely. For Aadu (peach),

semi-clingstone and freestone varieties that mature early and are suited for 1,200-2,000 meter



elevations are ideal. Some of the popular choices include Shan-e-Punjab, Flordasun, and
Prabhat, which are known for their sweetness, adaptability, and market demand. These varieties
show good resistance to leaf curl and thrive under rainfed conditions with well-drained soils.

They also perform well in backyard orchards and kitchen gardens.

For Plum, varieties such as Satluj Purple, Titron, and Kala Amritsari are preferred due to their
deep color, good shelf life, and adaptability to Uttarakhand’s mid-hill climate. These plums are
in demand not only in local mandis but also among processors who use them in jams, squashes,
and dried fruit products. They are moderately tolerant to pests and respond well to organic
inputs. Most of these can be propagated through T-budding or whip grafting during the dormant

season, and the rootstock often used is Zardalu (wild apricot) or peach seedling.

Kafal (Myrica esculenta) is a slow-growing wild fruit native to the Himalayan mid-hills,
traditionally propagated through seeds. However, recent advancements in vegetative
propagation and nursery management have shown success in air layering and budding for Kafal
as well. Selection of mother trees from altitudes of 1,400-2,200 meters with high fruiting
performance and large berry size is critical. While the demand for Kafal saplings is still
emerging, its inclusion in state agroforestry and herbal board programs indicates strong future
potential. The nursery may maintain both seed-based and vegetatively propagated lines to meet

different buyer needs.

Table: Recommended Varieties for Nursery Production

Suitable
Fruit |[Recommended Propagation
Altitude Remarks
Type |Varieties Method
(m)
' ) ~ ||[Early maturing, good
Peach ||Shan-e-Punjab, 1,200 —||Grafting, budding
) sweetness, leaf  curl-
(Aadu) |Flordasun, Prabhat {2,000 on wild peach
resistant
- Satluj Purple, Titron,||1,200 —{|T-budding, whip|High demand in fresh and
um
Kala Amritsari 1,800 grafting processed markets
' . ~ |Long gestation period;
Local elite types||1,400 —||Seed, air-layering,
Kafal . excellent eco-tourism and
(large-berry, red pulp)|[2,200 budding
herbal product value




8. RAW MATERIALS AND INFRASTRUCTURE REQUIRED

To run a functional and high-performing fruit nursery, the enterprise must have access to
essential raw materials including rootstock seeds, scion wood from healthy mother plants,
growing media, organic compost, and nursery-grade polythene bags. The rootstock is typically
grown from wild peach, apricot, or seedling plum, depending on the species. Healthy and
disease-free scions must be collected during the dormant season and stored properly. Soil for
nursery beds should be well-drained and enriched with compost and sand to maintain a friable

texture suitable for root development.

A basic infrastructure layout includes a fenced nursery plot of 0.25 to 0.5 acres with raised
seedbeds, misting and watering systems, a polyhouse or net shed for humidity control, and an
area for grafting and healing. Storage space for inputs, tools, and packaging is also essential.
Separate zones for seedling hardening, disease monitoring, and packing of saplings should be
established. Compost pits, vermicompost beds, or local manure sheds provide on-site inputs
and reduce dependence on external suppliers. Access to clean water and partial shade (via green

netting or polyfilm) helps maintain optimal nursery conditions.

In terms of tools and equipment, the nursery requires grafting knives, secateurs, budding tapes,
seed trays, soil sterilizers (if needed), wheelbarrows, and labeling materials. Basic
infrastructure can be constructed using bamboo and low-cost materials, while tools are readily
available in local agri-input markets. Solar lighting and rainwater harvesting can be integrated
for sustainability. Many of these requirements are supported under schemes such as MIDH,
DUY, or State Horticulture Board nursery development grants. With minimal mechanization,
the nursery model is labor-intensive but low-cost, providing rural employment while building

long-term horticultural assets.

Table: Raw Materials and Infrastructure Requirements

Component Details Remarks

Rootstock ‘ ‘ Locally sourced, must be disease-
) Wild peach, plum, apricot

Seeds/Saplings free

. Healthy branches from elite mother|Collected during dormancy; stored
Scion Wood _ . '
plants in cool, moist environment




Component Details Remarks

. . Soil, compost, sand mix (in 2:1:1||Should be well-drained, loose, and
Growing Media . o
ratio) organic-rich

Polythene Bags &||Nursery-grade polybags (6"x9", o . .
o For raising saplings and seedlings
Trays 8"x12"), germination trays

' Budding knife, grafting knife, .
Grafting Tools ‘ Sterilized before each use
secateurs, grafting tape

Net shed or bamboo-polyhouse|Protects saplings from heat and

Nursery Shade Area .
(300500 sq ft) rain

) Sprinkler/misting can or pipe _ '
Watering System Essential for sapling care
network

Composting ) ) Reduces input cost and improves
N Vermicompost or compost pit
Facility root health

Storage &|/Covered room for tools, labeling, .
) ) ) Must be well-ventilated and dry
Packaging Area sapling packaging

Land Area Required||0.25 — 0.5 acres Can be expanded based on demand

9. OPERATIONAL FLOW

The operation of an indigenous fruit nursery follows a seasonal and sequential flow that aligns
with plant physiology and climate cycles. The process begins with the identification and
preparation of mother plants for scion collection and the sowing of rootstock seeds. Rootstock
plants are raised in nursery beds or polythene bags from November to January and allowed to
grow under careful monitoring. At the same time, scion wood from elite-performing trees of
Aadu, Plum, and Kafal is collected, labeled, and stored under moist, cool conditions to retain

viability for grafting.

By February—March, grafting or budding operations are undertaken. These include T-budding,
tongue grafting, or cleft grafting, depending on species compatibility. After grafting, saplings
are kept in shaded or misted areas to facilitate callus formation and graft union. Graft success
is monitored, and failed unions are either repeated or discarded. In parallel, nursery beds are
weeded, irrigated, and treated with organic pest and disease control measures to ensure healthy

growth. The saplings are regularly pruned and hardened before being readied for sale.



From July to October, depending on the elevation and rainfall, saplings are assessed for
readiness, sorted by type, labeled, and packaged for delivery. Marketing is planned according
to seasonal procurement windows of horticulture departments, FPOs, and individual buyers.
The cycle closes with documentation of sales, performance reviews, and planning for the next
season's rootstock and scion procurement. Throughout the year, capacity-building events such
as farmer trainings, orchard demonstrations, and scion exchange programs can be organized to

build a loyal client base and share knowledge.
1. Rootstock Preparation (Nov—Jan)
L—» Sow wild peach, plum, or apricot seeds

L—p Raise rootstocks in beds or bags

2. Scion Collection (Dec—Feb)
L—p Identify elite mother plants
L—p Collect and label scion wood

L—p Store in cool, moist chamber

3. Grafting/Budding (Feb—Mar)
L—p Perform T-budding or cleft grafting
L—» Maintain humidity and shade

L—p Monitor graft success

4. Sapling Maintenance (Apr—Jul)

L—p Regular watering, weeding, pruning



L—» Apply organic treatments

L—» Harden plants for field conditions

5. Sorting & Packaging (Jul-Oct)
L—p Assess plant maturity
L—» Label and group saplings

L—p Package for dispatch

6. Dispatch & Feedback (Jul-Nov)
L—p Deliver to buyers (Govt/FPO/farmers)
L—p Collect feedback for next season
10. TARGET BENEFICIARIES

The target beneficiaries of a high-indigenous fruit nursery include a wide spectrum of
stakeholders across the horticultural and rural livelihood ecosystem. Foremost among these are
small and marginal farmers, especially those in mid- and high-altitude regions of Uttarakhand
who seek to diversify their landholdings through orchard-based income. These farmers often
lack access to certified saplings, especially for altitude-adapted fruits like peach, plum, and
kafal. By providing them with hardy, high-quality planting material, the nursery directly

contributes to improved yields, early fruiting, and enhanced market value.

Women-led self-help groups (SHGs) and Farmer Producer Organizations (FPOs) are also key
beneficiaries. These groups are increasingly being engaged in fruit plantation drives through
programs such as the National Rural Livelihood Mission (NRLM), Watershed Management,
and State Horticulture Missions. A nursery in the region allows SHGs to procure saplings

affordably and locally, with the added benefit of receiving technical training and after-sales



support. Over time, SHGs and FPOs may even start their own micro-nurseries under

mentorship from the original unit, creating replicable models for livelihood expansion.

Other stakeholders include NGOs working in nutrition, agroecology, and agroforestry; schools
and Panchayats seeking to establish fruit-bearing community spaces; and eco-tourism
enterprises that plant native fruit species to enhance biodiversity and visitor engagement.
Departments such as Forest, Rural Development, and Agriculture regularly need saplings for
plantation drives and compensatory afforestation programs. A certified, transparent, and
traceable nursery becomes a long-term partner for these institutions, ensuring that indigenous

varieties are preserved and mainstreamed in development programs.

11. SUITABLE LOCATIONS IN UTTARAKHAND

The ideal locations for setting up this nursery are mid- to high-altitude regions ranging from
1,200 to 2,200 meters above sea level. These zones are naturally suited for peach, plum, and
kafal cultivation and provide optimal conditions for both mother plant development and sapling
growth. Districts like Almora, Pauri Garhwal, Bageshwar, Chamoli, Tehri Garhwal, and parts
of Rudraprayag and Nainital are highly suitable. These areas already cultivate some of the
target fruits, and the nursery can source rootstock and scion material locally, reducing transport

and adaptation costs.

Within these districts, villages with south-facing slopes, access to irrigation (even seasonal),
and proximity to road networks are preferred. Proximity to government nurseries, KVKs, or
FPO clusters also enhances backward and forward linkages. Areas like Ranikhet, Gairsain,
Okhalkanda, and Munsiyari offer microclimates where peach and kafal both thrive naturally,
making them strong candidates for nursery development. These locations also benefit from

better farmer awareness and established orchard traditions.

Semi-urban fringes of hill towns like Almora, Srinagar (Garhwal), and Nainital may serve as
ideal aggregation and training hubs, especially if the nursery aims to scale or diversify into
value-added services such as training or packaging. Institutional support from district
horticulture offices, SHG federations, and development NGOs is stronger in such locations. By
embedding the nursery within the ecosystem of local farming practices, altitude suitability, and

development programs, the project maximizes its relevance and impact.



12. MANPOWER REQUIREMENTS WITH COST

A fruit nursery requires a small but skilled and consistent team to ensure seasonal planning,
plant health management, grafting, and customer coordination. At the core of the operation is
a Nursery Supervisor responsible for overseeing day-to-day activities, monitoring grafting
success rates, maintaining nursery hygiene, and coordinating sales. A monthly salary of
220,000 is proposed for this role. One experienced Grafting Technician is also essential,
especially during the peak budding and grafting months. They should have hands-on skills in

various propagation techniques and may be offered 315,000 per month.

Two Nursery Assistants are required for daily tasks such as watering, weeding, shifting
saplings, soil preparation, and packaging. Their salaries may range from 8,000 to 10,000
depending on skill level and experience. A part-time Administrative Assistant is needed to
maintain sapling records, purchase logs, and buyer lists, as well as to manage procurement
documents and scheme applications. Seasonal labor (3—4 workers) will be engaged during peak
months—February to April for grafting and July to October for dispatch—at X8,000/month for

around four months.

As the nursery grows, the team can be expanded or partially staffed from SHGs and FPO
networks to reduce costs. Overall, the estimated annual manpower cost ranges from 5.5 to

%6.5 lakhs depending on the location, seasonality, and level of mechanization.

Table: Manpower Requirements and Cost

No. of|Monthly Annual
Position Duration Responsibilities
Staff Salary (%) Cost %)
Oversee grafting,
Nursery 12 ] o
1 220,000 %2,40,000 ||scheduling, monitoring,
Supervisor months
outreach
Perform grafting,
Grafting 12
1 %15,000 %1,80,000 |budding, and
Technician months
propagation
Nursery 8,000 12 Watering, weeding, soil
. 2 %2,00,000 .
Assistants %10,000 months prep, packing




No. of|Monthly Annual
Position Duration Responsibilities
Staff Salary ) Cost )
Admin . Record-keeping,
Assistant 1 X8,000 296,000 paperwork,  inventory
. months _
(Part-time) tracking
Grafting support,
Seasonal 34 (as 4-5 296,000 ' .
X8,000/month packaging, sapling
Workers needed) months ||X1,28,000
movement
Total ) .
%5,50,000 —|[Inclusive of core salaries
Estimated — — —
26,50,000 |jand seasonal labor
Cost

13. IMPLEMENTATION SCHEDULE

The establishment of the fruit nursery will follow a seasonal cycle synchronized with the
horticultural calendar. In the first two months (Months 1-2), foundational work such as land
preparation, fencing, and basic shade net structures will be completed. During this time,
procurement of tools, seedbeds, and initial rootstock planting begins. Month 3 will focus on
collecting and storing scion wood from selected elite trees. Staff hiring and training also take

place during this phase.

Grafting and budding operations commence from Month 4 onwards, continuing through Month
5, aligned with climatic suitability. Concurrently, rootstock growth is monitored, nursery
layout is finalized, and pest management plans are implemented. Months 6 to 8 are focused on
plant maintenance, organic treatments, pruning, and initial hardening. Marketing begins in
Month 7 with buyer registration and outreach to SHGs and government schemes. Dispatch-

ready saplings are labeled and prepared between Months 9 and 11.

By the end of Month 12, the nursery closes its annual cycle with a stock review, customer
feedback collection, and planning for the next rootstock season. This cycle may be repeated
with minor overlap in rootstock and scion preparation depending on elevation and local
climate. Institutional buyers should be engaged well in advance to ensure smooth procurement

planning.



Table: Implementation Schedule

Timeline
Key Activities
(Months)
Month 1-2 Site selection, fencing, net structure installation, tool procurement
Month 3 Rootstock sowing, scion collection, nursery staff hiring and training
Grafting and budding operations, rootstock monitoring, pest control
Month 4-5
setup
Month 6-8 Sapling growth, organic treatments, hardening, record maintenance
Month 7-9 Outreach to buyers, FPOs, SHGs, govt departments for pre-orders
Month 9-11 Labeling, bundling, sapling dispatch, quality assurance
Month 12 Review of stock and sales, planning for next season’s propagation

14. ESTIMATED PROJECT COST

Setting up a small to medium-scale indigenous fruit nursery requires a modest but strategic
capital investment. The total estimated cost ranges between I12 and 14 lakhs depending on
the location, land condition, and scale of initial sapling production. A significant portion of this
budget—around I3-3.5 lakhs—goes toward nursery infrastructure such as shade net structures,
irrigation lines, fencing, and soil preparation. Another X2.5-3 lakhs is needed for tools and

equipment like grafting kits, trays, weighing scales, and basic packaging materials.

The largest recurring cost is working capital, which includes labor salaries, rootstock seed
procurement, organic inputs (compost, manure, pest control solutions), and transport of
materials and saplings. This is estimated at 35.5-6.5 lakhs annually. Additional expenditure
includes training, certification (if seeking nursery registration), and marketing materials such
as signboards, labels, and sapling tags. A contingency reserve of 50,000 is recommended for

unforeseen issues such as climate shocks, pest outbreaks, or price fluctuations in raw materials.

The project cost can be optimized if the promoter owns land and uses community assets such
as compost pits or water tanks. Further savings are possible by sharing nursery equipment
through SHG federations or FPOs. Several items are eligible for subsidy or grant support under
schemes like MIDH, PM-FME, or Devbhoomi Udyamita Yojana. The project is inherently



increase without proportionate rise in costs.

Table: Estimated Project Cost

scalable—once the initial infrastructure is in place, production volume and earnings can

Component

Estimated Cost
®

Details

Nursery Infrastructure (net shed,||X3,00,000 —|[Semi-permanent;  includes  soil  prep,
beds, fencing) X3,50,000 irrigation, composting area
. %2,50,000 —||Grafting knives, trays, secateurs, sprayers,
Equipment & Tools )
%3,00,000 signage
' . %5,50,000 —|[Labor, inputs, packaging, rootstock seeds,
Working Capital (1st year)
%6,50,000 organic treatments

Buyer outreach, signage, nursery registration,

Marketing & Training 350,000 — 75,000 )
demo materials
Contingency Fund 350,000 To cover climatic or pest-related fluctuations
%12,00,000 —|(Inclusive of setup, one-year working capital,
Total Estimated Cost ] .
%14,25,000 and operational contingency

15. MEANS OF FINANCE

The nursery can be financed through a mix of promoter equity, term loans, and government

subsidies. Typically, 20-25% of the project cost is borne by the promoter, amounting to 32.5—

%3.5 lakhs. This may be contributed in the form of land, fencing, partial infrastructure, or

working capital. The remaining 60-65% (X7-9 lakhs) can be financed via bank loans under

agri-horticulture schemes, including the Agriculture Infrastructure Fund (AIF) or MSME-

linked lending programs.

Government support forms the third pillar of financing. Under the Mission for Integrated

Development of Horticulture (MIDH), nurseries—especially those focused on fruit species and




community-scale models—are eligible for capital subsidy. In Uttarakhand, the Devbhoomi
Udyamita Yojana (DUY) also provides grants for green enterprises linked to biodiversity and
traditional knowledge. Promoters linked to FPOs, SHGs, or cooperatives may be eligible for

cluster-based infrastructure grants or revolving fund support.

This blended financing structure ensures that financial burden on the promoter is minimized
while institutional accountability and long-term viability are maintained. Additional funding
support may also be tapped through CSR partnerships, convergence with forest-based
livelihood projects, or organic certification-linked grants. A carefully designed financing
model not only supports nursery sustainability but strengthens its eligibility for scale-up and

replication in other blocks.

Table: Means of Finance

% of]
Source Contribution () | Total Remarks

Cost

. %2,50,000 — .
Promoter’s Equity 20-25% ||Cash, land, infrastructure, labor
%3,50,000
Can be availed through

Term Loan|X7,00,000 -

60-65% |banks/NABARD with moratorium and
(AIF/MSME schemes) |X8,50,000 )
soft interest

Government  Grants||X1,50,000 — 15200, Subsidies for horticulture, biodiversity,
. o
(DUY/MIDH etc.) %2,00,000 or FPO-led infrastructure
%12,00,000 - Blended financing lowers upfront risk
Total Estimated Cost 100%
314,25,000 and enhances credit eligibility

16. REVENUE STREAMS

The revenue for a high-altitude indigenous fruit nursery is derived from the sale of saplings of
Aadu, Plum, and Kafal to multiple buyer categories. The main income source is the sale of
grafted saplings during the plantation season. These are purchased by individual farmers,

SHGs, FPOs, and horticulture departments. A well-managed nursery can produce and sell



15,000-20,000 saplings annually depending on scale and available staff. Saplings typically sell

at 325-%50 each depending on the variety, grafting success, and certification status.

Additional income streams include the sale of rootstock or scion wood to other nurseries or

training centers. For example, budding sticks from elite mother trees can be sold during

dormant season at I5-X10 per stick. Some nurseries also offer packaged “orchard kits” with

saplings, planting instructions, and organic growth supplements, particularly for SHGs or

tourism-based farm projects. Revenue can also be generated by offering training sessions to

SHGs or through institutional contracts for plantation drives.

Over time, as the nursery gains recognition, value-added services like custom propagation (on-

demand grafting for NGOs or farmers), trial plot installation, or sapling delivery may be

monetized. In years with good climate and strong buyer networks, the nursery may also

participate in horticulture expos, online agri-platforms, or direct institutional procurement

under government missions—each opening up new revenue channels.

Table: Revenue Streams

Estimated Estimated
Unit  Price
Revenue Source ® Volume Annual Remarks
(Annual) Revenue (%)
Grafted saplings 225 _ 240 10,000 — 15,000(X3,00,000  —||Sold to farmers, SHGs,
(Aadu, Plum) saplings %6,00,000 FPOs, govt agencies
. Lower volume, high
Kafal saplings 2,000 — 3,000(X80,000 —
‘ ‘ %40 - %60 _ value; sold to herbal
(wild/native) saplings %1,80,000
projects, agroforestry
Sold to local nurseries
Rootstock or Scion 2,000 — 5,000(%10,000 —
X5 —R10/stick or farmer training
Sales sticks 40,000
programs
Custom Includes tools, saplings,
. %300 —|100 - 300/30,000 - .
Grafting/Orchard ) ) compost; popular with
. Z500/kit kits/year %1,00,000
Kits NGOs and SHGs




Estimated Estimated
Unit  Price
Revenue Source ® Volume Annual Remarks
(Annual) Revenue (3)
o ' %250 —50 - 100[%15,000 —|SHG-level nursery
Training Services o
¥500/person |[persons/year 350,000 training, orchard demos
Varies with production,
Total Annual 34,35,000 - )
— — partnerships, and
Revenue %9,70,000
market linkages

17. PROFITABILITY ESTIMATE

Profitability in the nursery business grows steadily after the first year, as infrastructure is
established and sapling survival rates improve. In Year 1, total revenue may be moderate,
around 34.5-5 lakhs, with a smaller net profit of 50,0001 lakh due to capital expenses and
staff onboarding. By Year 2, with optimized grafting success, stronger buyer links, and multiple

sales channels, annual revenue can rise to 37-9 lakhs, delivering 323 lakhs in profit.

By Year 3, if the nursery sells 18,000-20,000 saplings and includes training or orchard kit
components, revenue may cross J10—12 lakhs. At this stage, net profit margins may rise to 30—
35%. Importantly, the nursery also begins to create reputational value—trusted sapling sources
are more likely to secure bulk government or institutional orders. The business remains highly

viable with low working capital and high per-unit margin after setup.

Table: Profitability Projection

Profit
Estimated Estimated
Year Net Profit ()| Margin Remarks
Revenue () |Expenses (%)

(%)
Year [R4,50,000 —R4,00,000  —50,000 — 10-15% Setup phase; high grafting
1 %5,50,000 %4,75,000 %1,00,000 failure expected initially
Year |X7,00,000 —%5,00,000  —|T2,00,000 - Stable production, local
25-30%

2 %9,00,000 %6,50,000 %3,00,000 demand build-up




Profit
Estimated Estimated
Year Net Profit ()| Margin Remarks
Revenue () |[Expenses (%) %)
(1]

High demand, orchard
Year [X10,00,000 —R6,50,000 —R3,50,000 -

30-35%  |Kkits, institutional contracts
3 %12,00,000 %8,00,000 %4,50,000

possible

18. BREAK-EVEN ANALYSIS

The break-even point for the nursery is expected to be achieved by the end of the second year
of full operation. With an annual fixed cost base of approximately I5-6 lakhs (including
salaries, inputs, tools depreciation, and utilities), the unit must earn around X7.5-8 lakhs
annually to reach break-even. This is achievable by producing and selling 12,000-15,000

saplings per year at an average price of 340.

Strategic measures such as forward booking, alignment with government plantation seasons,
and bulk pre-orders from FPOs or NGOs help reduce inventory risk and accelerate break-even.
If government subsidy supports the setup infrastructure, the break-even may occur even
earlie—within 14-16 months. Once past this point, the business becomes significantly

profitable with minimal operational risk and high developmental value.

Table: Break-Even Analysis

Parameter Value %) Remarks
%5,00,000 —|(Includes salaries, nursery inputs, packaging,

Fixed Annual Costs
%6,00,000 maintenance

‘ X1,50,000 — )

Variable Costs per Cycle Based on 5,000—7,000 saplings per cycle
22,00,000

Break-Even Revenue|X7,50,000 —

Covers both fixed and variable costs
Requirement %8,00,000

Estimated Time to Break

B 18-22 months Sooner if grant/subsidy supports infrastructure
ven




Parameter Value %) Remarks

Post Break-Even Profit 55 359, Steady margins due to high per-unit value and
- 0
Margin low operating cost

19. MARKETING STRATEGIES

Marketing for a high-altitude nursery must combine grassroots outreach with institutional
linkage to ensure a stable and scalable buyer base. The most immediate strategy involves
connecting with horticulture departments, Krishi Vigyan Kendras (KVKs), FPOs, and
watershed programs that regularly procure fruit saplings. Pre-registration as a certified nursery,
participation in district-level plant fairs, and submitting empanelment forms under horticulture
missions can secure institutional orders. These typically involve bulk purchases and ensure

advance cash flow, especially during the monsoon and post-winter plantation seasons.

To expand reach, the nursery must build relationships with SHGs, organic farmers, and private
orchard developers in neighboring villages and districts. Farmer demos, trial sapling
distribution, WhatsApp catalogues, and referral incentives help in penetrating local markets.
Branding efforts should highlight altitude-specific varieties, native sourcing, and organic
nursery practices. A visible signboard, tagged saplings, and simple planting instructions
increase buyer confidence. Collaborating with local agriculture input dealers or mobile vans to

display saplings in remote markets can further improve last-mile visibility.

For long-term scale, the nursery should create online visibility via listings on e-NAM, Amazon
Kisan Store, or WhatsApp Business. Engagement with agri-influencers or regional YouTube
content creators can help reach new-age farmers and urban hobbyists. Branding kafal as a
heritage fruit with eco-tourism or herbal market potential adds premium value. Institutions like
schools, resorts, or eco-retreats can be tapped for bulk ornamental orders. A mix of
institutional, retail, and digital marketing ensures round-the-year income and reduces

seasonality risk.
20. MACHINERY REQUIRED

A fruit nursery operates primarily with hand tools and light equipment, making it a low-energy,
high-labor enterprise. The most essential tools include grafting and budding knives, secateurs,

pruning shears, and small hoes or hand spades for soil mixing and pot filling. For sapling



preparation and maintenance, the nursery also requires watering cans or sprinkler systems,
sprayers for organic pest control, weighing scales for media, and plastic trays or baskets for

moving saplings. Labeling tools such as tag printers or waterproof markers are also needed.

For larger operations or collective nurseries, power sprayers, misting systems, and simple soil
sterilization units may be added. If the nursery also produces compost on-site, tools like
compost forks, sieves, and vermicompost bins are useful. A basic weighing machine helps in
rootstock and sapling grading. Bamboo or steel benches may be constructed to keep saplings
off the ground and prevent pest or fungal damage. Solar lighting, polythene sheeting, and

netting are used for temperature and shade control.

All machinery should be sourced from agriculture supply vendors in Haldwani, Dehradun, or
online platforms. Tools must be kept rust-free and sanitized regularly to avoid graft
contamination. As the nursery grows, investment in simple pot-filling or grafting stations,
barcode labeling, and a digital plant inventory system may be considered. These do not require

heavy machinery but improve efficiency, traceability, and market readiness.

21. ENVIRONMENTAL BENEFITS

Nurseries play a central role in ecological restoration and climate-smart agriculture. By
supplying saplings of indigenous species like kafal, plum, and peach, the enterprise contributes
directly to biodiversity conservation and landscape regeneration. These trees improve slope
stability, water retention, and microclimate regulation—making them ideal for integration into
agroforestry, border plantations, and watershed development projects. Kafal, in particular, is

known to enhance pollinator presence and soil health, supporting broader ecosystem services.

The use of organic inputs in nursery operations ensures minimal environmental impact.
Compost, vermicompost, and natural pest deterrents reduce the use of synthetic chemicals.
Grafting and budding techniques preserve heirloom genetic material and promote varietal
purity, countering the risk of genetic erosion that comes with monoculture plantations. The
nursery’s operations also promote circular practices: plant waste becomes compost, old
rootstock beds are rotated with legumes, and water is often reused through drip or misting

systems.



Moreover, the nursery reduces the carbon footprint associated with sapling procurement by
producing regionally adapted planting material close to the source of consumption. This
prevents the import of unsuitable varieties from lowland commercial nurseries, which often
fail in hill conditions. Over time, the nursery becomes a green institution, educating farmers
and communities on tree planting, seasonal cycles, and the long-term value of native species

in adapting to climate variability.

22. FUTURE OPPORTUNITIES

The nursery’s future growth lies in scaling production, diversifying plant types, and integrating
with value chains. Once the basic model stabilizes, the unit can expand to include additional
native fruits like hisalu, kilmoda, or wild apricot. Partnerships with Forest Departments or
herbal research centers can open new income streams through supply of forest-use or
conservation saplings. The nursery may also become a certified training center for budding

rural entrepreneurs and SHG members under horticulture skill-building missions.

Another promising opportunity lies in backward and forward linkages. Backward, the nursery
can contract mother tree growers or community seed conservers to ensure consistent, local
genetic material. Forward, it can develop packaged orchard kits or promote satellite nurseries
in other blocks using a franchise or mentorship model. Certification (e.g., organic, GI tagging
for kafal) further enhances its premium brand positioning. Inclusion in eco-certification and
sustainable tourism programs can generate niche B2B orders for resorts and nature parks.In the
long run, the nursery may evolve into a climate resilience hub—offering saplings, training,
carbon-offset plantation bundles, and ecological advisory services. As fruit-based enterprises
grow in Uttarakhand through support from FPOs, NRLM, and export-linked programs, demand
for consistent, traceable planting material will only increase. A well-run, community-rooted
nursery can thus become a replicable, resilient, and revenue-generating model for the

Himalayas and beyond.



Disclaimer

Only a few machine manufacturers are mentioned in the profile, although
many machine manufacturers are available in the market. The addresses
given for machinery manufacturers have been taken from reliable sources,
to the best of knowledge and contacts. However, no responsibility is
admitted, in case any inadvertent error or incorrectness is noticed therein.
Further the same have been given by way of information only and do not

imply any recommendation.




