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A Note on This Book's Purpose

This book is written to share practical, experience-
based guidance for first-time manufacturing 
entrepreneurs in India. It reflects the author's own 
experience and observations over 20+ years in Indian 
SME marketing, distribution, and business 
development, and is offered in that spirit — as one 
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experienced person's honest, practical advice, not as 
professional legal, financial, tax, or regulatory counsel.

Laws, government schemes, registration processes, 
portal names, tax rates, and lending norms referenced 
in this book are accurate to the best of the author's 
knowledge at the time of writing, but these details 
change over time and can vary by state. Always verify 
current requirements directly with the relevant 
government department, bank, or a qualified 
professional — a chartered accountant, company 
secretary, or lawyer — before making a financial, legal, 
or regulatory decision for your own business.

Every business example in this book, whether based on 
a real case or offered as an illustrative composite, is 
shared to teach a general principle. Individual results 
vary based on product, location, market conditions, and 
many factors outside this book's control. Nothing in this 
book guarantees any particular business outcome, and 
the author and publisher accept no liability for losses 
arising from decisions made based on its contents.

About the Author

Rupak has spent more than 20 years working in Indian 
SME marketing, distribution, and business development 
— helping first-generation entrepreneurs across Tier-2 
and Tier-3 India navigate the real, practical work of 
building a business from the ground up.

That experience runs across several ventures, including 
nextwhatbusiness.com and 99businessideas.com, and 
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now MUVSI (muvsi.in), where this book comes from 
directly. The work has always centered on the same 
audience: entrepreneurs with limited starting capital, 
limited formal business training, and a genuine 
determination to build something that lasts, often in 
towns and industries the mainstream business press 
rarely writes for.

UDYOG SAATHI is written from that same place — 
direct experience, not textbook theory — for the 
reader this book was actually written for.

About MUVSI

MUVSI exists to help first-generation manufacturing 
entrepreneurs across India's Tier-2 and Tier-3 cities, 
towns, and villages build real, surviving businesses — 
not just factories that open, but businesses that last.

This book comes from over 20 years of hands-on 
experience in Indian SME marketing, distribution, and 
business development — two decades spent watching 
aspiring entrepreneurs succeed, struggle, and 
everything in between. That experience shapes every 
chapter here, particularly Part 7, which is built entirely 
from real cases, not textbook theory.

How to Use This Book
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This is not a textbook, and it is not meant to be read 
the way one reads a novel, cover to cover, in order, 
before doing anything.

This is a reference handbook. It is built to be used the 
way you would use a trusted advisor sitting beside you 
— read the part you need right now, act on it, and 
come back for the next part when you actually need it.

If you are still deciding whether to start, read Part 1 
fully before anything else. It will save you more money 
than any other part of this book, simply by helping you 
decide whether now is the right time, and whether this 
specific business is the right one.

If you have already decided and are choosing what to 
manufacture, start with Part 2.

If you already know what you want to make and are 
planning your factory, jump straight to Part 3, and 
come back to Parts 1 and 2 only if something there 
feels unresolved.

If your factory is built and your struggle is finding 
buyers, go directly to Part 6. It is the largest part of this 
book for a reason — selling is the single biggest reason 
small manufacturing businesses fail, and it deserves 
more attention than any other topic here.

Whatever stage you are at, read Part 7 before you 
finalize any major decision involving your own money. 
It is short, and it is the most valuable few pages in this 
entire book.

Every chapter includes practical checklists, direct 
examples, and — where relevant — real conversation 
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scripts you can actually use, in Hindi and English, with 
suppliers, buyers, dealers, and officials. Use them. They 
are meant to be copied, not just read.

Foreword: Why Most Factory Books Get It 
Backwards

Most guides written for new manufacturers follow the 
same structure: start with the factory. Choose your 
machine. Get your licenses. Understand your 
production process. Somewhere near the end, almost 
as an afterthought, a short chapter on "marketing" gets 
added — as if finding customers is a detail to handle 
once the real work of building a factory is done.

This backwards structure is not an accident. It reflects 
how most first-time manufacturers actually think, and it 
reflects how most of them fail.

Production feels concrete. A machine is something you 
can see, touch, and be proud of. Finding a buyer feels 
uncertain, uncomfortable, and easy to postpone. So the 
instinct, again and again, across every sector and every 
region of this country, is to build first and sell later — 
and by the time "later" arrives, the working capital that 
should have funded months of patient selling has 
already been spent on production capacity nobody yet 
needs.

This book is built in the opposite order, on purpose. It 
insists, from the very first chapter, that you are not in 
the business of manufacturing — you are in the 
business of selling, and manufacturing happens to be 
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how you deliver what you sell. Every part of this book, 
including the parts about machines, licenses, and 
factory layout, keeps returning to that same question: 
will this help you sell, or will it simply feel like progress 
while quietly working against you?

If you take one idea from this entire handbook, let it be 
this: the businesses that survive their first few years are 
not always the ones with the best product. They are the 
ones run by people who never stopped treating selling 
as the real work, from day one, through every stage 
that followed.

That is the mindset this book is built to give you. 
Everything else is detail.
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Chapter 1: Why Most First-Time 
Manufacturers Fail
~13 min read

Yogesh invested ₹45 lakh to set up a corrugated box 
manufacturing unit in Chakan, near Pune — one of 
India's biggest auto-component manufacturing clusters, 
surrounded by large factories that all needed 
packaging.

₹28 lakh of that went into machinery. He built a 
genuinely capable plant, sized to serve exactly the kind 
of large OEM (Original Equipment Manufacturer) clients 
sitting all around him.

What he did not do, before any of this, was secure 
vendor codes from those clients, or run anything like 
the twenty-buyer validation covered later in this book. 
A vendor code is the official registration number a large 
company issues to an approved supplier — without it, 
you cannot invoice them at all, no matter how good 
your product is.

He assumed that with a plant this capable, sitting this 
close to major manufacturers, the orders would follow 
naturally once he was ready to supply.

They did not follow. Large OEM clients have formal 
vendor approval processes — quality audits, trial 
batches, paperwork — that can take months, 
sometimes longer, and Yogesh had none of that in 
motion before his plant was ready to run.
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For eight months, his machines sat mostly idle while his 
fixed costs kept running regardless: rent, minimum 
power demand charges the electricity board bills 
whether you use the power or not, operator salaries, 
and his loan EMI. Together, that came to ₹1.73 lakh 
every month — roughly ₹13.8 lakh over those eight 
months, spent on a plant producing almost nothing.

Yogesh did not fail because his plant was badly built. He 
did not fail because corrugated boxes were the wrong 
product for that location. He failed because he built the 
entire business backwards — production first, buyers 
later — the exact pattern this book exists to help you 
avoid.

The Pattern You Will See Again and Again in 
This Book

Yogesh's story is not unusual. It is, in fact, the single 
most common pattern behind small manufacturing 
failures in India.

Talk to any bank manager who handles MSME loans, 
any machinery dealer, any industry association office-
bearer — they will all tell you some version of the same 
story.

The pattern looks like this:

1.  Person has capital (savings, loan, or family money)

2.  Person sees a product opportunity — often 
because "this is in demand" or "my relative does 
this and earns well"
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3.  Person spends most of the capital and most of the 
time on production — registration, shed, machine, 
raw material

4.  Person assumes selling will happen "automatically" 
once the product is ready

5.  Product is ready. Buyers are not.

6.  Working capital runs out while person is still trying 
to build a customer base from zero

By the time selling becomes the actual focus, the 
money that was meant to fund that effort — sales 
visits, samples, credit terms for early buyers, a few 
months of running below capacity while relationships 
build — is already gone. It was spent on the factory side 
of the business.

 ⚠️Warning: Watch for this in yourself If you find 
yourself spending more hours comparing machine 
brands, motor sizes, and automation features than 
hours talking to actual buyers, stop and notice this. 
Almost every first-time manufacturer we have seen 
fail did more research on machinery than on 
customers. It feels productive. It is not the work 
that saves your business.

This is not a Pune problem, or a packaging problem, or 
a first-generation-entrepreneur problem. It happens in 
food processing, in metal fabrication, in garments, in 
agro-processing — in almost every manufacturing 
sector at the small-scale level, across every state.

The product changes. The pattern does not.
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A namkeen (snacks) manufacturer in Indore bought a 
full packaging line before he had a single dealer 
confirmed. A metal fabrication unit near Coimbatore 
built capacity for export orders that took fourteen 
months to actually materialize, while their machines sat 
mostly idle.

Different product, different city, same mistake — 
money spent on production before money was spent 
on finding buyers.

Why This Happens — And It Is Not Because 
People Are Careless

If you ask people like Yogesh why this happened, they 
are rarely careless or lazy. Most of them did real 
research. Most of them worked hard.

The mistake is not effort. The mistake is where the 
effort went.

Here is why this pattern repeats so often:

Production feels concrete. Selling feels vague.

A machine is something you can see, touch, compare, 
and negotiate a price for. A customer is not guaranteed 
until they actually place an order and pay for it.

So naturally, you spend your time on the part that feels 
solvable — buying the right machine — and you keep 
telling yourself the uncertain part — will people 
actually buy — is something you will "figure out later."

A bigger machine feels safer than it actually is.
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Almost every first-time manufacturer, at some point, 
gets tempted to buy a bigger or more automatic 
machine than they need — "just in case orders come 
fast" or because the dealer shows that the per-unit cost 
is lower at higher capacity.

This thinking is backwards. A bigger machine that eats 
your working capital leaves you with less money to 
survive the months it takes to actually build a customer 
base.

A smaller machine, fully paid for, with money left over 
for sales and running costs, will keep you alive far 
longer than a bigger machine bought on a tight budget.

 ⚠️Warning: If buying a bigger machine means you 
will have less than 3-4 months of rent, wages, and 
raw material cost left in hand afterward, the 
machine is too big for where you are right now. 
Working capital keeps you alive. Machine capacity 
does not, if there is nothing to run through it.

Everyone around you talks about production, not 
sales.

Machinery dealers want to sell you a machine. 
Consultants who prepare your loan project report 
(often called a DPR — Detailed Project Report) are 
experts in calculating costs and returns, not in how you 
will actually walk into a shop and get an order.

Government schemes are built around how much you 
invest in machinery and building, not around how you 
will find customers. Almost everyone you meet in your 
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first few months is set up to help you build the factory. 
Almost nobody is set up to help you find buyers.

Bank loan project reports can give you false 
confidence.

Your DPR includes a sales projection — a number 
showing how much you expect to sell in Year 1, Year 2, 
and so on. But in most cases, this number is not built 
from real conversations with real buyers.

It is calculated backward from your loan amount and 
your machine's capacity, just to make the numbers on 
paper look reasonable enough for the bank to approve. 
For example: if your machine can make 10,000 units a 
month, the DPR might simply assume you will sell 7,000 
of them — without a single buyer actually having 
agreed to that.

The bank approving your loan means your paperwork 
was in order. It does not mean the market has agreed 
to buy your product.

 ⚠️Warning: If you are reading this and thinking 
"my product is good, people will want it once they 
see it" — you are not wrong that this might be true. 
You are wrong if you are treating it as certain 
enough to spend your capital on before you have 
checked. Hope is not a sales plan.

Nobody teaches you how to sell, the way they teach 
you how to register.

There are checklists everywhere for Udyam 
registration, GST, and factory licenses. There is no 
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equivalent checklist for "how do I find my first ten 
paying customers before my money runs out."

This book exists specifically to fill that gap — which is 
why Part 6, on marketing, is the largest part of this 
entire handbook.

The Core Idea This Entire Book Is Built On

You are not in the business of manufacturing.

You are in the business of selling — and manufacturing 
happens to be how you deliver what you sell.

This changes the order in which you should do things. It 
is not just a difference in how the sentence is written — 
it changes what you do first, second, and third with 
your money:

•  Before you buy a machine, you should know — 
not guess, know — that people will buy what it 
makes.

•  Before you sign a shed lease, you should have 
spoken to real potential buyers, not just researched 
demand on Google.

•  Before you spend your working capital on 
production capacity, you should hold back enough 
to fund the slow, awkward, relationship-building 
phase of finding your first customers.

 ⚠️Warning: When new manufacturers finally do 
turn to selling, many make one more mistake — 
they spend their limited marketing budget on 
advertisements, social media boosting, or a 
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website, before they have even approached the 
two or three dealers or distributors who could get 
their product into fifty shops overnight. For most 
small manufacturers in India, one good dealer 
relationship is worth more than months of 
advertisement spending. We will cover this 
properly in Part 6 — but keep it in mind from the 
start: find your dealers before you fund your 
advertisements.

If this sounds obvious when written down like this, that 
is exactly the trap. It is obvious in a book.

It rarely feels obvious when you are standing in front of 
a good machinery deal, with capital in hand, and a 
genuine belief that your product is better than what is 
currently available in the market. That belief is usually 
true. It is also not enough on its own.

What Yogesh Should Have Done Differently

Yogesh's story does not end in complete failure — he 
pivoted, and the business survived, but only after those 
eight expensive months forced his hand.

Rather than continuing to wait on large OEM clients 
and their slow vendor approval processes, he shifted 
his plant toward local short-run job-work — smaller 
manufacturers who needed packaging in quantities too 
small for his big-client competitors to bother with — 
and e-commerce sellers who needed packaging fast, on 
15-day payment terms instead of the 60-90 days a large 
OEM client would have demanded.
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This was not the business he originally set out to build. 
It was a smaller, faster-moving, less prestigious version 
of it. But it generated real cash, month after month, in 
a way that waiting for OEM approval never did.

If Yogesh had spent his first two months securing 
vendor codes and real commitments — or had started 
with the local job-work and e-commerce clients from 
day one, rather than treating them as a fallback — his 
first eight months would have looked completely 
different.

He could have run a smaller version of the same plant 
on those local, faster-paying clients while his OEM 
vendor applications moved through their slow approval 
process in parallel, instead of betting the entire 
business on OEM approval arriving on time.

That approach — starting with the buyers who will 
actually say yes quickly, while pursuing the bigger, 
slower relationships alongside — is the method 
covered in the next few chapters: how to validate a 
business idea against real buyers before you spend 
your capital on production capacity.

Quick Takeaways

•  Production and sales are not two separate 
phases — building a plant before securing vendor 
codes or real buyer validation is the #1 reason 
small manufacturers fail

•  A bank's project report projection is not proof of 
demand; it's a number worked backward from your 
loan and machine capacity
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•  Never buy a machine bigger than your validated 
order volume, even if the per-unit cost looks better

•  Find dealers and distributors before spending on 
advertising — one good dealer relationship often 
beats months of ads

Before You Continue

This chapter is not meant to discourage you from 
manufacturing. It is meant to change the order of your 
first few decisions.

Everything in Parts 2 and 3 of this book — choosing a 
business, planning a factory — will keep returning to 
one question, because it is the question that decides 
whether a small manufacturing business survives its 
first year:

Who is going to buy this, and how do you 
know?

If you can answer that honestly before you spend your 
capital, you are already ahead of most first-time 
manufacturers in India.
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That was Chapter 1.
The full book has 46 chapters in 8 parts: validating 
demand, planning your factory, funding it, running 

production, and the largest section on selling, plus a 
closing chapter on why small factories fail, drawn from 

real cases.

Get the full book at muvsi.in
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