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1. Executive Summary

This plan sets out an Artisanal Cheese & Specialty Dairy Business in India — a small-batch creamery making
aged hard cheeses, semi-soft and fresh cheeses, cultured butter and yoghurt from a named milk supply, with its own

ageing rooms, culture programme, and sales through specialty retail, restaurants, hotels and direct subscription.

The dairy vertical's conventions are set in the dairy-farm anchor and carried through the processing, products-brand, ice-
cream, distribution and feed plans: make the test result public per batch; a figure that will be published tomorrow
is one nobody rounds today; the product fails in somebody else's cabinet under your name; and where the
standard test measures a proxy, publish the component it conceals. What is specific to artisanal cheese is that

the premium is paid for a story, and nothing in the category compels the story to be true.

M "ARTISANAL", "FARMHOUSE" AND "AGED" ARE UNREGULATED WORDS DOING THE WORK OF A
SPECIFICATION. A buyer paying 1,400 a kilogram cannot verify the milk source, the ageing period, the
culture, the make method — or, in a market where rebadged imported and industrially made cheese is
routinely sold as local artisanal, whether it was made in this country at all. The entire premium rests on
provenance, and provenance is asserted rather than evidenced. So every wheel carries the NAMED MILK
SOURCE, the MAKE DATE and the AGEING DAYS as numbers, and the MAKE SHEET FOR EVERY BATCH IS
PUBLISHED against its code — milk intake date and herd, culture, coagulant, make times and temperatures,
salting, and the ageing room record. The general rule: WHERE THE PREMIUM IS PAID FOR PROVENANCE,
PROVENANCE MUST BE A DOCUMENT RATHER THAN AN ADJECTIVE.

1 AND THIS IS THE ONE CATEGORY IN THIS LIBRARY WHERE ARTISANAL ROMANCE CAN ACTUALLY KILL
SOMEBODY. Raw-milk cheese carries a real listeria and tuberculosis risk that falls hardest on pregnant women,
infants, the elderly and the immunocompromised — and the trade's aesthetic runs strongly toward raw milk,
short ageing and a resistance to industrial-sounding controls. This creamery states its position plainly rather
than romantically: pasteurised milk for every fresh and short-aged product; raw milk used only where FSSAI's
minimum ageing period is observed and exceeded, from a named herd with its own testing regime; and AT-
RISK-GROUP LABELLING ON EVERY RAW-MILK PRODUCT, in plain language, on the front.

[ The third finding is where a living product dies: THE RETAILER WHO CANNOT HOLD IT. Cheese continues to
change after it leaves the ageing room, and a wheel held at 14°C in a shop with no cave becomes a different
and worse cheese under this creamery's name. Storage conditions are stated per product, retail storage is
assessed before listing, and 34 retailers were de-listed in Year 3 — reported rather than buried, per the

products-brand rule that removing a paying customer is the only version of this control that means anything.

This plan models an operator requiring ¥4.60 crore (X1.70 crore investor + %90 lakh working-capital facility + X1.20 crore
promoter + X80 lakh term loan), moving from ¥3.20 crore revenue and a ¥46 lakh loss to ¥12.40 crore revenue and
X1.61 crore profit by Year 3 — a 13.0% net margin, 34.2% return on capital, and hard-cheese yield of 10.6% against a

trade norm nearer 9.5%. (Artisanal cheese and specialty dairy — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A creamery whose wheel tells you which herd, which day and how long.

Vision: To be the Indian cheese a chef can name the farm behind.



Mission: Name the herd; print the make date and the ageing days; publish the make sheet; pasteurise unless the ageing
genuinely covers it; label the raw-milk risk where the people at risk will see it; state how the cheese must be kept and de-

list those who cannot; and write down the recipe so it is not one person's memory.

Legal structure

¢ Private Limited — recommended. FSSAI manufacturing licence, hotel and modern-retail supply agreements, cold-chain
distribution and outside capital all assume it.

¢ Proprietorship or LLP — common among small creameries; the consequence is that a listeria incident attaches
to an entity with no capacity to recall, compensate or survive, and the maker's personal exposure is
unlimited.

« Employed cheesemakers with documented make sheets, not a single artisan holding everything in his head —
because a creamery whose recipe is a person has no continuity, no consistency and nothing to sell if he

leaves.

Regulatory anchor: a food business whose principal risk is microbiological and whose principal claims are unregulated.
The first exposure is raw-milk products: FSSAI's Food Products Standards permit cheese from raw milk only
where a minimum ripening period at a specified temperature is observed, and the pathogen criteria under the
Microbiological Standards Regulations apply absolutely — listeria monocytogenes in a ready-to-eat cheese is
not a quality deviation but a public-health event, and the people it kills are disproportionately pregnant
women and infants. The second is representation: "artisanal", "farmhouse", "handmade" and "aged" carry no
legal definition in India, so they are governed only by the general misleading-claims provisions of the
Consumer Protection Act and FSSAI labelling rules — which means the words are worth a premium precisely
because nobody has to earn them. The third is compositional and labelling standards: cheese, processed
cheese and cheese analogue are distinct FSSAI categories with prescribed milk-fat and moisture requirements,
and country of origin must be declared where a product is imported and re-packed. Then: cold-chain obligations
through to retail; a documented and exercised recall plan; state pollution-control consent for whey, which is a heavy effluent

load; GST; and EPF/ESI, POSH and food-handler health checks.

3. Promoter & Ownership

Led by a promoter with cheesemaking, dairy technology or specialty-food background. Three competences decide
outcomes. Make consistency, because an artisanal cheese that varies wheel to wheel is a hobby, and consistency comes
from documented make sheets and controlled ageing rather than from intuition. Milk relationship management, since
cheese milk is not commodity milk — somatic cell count, protein and the absence of antibiotic residue determine whether a
make succeeds, and that requires a named herd and a paying relationship rather than a spot purchase. And the willingness
to destroy a make — an ageing batch that has developed a defect, worth several lakh rupees, at a moment when the order
book is full. Ownership, equity & investor terms are editable inputs; the release decision and the pathogen testing sit

with quality and the promoter, never with sales, whose orders they can fail.

4. Market Analysis — India

Indian specialty cheese is growing from a very small base at high speed, and is currently defined more by imports and

storytelling than by anything a buyer can verify.



Demand drivers

o Restaurant and hotel demand for cheeses that behave predictably, from chefs who care about provenance and can

taste inconsistency immediately.

o Urban premium retail and gourmet e-commerce, which has made specialty cheese available far beyond the metros
that used to hold it.

o Import substitution — imported cheese is expensive, freight-aged and often poorly handled by the time it arrives,
which is a genuine opening rather than a patriotic argument.

« Growing familiarity, as a generation that has travelled and eaten abroad now looks for the same products at home.

 Vegetarian-rennet demand, which is a substantial and specifically Indian requirement most imported cheese cannot
meet.

o Subscription and direct sales, which let a small creamery reach a national audience without a distributor.

Market sizing (illustrative framing)

TAM Specialty and premium cheese consumption in India Small but fast-growing; import-heavy

SAM Buyers paying a provenance premium within reliable Bounded by AGEING CAPACITY and cheese-
cold-chain reach milk supply

SOM (Yr

1-3) Volume sold across retail, HORECA and direct X3.2cr - X12.4cr; milk intake 2,800 —» 9,600 LPD

The ageing room is the constraint and the balance sheet

_ Yield from milk Capital locked per Y1 of Yr-3 sales

Fresh — paneer-style, ricotta, cream cheese Days 12-18% Minimal
Semi-soft & washed rind 4-10 weeks 10-12% 0.14
Aged hard cheese 6-18 months 10.6% %0.61
Cultured butter & yoghurt Days 4.8% [/ ~100% Minimal

The right-hand column is the fact that sinks most artisanal creameries and is rarely modelled before they
start. An aged hard cheese ties up milk, labour, energy and space for a year or more before a rupee returns,
so growing the aged range is indistinguishable from building inventory — and a creamery that grows too fast
in aged product runs out of cash while its balance sheet looks excellent. Fresh cheese and cultured butter turn
in days and are therefore not a lesser business but the funding mechanism for the aged one, which is why this
plan holds roughly half its Year-3 revenue in fast-turning product even though the aged wheels carry the

reputation.

Constraints

o Cheese-milk supply — quality requirements are far stricter than for liquid milk, and few Indian herds are managed to
them.

« Ageing capacity and working capital, which bound the aged range absolutely.

e Cold-chain reach, and the fact that most Indian retail cannot hold a cheese properly.

o Skilled cheesemakers, of whom India has very few and which is a genuine key-person risk.



5. Competition & Position

competitor type _ Weakness this plan eprOits

Imported European ) ) ) ) . Expensive, freight-aged, often abused in
Reputation, protected designations, genuine tradition

cheese Indian cold chains

Large Indian dairy o ) Little genuine aged product; "cheese"
Distribution, price, processed-cheese scale

brands often analogue or processed

Other Indian artisanal ) ) Provenance asserted, never

. Real craft, genuine following, good products

creameries documented; consistency variable

Re-packers of imported . ) Sold as local and handmade when it
Cheapest route to an artisanal-looking brand

or industrial cheese is neither
Named herd, make date and ageing days on every Costs more; destroys makes

This plan wheel, make sheet published, raw-milk position stated, competitors would sell; slower to scale
retailers de-listed aged product

The positioning claim is aimed first at chefs, because a chef is the only buyer in this category who can detect
inconsistency immediately and has a professional reason to care about provenance. He needs a cheese that
behaves the same way in March and in September, and he needs to be able to name it on a menu — which is a
documentary requirement rather than a gastronomic one. The retail customer follows the chef, and the
subscription customer follows both; but the chef is the buyer who will actually test the claim, which is why the

claim is built for him.

The cost of the honest position is stated in rupees rather than implied. Pasteurising where the ageing does not
genuinely cover the risk, rather than making raw-milk versions the trade prefers, costs an estimated 364 lakh
of Year-3 revenue in products this creamery will not make. Destroying makes that develop defects during
ageing costs ¥52 lakh a year — and each destroyed wheel represents a year of milk, labour and space already
spent. De-listing 34 retailers removes paying customers. Publishing make sheets costs 18 lakh and hands
competitors a partial recipe. The offsetting return is HORECA and subscription business worth ¥7.44 crore of
Year-3 revenue at realisations a commodity cheese cannot approach, and a brand that survives the listeria

incident that will eventually happen to somebody in this category.

6. "Artisanal” Is an Unregulated Word Doing the Work of a Specification

Almost every word this category charges a premium for is legally meaningless in India.

The word on the label What it legally requires What the buyer assumes

Artisanal Nothing Small batch, handmade, skilled
Farmhouse Nothing Made on a farm from that farm's milk
Aged / matured Nothing — no minimum period Months in a cave

Handmade Nothing Not industrially produced

Made in India Origin rules if imported and re-packed Made here — which is sometimes false



The middle column is the whole finding: a buyer paying three or four times a commodity price is paying for a
set of assertions that carry no legal content and require no evidence. And unlike the ghee and paneer
adulteration in the products-brand plan, this is not detectable even in a laboratory — an analysis can tell you a
cheese's fat and moisture, but it cannot tell you whether it was made by hand in Coonoor or bought in bulk
and re-wrapped. The claim is unfalsifiable by any means available to the buyer, which is exactly the condition
under which a premium attracts people who have not earned it. WHERE THE PREMIUM IS PAID FOR
PROVENANCE, PROVENANCE MUST BE A DOCUMENT RATHER THAN AN ADJECTIVE.

So every wheel carries four numbers and a name: THE NAMED MILK SOURCE — the herd or farm, not "local
farms"; THE MAKE DATE; THE AGEING DAYS at the point of sale; and the BATCH CODE. And the MAKE SHEET
FOR THAT BATCH IS PUBLISHED against the code: milk intake date and herd, somatic cell count of the intake
milk, culture and coagulant used, whether vegetarian rennet, make times and temperatures, salting method,
and the ageing-room temperature and humidity record for the whole maturation. It is more information than
any customer will read and more than any competitor publishes, and the point is the same one the products-
brand plan made about batch pages: a make sheet that will be published is a make sheet nobody shortens, so
the strongest effect of publication is internal. Nothing is bought in and re-wrapped, and where this creamery

sells another maker's product it is labelled with that maker's name.

7. Raw Milk, Listeria, and the Retailer Who Cannot Hold It

Two further problems separate this category from every other in the vertical, and the first is the only one in this library that

kills people.

m RAW-MILK CHEESE IS THE ONE PLACE WHERE ARTISANAL ROMANCE HAS A BODY COUNT. Listeria
monocytogenes grows at refrigeration temperature, is not detectable by taste, smell or appearance, and
produces a mild illness in most people and a catastrophic one in pregnant women, infants, the elderly and the
immunocompromised — with listeriosis in pregnancy causing stillbirth. Bovine tuberculosis transmission
through raw milk is a further, genuinely present Indian risk. And the trade's aesthetic pulls hard the other
way: raw milk is held to make better cheese, short ageing is fashionable, and pasteurisation is spoken of as an
industrial compromise. So this creamery's position is stated flatly: PASTEURISED MILK FOR EVERY FRESH AND
SHORT-AGED PRODUCT WITHOUT EXCEPTION; raw milk only for hard cheeses where FSSAIl's minimum ripening
period is observed and exceeded, from a NAMED HERD with its own tuberculosis, brucellosis and cell-count
testing; pathogen testing on every raw-milk batch before release; and AT-RISK-GROUP LABELLING IN PLAIN
LANGUAGE ON THE FRONT of every raw-milk product.

The at-risk labelling deserves a sentence of its own because it is the part competitors will not copy. A warning
that pregnant women should not eat this cheese, printed on the front where she will actually see it rather
than in a compliance panel, reduces sales — it is the ice-cream plan's finding exactly, where a disclosure that
damages the product's appeal gets positioned so as not to be noticed. Here the disclosure is placed where it is
useful rather than where it is defensible, because the person it protects has no other way of knowing and the
consequence of her not knowing is not a disappointing purchase. Where a product's risk profile is genuinely

unsuitable for a group, the label speaks to that group first and to the marketing second.

[[1 AND CHEESE IS A LIVING PRODUCT THAT DIES IN AN INDIAN SHOP. A wheel continues to ripen after it
leaves the cave, and the temperature and humidity it is held at determine what the customer eventually eats

— so a cheese kept at 14°C in an unrefrigerated deli counter, or sweating under a spotlight, becomes a

different and worse cheese carrying this creamery's name. Most Indian specialty retail cannot hold cheese



properly and has never been told what "properly" means. So storage conditions are STATED PER PRODUCT
rather than generically, retail storage is ASSESSED BEFORE LISTING with a logger left for a week, cut-and-
wrap practice is trained rather than assumed, and retailers who repeatedly fail are DE-LISTED — 34 in Year 3,
reported rather than buried, since removing a paying customer is the only version of this control that means

anything.

0 AND THE MAKER IS THE BUSINESS, WHICH IS A RISK RATHER THAN A ROMANCE. Most Indian artisanal
creameries are one skilled person whose knowledge lives in his hands, so the business has no continuity, no
consistency across a season, and nothing transferable to sell. Documented make sheets, trained second and
third makers, and a written culture and ageing protocol are therefore commercial infrastructure rather than a
betrayal of craft — and the same documents that let a buyer verify provenance let a second maker reproduce a

cheese in the founder's absence. The control and the succession plan are the same document.

8. Operations Plan (source, make, age, test, publish, deliver)

Cheese-milk sourcing

« Named herd relationships rather than spot purchase, with a premium paid for cheese-grade milk and the reason
explained.

¢ Intake tested for cell count, protein, antibiotic residue and adulterants, per the vertical's rule, with the
laboratory holding the accept decision.

¢ Herd health verified for raw-milk supply — tuberculosis and brucellosis status, and the herd's own welfare metrics
per the anchor plan.

o Milk collected and chilled within the stated window, since cheese milk deteriorates in ways liquid milk tolerates.

Make

« Every make run to a documented make sheet — culture, coagulant, times, temperatures, cut, stir, drain, press and
salt — recorded as it happens rather than reconstructed.
+ Vegetarian rennet as the default, with any exception declared prominently on the label.

« Pasteurisation for all fresh and short-aged product; raw milk only within the ripening rules and from a verified
herd.

¢ Yield measured per make, since 1% of yield on a hard cheese is a material share of the margin.

Ageing

« Ageing rooms with logged temperature and humidity, and excursions reported rather than alarms acknowledged.
¢ Wheels turned, brushed and inspected to a schedule, with defects recorded per wheel rather than noticed at sale.

« Defective wheels destroyed and recorded, never sold at a discount as a second — because a defect sold cheap is

still this creamery's cheese in somebody's mouth.

« Ageing inventory valued and reported, since it is simultaneously the product and the largest asset.

Testing, publication and despatch

+ Pathogen testing before release on raw-milk and soft products; compositional testing on every batch.
« Make sheet published against the batch code, with the ageing record attached.
« Storage conditions printed per product, and retailer storage assessed before listing.

o Chilled despatch with logged temperature, and recall drills twice a year against a real batch code.



The operational hinge is the wheel that has developed a defect at month nine of a twelve-month ageing, with
a year of milk, labour, energy and space already spent and an order book that would absorb it. Selling it as a
second recovers real money, harms nobody visibly, and is what most of this trade does. But a customer who
buys a discounted wheel does not experience it as a second — she experiences it as this creamery's cheese,
and forms a view accordingly. So defective wheels are destroyed and recorded at ¥52 lakh a year, the
destruction is a reported line rather than an absorbed loss, and the decision sits with quality rather than with

the person holding the order book.

9. FSSAI Standards, Raw Milk & Operating Compliance (India)

o Company & tax — Private Limited, PAN/TAN, GST, FSSAI manufacturing licence, product-liability and recall insurance.

o Raw-milk products — FSSAl standards permitting raw-milk cheese only with a minimum ripening period at a specified
temperature; Microbiological Standards Regulations apply absolutely, and listeria monocytogenes in a
ready-to-eat cheese is a public-health event rather than a quality deviation.

o Representation — "artisanal", "farmhouse", "handmade" and "aged" have no legal definition in India and are governed
only by general misleading-claims provisions; the words are worth a premium precisely because nobody has to
earn them.

 Category & composition — cheese, processed cheese and cheese analogue are distinct FSSAI categories with
prescribed milk-fat and moisture requirements; country of origin declared where a product is imported and re-packed.

o Cold chain & recall — storage and transport obligations through to retail; documented and exercised recall resolving a
wedge to a wheel, a make and a milk intake.

« Environment — state pollution-control consent for whey, which is a heavy effluent load and also a recoverable product.

o Workforce — EPF/ESI, POSH, food-handler health checks, and hygiene training for a hands-on process.

10. Organisation & Manpower Plan

Promoter / head cheesemaker Owns the make sheets and the destruction decision
Cheesemakers 3 8 Trained to documented sheets, not to one person's hands
Affineurs & ageing-room staff 2 6  Turning, brushing, defect recording per wheel

Quality & laboratory 2 5 Holds release and pathogen testing; reports to the promoter
Milk sourcing & herd liaison 2 4 Named-herd relationships; intake testing

Packing, cut-and-wrap & despatch 4 11 Chilled despatch with logged temperature

Sales — HORECA, retail, subscription 4 10 Assesses retailer storage before listing

Finance & admin 2 5 Ageing inventory valuation; traceability records

Total 20 50 Employed; food-handler certified

Eight cheesemakers rather than one is the structural choice that distinguishes this from most Indian
creameries, and it is a business decision rather than a growth consequence. A creamery whose knowledge

lives in one person's hands cannot maintain consistency across a season, cannot take an order it might not be



able to fill, and has nothing transferable to sell — and the documented make sheets that let a buyer verify
provenance are the same documents that let a second maker reproduce a cheese when the founder is ill. The

control and the succession plan are the same artefact, which is the most economical thing this plan does.

11. Implementation Timeline & Milestones

Formation & build Month 0-7 Incorporation, FSSAI licence, pollution consent, make room and ageing caves built

Named herds contracted with cheese-grade premium; intake testing live; herd health
Milk relationships Month 3-9 fied
verifie

First makes &
" Month 6-12 Make sheets documented; batch coding; publication page; ageing-room logging
systems

Fresh range to market =~ Month 9-16 Fresh cheese, cultured butter and yoghurt funding the ageing programme

Month First 6- and 12-month wheels; HORECA and subscription channels; retailer storage
Aged range releases

16-28 assessment

Month ) o
Scale 036 Second cave, expanded make room, whey recovery, national subscription

Training and competence

« Make-sheet discipline for every cheesemaker, recorded as it happens rather than written up afterwards.
+ Hygiene and pathogen awareness, with specific training on why listeria is different from spoilage organisms.

« Affinage judgement — defect recognition, when a wheel is recoverable and when it is not.

Retailer education for the sales team, including how to assess a counter and how to explain a de-listing.

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of an
artisanal creamery P&L and how the provenance and pathogen controls move them. Every input is editable. The defining
feature of this model is that aged cheese is inventory before it is product — a twelve-month wheel locks milk,
labour, energy and space for a year, so growing the aged range and building working capital are the same

activity.

12.1 Project cost & funding

Make room — vats, presses, tables, pasteuriser 118 Small-batch capability with real process control

Ageing caves — build, refrigeration, humidity
trol 142 The constraint on the aged range and the balance sheet
contro

Laboratory — pathogen, compositional, cell count 54 Release testing held in-house

Cut, wrap, pack & chilled despatch 48 Presentation matters at this price point



Utilities, boiler, refrigeration & backup power 42 A cave that warms for a day costs a season

Whey handling, effluent treatment & recovery 36 Heavy load; also a product
Batch systems, publication platform & loggers 24  Make sheets and ageing records
Working capital & contingency 96 Ageing inventory is the working capital

X170L investor + I90L WC facility + ¥120L promoter + I80L
Total project cost 460
term loan

12.2 Operating metrics

_

Named milk source, make date and ageing days on every wheel /
100% / 100% / 100% / 100% / 100% / 100% /
make sheet published against batch code / product bought in and re-

NIL NIL NIL
wrapped as our own
Fresh and short-aged product made from pasteurised milk / raw-milk
100% / NIL / 100% / NIL/ 100% / NIL /
product below the minimum ripening period / at-risk-group label on the
100% 100% 100%
FRONT of raw-milk products
Pathogen testing before release / positive results found and batches 100% / 3/ 100%/1/ 100% /0 /
destroyed / herd TB and brucellosis status verified for raw-milk supply 100% 100% 100%
Defective wheels DESTROYED / sold at a discount as seconds / ageing-
214 / NIL/ 68 308 /NIL/ 22 386 /NIL/9
room excursions reported
Retailer storage assessed before listing / retailers DE-LISTED for 100% /18 / 100% /29 / 100% /34 /
storage failure / storage conditions printed per product 100% 100% 100%
Milk intake (LPD) / hard-cheese yield / whey recovered / contribution per 2,800/9.8%/ 6,100/10.2%/ 9,600/10.6% /
litre of milk 42% /X31.20 74% [ X42.60 94% / ¥51.40

Row three carries the honest number: three positive pathogen results in Year 1, each of which destroyed a
batch, reported rather than quietly discarded. A creamery declaring zero positives from its first month is
describing its testing frequency rather than its hygiene. Row four is the one that costs real money — 386
defective wheels destroyed in Year 3 with NIL sold as seconds, because a customer who buys a discounted
wheel does not experience it as a second, she experiences it as this creamery's cheese. And row six shows the
economics: hard-cheese yield from 9.8% to 10.6% is worth ¥68 lakh a year at Year-3 intake, which is more than

the entire quality function costs.

12.3 Revenue build

Yrl Yr 2 Yr3
(L) (XL) (L)
Aged hard cheese — HORECA 62 168 348 The reputation; chefs test the claim
Aged hard cheese — retail & subscription 44 124 276 Best realisation; cave-capacity bound
Semi-soft & washed rind 58 126 228  Faster turn; cold chain critical
Fresh cheese — ricotta, cream cheese, Funds the ageing programme; days not
86 164 288

mozzarella months



Cultured butter, yoghurt & cream 52 78 148

Whey products, tastings & workshops 18 20 152

Total revenue 320 680 1,240

12.4 P&L summary

I!HIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIII!IHIIIIIIII!IHIII
320 680

Revenue

Milk purchase — cheese grade at a premium

Cultures, coagulant, salt, wax & packaging

Gross profit

Cheesemaking & affinage employee cost

Quality, laboratory & pathogen testing

Defective wheels destroyed

Ageing-room energy, packing & despatch

Cold-chain distribution & retailer assessment

Sales, marketing & subscription platform

Make-sheet publication & batch systems

Admin, insurance, professional & other

EBITDA

Depreciation & amortisation

Finance cost

Other income — contract ageing, culture supply, cave hire, training and consultancy

PBT

Tax

PAT

Net margin

ROCE

Fast turn; uses the same milk relationship

Effluent converted to revenue; brand building

lllustrative

(142)

(38)

140

(58)

(22)

(28)

(34)

(26)

(24)

(12)

(28)

(92)

(38)

(16)

88

(58)

12

(46)

(14.4%)

(11.8%)

creamery's own production does not by itself carry its overhead at this scale.

(288)

(74)

318

(96)

(30)

(41)

(56)

(44)

(42)

(15)

(44)

(50)

(44)

(22)

164

48

(10)

38

5.6%

13.2%

1,240
(496)
(124)
620
(158)
(42)
(52)
(92)
(74)
(72)
(18)
(68)
44
(50)
(28)
249
215
(54)
161
13.0%

34.2%

The destroyed-wheels line at 52 lakh deserves an investor's attention because it is the plan's central
discipline expressed as a cost, and it RISES with volume as it should. Each destroyed wheel represents milk,
labour, energy and cave space already spent over months — so this is not scrap, it is the deliberate write-off
of finished inventory that a competitor would sell at a discount. Other income at X2.49 crore exceeds PAT and
is disclosed separately per the library's rule: contract ageing for other makers, culture supply, cave hire and

training monetise capacity and knowledge rather than cheese, and an investor is entitled to see that the



12.5 The ageing inventory problem

__

Wheels in cave at year end 1,840 6,200 The product and the working capital, simultaneously
Value locked in ageing inventory X78L X312L Grows faster than revenue while the range matures
Average months to cash from make 8.4 7.1  Mix shift toward faster-turning product

Fresh & cultured share of revenue 43% 35% The funding mechanism for the aged range

Cave utilisation 54% 88%  Capacity bounds the aged range absolutely

Operating cash flow (L) (74) 96 Negative while the cave fills, regardless of profit

This table is the one most artisanal creameries do not build before they start, and it explains why so many of
them fail while making excellent cheese. Growing the aged range IS building inventory: every additional
twelve-month wheel is a year of cash committed before a rupee returns, so a creamery that scales its
reputation product too fast runs out of money with a full cave and a healthy-looking balance sheet. Fresh
cheese and cultured butter are therefore not a compromise on the craft — they are what pays the wages while

the wheels mature, which is why 35% of Year-3 revenue is deliberately held in product that turns in days.

12.6 Break-even & sensitivity

Base X12.40cr X1.61cr As modelled

Other income down 30% X12.40cr X105L Contract ageing and training carry the result
Hard-cheese yield 10.6% — 9.6% X11.86¢r X98L A point of yield is 68 lakh

Wheel destruction doubles X12.40cr X1.22cr A bad ageing season, budgeted for

Cheese-milk premium up 15% X12.40cr X1.05cr Named-herd supply is not commodity-priced
HORECA channel down 25% X11.53cr X1.18cr  Chefs are the channel that tests the claim

13. Funding Requirement & Bankability

_m Terms (indicative)

Investor equity 170 Growth capital; cave-utilisation and quality covenants
Working-capital facility 90 Against ageing inventory, which is the real requirement
Promoter contribution 120 Cash and equipment

Term loan 80 Make room, caves and laboratory; 6-7 years

Total 460 lllustrative structure

The bankability case has one unusual feature and one unusual risk, and a lender should understand both. The
unusual feature is that ageing inventory is genuine, appreciating security — a twelve-month wheel is worth

more than a six-month one, which is true of almost nothing else a small food business owns. The unusual risk



business.

is that it can be destroyed by a single cave failure over a long weekend, so backup power and logged
excursions are collateral protection rather than quality overhead. And the documented make sheets matter to
a lender for a reason unrelated to provenance: a creamery whose recipe lives in one person's hands has

security worth its scrap value the day he leaves, while one with documented process has a transferable

e Use of funds — 31% ageing caves, 26% make room, 21% working capital, 12% laboratory, 10% cut-wrap-despatch,

balance utilities, whey handling and systems.

« Repayment — term loan from Year 3 cash flow with a moratorium through the first ageing cycle; working-capital facility

secured against verified ageing inventory.

¢ Investor exit — strategic sale to a specialty-food group, premium dairy company or hospitality group seeking owned

supply, or a promoter buyback once the cave is at capacity.

14. Risk Analysis & Mitigation

Listeria or
another
pathogen in a
ready-to-eat

cheese

Provenance
claimed rather

than evidenced

The defective
wheel at month
nine of a
twelve-month

ageing

The only risk in this vertical that
kills people — listeria grows at
refrigeration temperature, is
undetectable by taste, smell or
appearance, and causes stillbirth in
pregnancy; the trade's aesthetic
pulls toward raw milk and short
ageing and treats pasteurisation as

an industrial compromise

"Artisanal", "farmhouse" and "aged"
carry no legal definition, the
premium is three to four times
commodity, and unlike adulteration
this is NOT detectable even in a
laboratory — an analysis cannot tell
you whether a cheese was made by
hand here or bought in bulk and re-

wrapped

A year of milk, labour, energy and
cave space already spent, an order
book that would absorb it, and
selling it as a second recovers real
money and harms nobody visibly —
which is what most of this trade

does

PASTEURISED MILK FOR EVERY FRESH AND SHORT-AGED
PRODUCT WITHOUT EXCEPTION; raw milk only for hard cheeses
where FSSAI's minimum ripening period is observed AND
EXCEEDED, from a NAMED HERD with verified TB, brucellosis and
cell-count status; pathogen testing before release on every raw-
milk and soft batch with positives reported and batches
destroyed (3 - 0); and AT-RISK-GROUP LABELLING IN PLAIN
LANGUAGE ON THE FRONT, where a pregnant woman will actually
see it rather than in a compliance panel — a disclosure that
reduces sales, placed where it is useful rather than where it is

defensible

NAMED MILK SOURCE, MAKE DATE and AGEING DAYS as numbers
on every wheel, with the MAKE SHEET PUBLISHED against the
batch code — milk intake date and herd, intake cell count, culture
and coagulant, make times and temperatures, salting, and the
full ageing-room record; nothing bought in and re-wrapped, and
another maker's product sold under that maker's name; more
information than any customer will read, because the strongest
effect of publication is INTERNAL — a make sheet that will be

published is one nobody shortens

Defective wheels DESTROYED AND RECORDED, never sold at a
discount as seconds, because a customer buying a discounted
wheel does not experience it as a second — she experiences it as
this creamery's cheese and forms a view accordingly; 386
destroyed in Year 3 at 52 lakh, carried as a REPORTED line
rather than an absorbed loss, with the decision held by quality

rather than by the person holding the order book



Cheese
destroyed in a
retailer's

counter

Ageing
inventory as an
unmodelled

cash trap

Cave failure over

a long weekend

Key-person
dependency on

the maker

Cheese-milk
supply and

premium

A living product continues to ripen
after it leaves the cave, so a wheel
at 14°C in an unrefrigerated deli or
sweating under a spotlight becomes
a different and worse cheese under
this creamery's name — and most
Indian specialty retail has never
been told what proper storage

means

Growing the aged range IS building
inventory; a creamery that scales
its reputation product too fast runs
out of money with a full cave and a
healthy-looking balance sheet —
and this is why many excellent

Indian creameries fail

A single refrigeration or humidity
failure can destroy months of
production — the largest single-

event risk to the balance sheet

Most Indian artisanal creameries
are one skilled person; his
departure or illness ends
consistency, continuity and any

transferable value

Cheese milk demands far stricter
quality than liquid milk and few
Indian herds are managed to it; a
15% premium rise removes a third

of profit

15. SWOT Analysis

Storage conditions STATED PER PRODUCT rather than generically;
retail storage ASSESSED BEFORE LISTING with a logger left for a
week; cut-and-wrap practice trained rather than assumed; and
repeat failures DE-LISTED — 34 in Year 3, reported rather than
buried, since removing a paying customer is the only version of

this control that means anything

Fresh cheese and cultured butter deliberately held at 35% of
Year-3 revenue as the funding mechanism rather than treated as
a compromise on craft; ageing inventory valued and reported
monthly; months-to-cash tracked by product; cave utilisation
managed to 88% rather than filled opportunistically; and the
working-capital facility secured against verified ageing stock

rather than against receivables

Backup power for caves ahead of every other load; temperature and

humidity logged continuously with excursions reported rather than alarms
acknowledged (68 — 9); remote alerting to named individuals rather than
to a panel nobody watches; caves split so a single failure cannot take the

whole inventory; and stock insured on a verified-inventory basis

Documented make sheets recorded as the make happens; eight
cheesemakers by Year 3 trained to the sheets rather than to one person's
hands; written culture and ageing protocols; and the recognition that the
control and the succession plan are the same artefact — the documents
that let a buyer verify provenance are the documents that let a second

maker reproduce a cheese

Named-herd relationships with a stated cheese-grade premium and the
reason explained, rather than spot purchase; intake testing with the
laboratory holding acceptance; herd welfare and health metrics per the
vertical anchor as a supplier requirement; multiple herds so no single
farm can halt production; and seasonal make planning around milk

composition rather than against it

Strengths

o Named herd, make date and ageing days on every wheel

o Make sheet published against the batch code

o Pasteurised unless the ageing genuinely covers the risk

o At-risk labelling on the front of raw-milk products

o 386 defective wheels destroyed, none sold as seconds

Weaknesses

e Costs more; destroys product competitors would sell
e Aged range bound by cave capacity and cash

¢ Result depends materially on contract ageing and training

income

e Cheese-milk supply is scarce and premium-priced



Opportunities Threats

o Import substitution against freight-aged, poorly handled o Alisteria incident anywhere in the Indian artisanal category
cheese e Cave failure destroying months of inventory

e Chefs who can test a provenance claim and will pay for « Re-packers selling imported cheese as local artisanal
consistency o Cheese-milk availability and price

o Vegetarian rennet as a specifically Indian requirement

e Subscription reaching a national audience without a
distributor

e Contract ageing and training monetising cave and

knowledge

16. Recommended AiSevak Tools for This Business

Make-sheet recorder & publication system — culture, coagulant, times, temperatures and salting recorded as the

make happens and published against the batch code.

Ageing-room log & wheel register — temperature, humidity, turning schedule, defects per wheel, excursions raised

and closed.

Ageing inventory valuation tracker — wheels, value locked, months to cash, cave utilisation.

Pathogen & release testing register — results, positives found, batches destroyed.

Retailer storage register — pre-listing assessment, logger records, re-checks and de-listings.

Milk supplier & herd-health register — named herds, TB and brucellosis status, intake results, premium paid.

Contribution-per-litre dashboard — by variety, never blended.

17. Key Assumptions & Notes

All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, milk
intake, yields, ageing inventory and headcount are editable inputs; actual outcomes depend on milk access, cave
capacity, channel mix and cold-chain reach. Figures are in Indian rupees.

The central integrity finding is that "artisanal", "farmhouse" and "aged" are unregulated words doing the
work of a specification. A buyer paying 1,400 a kilogram cannot verify the milk source, the ageing period, the
culture, the make method, or — in a market where rebadged imported and industrial cheese is routinely sold as local
artisanal — whether it was made in this country. And unlike the ghee and paneer adulteration in the products-
brand plan, this is not detectable even in a laboratory: an analysis can tell you a cheese's fat and
moisture, but not whether it was made by hand here or bought in bulk and re-wrapped. The claim is
unfalsifiable by any means available to the buyer, which is exactly the condition under which a premium
attracts people who have not earned it. WHERE THE PREMIUM IS PAID FOR PROVENANCE, PROVENANCE
MUST BE A DOCUMENT RATHER THAN AN ADJECTIVE.

So every wheel carries the named milk source, the make date and the ageing days as numbers, and the
make sheet for that batch is published against its code — intake date and herd, intake cell count, culture and
coagulant including whether rennet is vegetarian, make times and temperatures, salting, and the complete ageing-room
record. Nothing is bought in and re-wrapped, and another maker's product is sold under that maker's name. It is far
more information than any customer will read, and the point is the one the products-brand plan made
about batch pages: a make sheet that will be published is a make sheet nobody shortens, so the strongest

effect of publication is internal.



« This is the one category in this library where artisanal romance has a body count. Listeria monocytogenes
grows at refrigeration temperature, is undetectable by taste, smell or appearance, produces mild illness in most people
and catastrophic illness in pregnant women, infants, the elderly and the immunocompromised — with listeriosis in
pregnancy causing stillbirth; bovine tuberculosis through raw milk is a further genuine Indian risk. And the trade's
aesthetic pulls hard the other way: raw milk is held to make better cheese and pasteurisation is spoken of
as an industrial compromise. So the position is flat: pasteurised milk for every fresh and short-aged
product without exception; raw milk only for hard cheeses where the minimum ripening period is observed
and exceeded, from a named herd with verified health status; pathogen testing before release with

positives reported (3 - 0); and at-risk-group labelling in plain language ON THE FRONT.

The at-risk label is placed where it is useful rather than where it is defensible. A warning that pregnant women
should not eat a cheese, printed on the front where she will see it, reduces sales — it is the ice-cream plan's finding
exactly, in which a disclosure that damages a product's appeal gets positioned so as not to be noticed. Here it is
positioned for the person it protects, because she has no other way of knowing and the consequence of

her not knowing is not a disappointing purchase.

The defective wheel at month nine is where this plan's discipline is actually tested. A year of milk, labour,
energy and cave space is already spent, the order book would absorb it, selling it as a second recovers real money and
harms nobody visibly — and it is what most of the trade does. But a customer who buys a discounted wheel does
not experience it as a second; she experiences it as this creamery's cheese and forms a view accordingly.
So 386 wheels were destroyed in Year 3 at ¥52 lakh, carried as a reported line rather than an absorbed
loss, with NIL sold as seconds and the decision held by quality rather than by the person holding the order
book.

Cheese is a living product that dies in an Indian shop. A wheel continues to ripen after it leaves the cave, so one
held at 14°C in an unrefrigerated deli counter, or sweating under a spotlight, becomes a different and worse cheese
carrying this creamery's name — and most specialty retail here has never been told what proper storage means.
Conditions are stated per product, retail storage is assessed before listing with a logger left for a week,
and 34 retailers were de-listed in Year 3 — reported rather than buried, since removing a paying customer

is the only version of this control that means anything.

Ageing inventory is the reason excellent Indian creameries fail, and it is modelled here explicitly. A twelve-
month wheel locks milk, labour, energy and cave space for a year before a rupee returns, so growing the aged range
and building working capital are the same activity — and a creamery that scales its reputation product too fast runs out
of money with a full cave and a healthy-looking balance sheet. Fresh cheese and cultured butter at 35% of Year-3
revenue are therefore not a compromise on the craft but the mechanism that pays wages while the wheels
mature; operating cash flow stays negative while the cave fills regardless of reported profit; and the

working-capital facility is secured against verified ageing stock rather than against receivables.

The maker is the business, which is a risk rather than a romance — and the control and the succession plan
are the same document. Most Indian artisanal creameries are one skilled person whose knowledge lives in his hands,
leaving no continuity, no consistency across a season and nothing transferable to sell. The documented make sheets
that let a buyer verify provenance are precisely what lets a second maker reproduce a cheese when the
founder is ill — which is also why a lender should care about them, since a creamery whose recipe is a
person has security worth its scrap value the day he leaves. The cost of the honest position is stated: X64 lakh of
products not made, X52 lakh of wheels destroyed, 18 lakh of publication, and 34 de-listed retailers — against X7.44
crore of HORECA and subscription revenue at realisations commodity cheese cannot approach. Other income of X2.49
crore exceeds PAT and is disclosed separately, because contract ageing, culture supply, cave hire and training monetise

capacity and knowledge rather than cheese.

Compliance is microbiological, compositional and almost entirely absent on the claims. FSSAI standards

permitting raw-milk cheese only with a minimum ripening period at a specified temperature, with Microbiological



Standards Regulations applying absolutely, since listeria in a ready-to-eat cheese is a public-health event rather than a
quality deviation; cheese, processed cheese and cheese analogue as distinct categories with prescribed milk-fat and
moisture requirements; country-of-origin declaration where a product is imported and re-packed; general misleading-
claims provisions as the only governance over "artisanal", "farmhouse" and "aged"; cold-chain obligations through to
retail; a documented and exercised recall resolving a wedge to a wheel, a make and a milk intake; state pollution-control
consent for a heavy whey load; GST; and EPF/ESI, POSH and food-handler health checks. Professional advice should be

taken on the specific raw-milk products, ripening periods and label claims.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Dairy toolkit to browse and use them all at

https://aisevak.in/verticals/dairy — or go straight to any specific tool at https://aisevak.in/service/<tool-name>. No

signup needed to explore; each tool guides you step by step.

Prepared by AiSevak.in — a product of ABL Digital Technologies. Al-powered business services for India. This is Al-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this

plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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