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1. Executive Summary

This plan sets out a Home-Care Products Brand in India — an own-brand floor cleaner, dishwash, detergent, toilet
cleaner and surface-disinfectant business with its own mixing, filling and packing plant, sold through general trade,

modern trade, quick commerce, e-commerce and institutional channels.

Every brand-owner plan in this vertical so far has assumed something this one cannot: that a consumer can be
brought to care about the product. A food brand can build taste preference, a cosmetics brand can build
identity, a beverage brand can build occasion. Home care has none of that available, and the reason is worth
stating plainly because it governs the entire strategy: nobody loves their floor cleaner. These are chore
products, bought without pleasure, used without attention and replaced without thought. The consumer has no
emotional attachment to defend, no story they want to believe, and no interest in the brand's founder — which
is why this is the category where retailer and platform private labels win first and hardest, and why a home-care
brand that spends its marketing budget trying to build affection is purchasing an emotion the category does not
support. The defensible positions are narrower and less romantic: demonstrable efficacy, distribution reach, and

cost.

The second point returns to the beverage plan's physics with an important twist. A liquid home-care product is
86% water in Year 1 — so this brand, like a beverage brand, is paying to transport water in a bottle that costs
a large share of the goods sold. The twist is that unlike a beverage, nobody has to drink it. The water is
technically unnecessary: a concentrated formulation could deliver identical cleaning performance in a fraction
of the volume, cutting freight, packaging and plastic simultaneously. The obstacle is not chemistry but perception.
The Indian consumer equates volume with value — a five-litre can looks like more product than a 500 ml
concentrate that does the same work, and prices it accordingly in their head. So the objectively better product
sells worse, and every home-care brand knows it. This plan pursues concentrates and refills anyway, from 6% to 27%
of volume, and reports cost per litre of use-dilution delivered — ¥8.40 falling to ¥5.90 — because that, not price

per bottle, is what the consumer is actually buying.

The third is that the consumer cannot verify the central claim, and this creates an obligation rather than an
opportunity. Did the disinfectant kill 99.9% of germs? The consumer has no way of knowing — the floor looks
the same either way, and there is no feedback of any kind. A category in which the buyer cannot check the claim
is one where unsubstantiated claims are commercially rewarded, which is precisely why regulation is strict and why
this plan holds efficacy claims substantiated by accredited laboratory test at 100% by Year 3, and treats BIS

conformity and CIB&RC registration for disinfectant claims as gates rather than as paperwork.

This plan models a home-care business requiring ¥2.85 crore (395 lakh promoter + X1.20 crore term loan + X70 lakh
working-capital finance), moving from X3.74 crore net sales and a ¥71 lakh loss to 10.22 crore net sales and X16
lakh profit by Year 3 — and reporting, unusually, the rising private-label share of its own categories rather than omitting it.

(Own-brand home-care manufacturer — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: An own-brand home-care business competing on demonstrable efficacy, delivered cost per litre of use-dilution
and distribution reach rather than on brand affection, with concentrates and refills built deliberately against consumer

resistance.



Vision: To be the brand a household repurchases without thinking about it — because thinking about it is not something

this category gets.

Mission: Substantiate every efficacy claim in an accredited laboratory; sell cleaning performance rather than bottle
volume; move the portfolio toward concentrates even where the consumer resists; report private-label pressure honestly;

and never claim disinfection we have not registered and tested.

Legal structure options

o Private Limited — recommended: BIS and CIB&RC registrations, institutional tendering and modern-trade onboarding

all assume it.
o LLP — workable for a regional single-plant operation.

o Proprietorship — unsuitable given chemical-manufacturing liability and registration requirements.

Regulatory anchor: chemical rather than food, and the classification question decides which regime applies. A detergent
or general-purpose cleaner sits under BIS standards and the Legal Metrology packaged-commodity rules. A
product claiming to disinfect, sanitise or kill germs is a different matter entirely — disinfectant claims can
bring the product under the Insecticides Act with CIB&RC registration required, and making such a claim
without that registration is a straightforward breach, not a marketing grey area. This is the home-care equivalent
of the cosmetics claims boundary set out in the personal-care plan, and it is crossed for the same reason: a marketer
writes "kills 99.9% of germs" because competitors do, without knowing that the sentence changes the
product's legal classification. Alongside these: hazardous-substance labelling for corrosive and irritant
formulations — acid toilet cleaners in particular — with child-resistant closures, first-aid and handling
instructions; State Pollution Control Board consents and effluent treatment, since this is a chemical-
manufacturing operation discharging surfactant-bearing water; factory licence and Factories Act compliance
including chemical-handling safety; EPR under plastic-waste rules, heavy because home care is packaged almost
entirely in rigid HDPE and PET; ASCI on efficacy and "natural"/"eco" claims; and GST with the distributor input-credit

chain.

3. Promoter & Ownership

Led by a promoter with chemicals, FMCG or institutional-supply background. Three competences decide outcomes:
formulation honesty, because in a category where the consumer cannot verify performance, the temptation to under-dose
actives is permanent and undetectable in the short run; cost discipline, since a category with weak brand loyalty is won at
the delivered-cost line rather than at the creative brief; and the willingness to report private-label pressure, which most

brands in this space quietly omit from their own board packs. Ownership, equity & investor terms are editable inputs.

4. Market Analysis — India

Indian home care is large, steady and unglamorous. Penetration is high, purchase frequency is regular, and volumes
grow with household formation and hygiene awareness rather than with fashion. It is also the FMCG category most

exposed to private label, and the one where a new brand's route to defensibility is narrowest.

Demand drivers

« Household formation and urbanisation, expanding the base steadily and predictably.
o Sustained hygiene awareness post-pandemic, particularly in surface disinfection.
« Format upgrading — bar to liquid detergent, powder to gel dishwash, generic to specialised surface cleaners.

o Institutional and B2B demand from offices, hospitals, schools and facility-management contractors.



e Quick commerce, which suits a low-consideration replenishment purchase unusually well.

Market sizing (illustrative framing)

TAM Indian home-care products Large; steady, non-cyclical
SAM Chosen categories inside the freight radius Weight- and distance-bounded
SOM (Yr 1-3) Outlets billed x repeat purchase x use-dilution delivered 5,600 — 18,200 outlets

Private label is not a threat to this category at some point in the future; it is the structural condition of the
category now, and a plan that omits it is not describing the market a promoter is entering. The logic is simple
and unfavourable. A private label wins where the consumer has low emotional attachment, cannot easily
distinguish products, buys on habit, and sees the alternative sitting directly beside the brand at a lower price.
Home care satisfies every one of those conditions simultaneously — more completely than any other category
in this vertical. A retailer or quick-commerce platform can commission a floor cleaner from a contract manufacturer, price
it twenty per cent below the brand, place it at eye level, and face almost no consumer resistance, because there is no
relationship to break. Nobody switches back to a floor cleaner out of loyalty. This plan therefore reports private-
label share of its own categories rising from 21% to 27% across three years — a number most brands leave out of
their own board packs — because a business that does not track the thing eroding it will mistake the erosion
for a sales problem and respond by spending more on advertising, which is exactly the wrong answer. Three
responses are genuinely available and none of them is brand-building in the conventional sense. Demonstrable efficacy,
where an accredited test result gives the brand something a private label typically will not pay to obtain.
Distribution reach into the general trade, kirana and rural outlets that platform private labels do not serve at
all. And cost position, since in a category decided at the shelf-price line, the low-cost producer has a structural

defence that no amount of positioning replaces.

5. Competition & Competitive Advantage

Landscape: multinational and national home-care majors with enormous scale and advertising, regional detergent and
cleaner brands with strong local distribution, retailer and quick-commerce private labels growing faster than any
branded competitor, and a large unorganised segment in loose and locally filled product. The most dangerous

competitor is the one with no brand at all.

The business's edge

o Efficacy substantiated in accredited laboratories — the one claim a private label rarely funds.
o Cost per litre of use-dilution measured, which is what the consumer actually consumes.

¢ General-trade and rural reach where platform private labels do not compete.

e Concentrates and refills pursued deliberately for freight, plastic and margin.

« Private-label pressure tracked and reported, so the response is strategic rather than reflexive advertising.

The concentrate paradox is the most interesting commercial problem in home care, and it is a rare case where
the environmentally better product, the cheaper-to-deliver product and the higher-margin product are the
same thing — and the consumer still prefers the alternative. The arithmetic is unambiguous. A concentrated floor
cleaner delivering the same use-dilution in one-fifth the volume cuts freight by roughly the same proportion,

uses a fraction of the plastic, occupies a fifth of the warehouse and shelf space, and carries a better margin




per unit of cleaning delivered. Every party in the chain benefits: the brand, the distributor whose vehicle carries
five times the cleaning power per trip, the retailer whose shelf holds five times the sales value, and the
planet. The consumer, however, is buying a bottle, not a quantity of cleaning — and a small bottle at a similar
price reads as poor value even when it demonstrably is not. The instinct that a brand can simply educate its way past
this is optimistic; the resistance is not ignorance but a reasonable heuristic — bigger usually is more — applied
to a case where it happens to mislead. This plan therefore does three practical things rather than one hopeful one. It
prices and communicates in use-dilution terms, putting "makes 20 litres" more prominently than the pack
volume. It leads with refills rather than pure concentrates, since a refill pouch beside a bottle the consumer already
owns frames the saving in a way the consumer accepts immediately — refill adoption where offered runs from 11%
to 34% here, well ahead of concentrate adoption. And it treats the transition as a decade-long mix shift rather than
a launch, reaching 27% of volume by Year 3 and accepting that the remaining 73% is water the business is paying

to move because that is what the market currently wants to buy.

6. Portfolio, Formats & the Efficacy Question

category / format _

Highest water content; highest private-label

Floor & surface cleaners Volume base
exposure
Dishwash (liquid & bar) High frequency, habitual Strong repeat; price-sensitive
o Format upgrade from ) )
Liquid detergent Growing; heavy and freight-costly
powder/bar
Corrosive labelling and child-resistant closures
Toilet & bathroom cleaners Specialised, better margin
required
Surface disinfectants Efficacy-led, defensible CIB&RC registration if germ-kill is claimed
Concentrates & refill pouches The structural answer 6% - 27% of volume; consumer-resisted
Lower margin, low marketing cost, concentrate-
Institutional & B2B bulk Steady base load
friendly
Germ-kill claims without registration
NIL — by policy It is a breach, not a grey area
& test
Under-dosing actives to hit a price
NIL — by policy Undetectable by the consumer; that is the point

point

The institutional channel deserves more attention than home-care plans usually give it, because it is the one
part of this business where the customer can actually tell whether the product works. A household buys a floor
cleaner, uses it, and forms no measurable opinion. A facility-management contractor cleaning eleven office floors
every night knows precisely how much product a job consumes, how long the surface stays clean, and what
the cost per square metre is — and will change supplier on evidence rather than on habit. This inverts every
disadvantage the consumer market imposes. Efficacy is rewarded rather than invisible; concentrates are preferred
rather than resisted, because a contractor is buying cleaning rather than bottles and has storage constraints
of their own; and the purchase is repeat, contracted and forecastable rather than impulsive. The trade-offs are
real — lower margins, tender-based pricing, and 60-90 day receivables from corporate and institutional buyers
— but the strategic value is disproportionate: it gives the business a base load that is insulated from private label

(a facility contractor does not buy a supermarket's own brand), a genuine testing ground for formulation




performance under heavy use, and a customer who will tell the brand the truth about its product, which is

something no household will ever do.

7. Go-to-Market — Reach, Repeat and Cost

Acquisition

o General-trade and rural distribution, where platform private labels are simply absent.
« Institutional and facility-management contracts as a base load and a proving ground.
¢ Quick commerce and e-commerce for replenishment, entered with private-label competition understood.

e Modern trade selectively, recognising the retailer is also a competitor here.

Retention — habit, not affection

« Consistent formulation, since the only thing that breaks a habit is a product that stopped working.

o Continuous availability — a stock-out in a habitual category hands the consumer to whatever is beside it,

permanently.
« Refill availability alongside every bottle SKU that supports one.

« Institutional service reliability, where the contract is the relationship.

The retention logic in home care differs from every other plan in this vertical and should be designed for

explicitly: this category is held by habit rather than by preference, and habit is broken by absence rather than

by a competitor's advertising. A consumer who reaches for the usual bottle and does not find it will pick up

the one next to it, use it, find it adequate — because it is — and never return. In a category with no emotional

attachment there is nothing to pull them back. This makes on-shelf availability a more valuable investment

than incremental advertising, which is not a conclusion most FMCG marketing instincts reach unaided.

8. Operations Plan (formulate, test, fill, ship, hold the shelf)

o Formulation: active levels specified and verified per batch, because under-dosing is invisible to the consumer

and therefore permanently tempting — this control exists to protect the business from itself.

Efficacy testing: accredited-laboratory testing for every claim made, with disinfectant efficacy tested

against the organisms named on the pack rather than in general.

Registrations: BIS conformity where standards apply and CIB&RC registration wherever a germ-kill claim is

made — obtained before the claim appears, not after a notice.

Filling & packing: fill-volume accuracy verified against Legal Metrology; closure and seal integrity tested per

shift, since a leaking corrosive product is a safety incident and a transit write-off simultaneously.

Hazard labelling: corrosive and irritant warnings, child-resistant closures, first-aid and handling text verified before

artwork goes to print.

o Effluent: surfactant-bearing discharge treated to consent conditions, with monitoring documented rather than

assumed.

o Freight: cost per litre of use-dilution delivered computed by route, with concentrate and refill mix

managed as the primary lever.

o Availability: distributor stock cover monitored against a habitual category's intolerance of stock-outs.



Brand control points

The claim the consumer cannot

- Efficacy claims substantiated in accredited labs 38% - 74% - 100%
The structural answer Concentrate & refill share of volume 6% - 14% - 27%
What the consumer actually buys Cost per litre of use-dilution delivered %8.40 - X7.20 - %5.90
The honest threat number Private-label share of our categories 21% - 24% - 27% (rising)
Physics Water as % of liquid volume / freight % of net 86% - 79% / 11.2% -

sales 10.0%
Habit protection Cohort M6 repeat purchase 24% - 31% - 38%
Integrity & safety Active levels verified; registrations current 100%; under-dosing NIL

Under-dosing actives is the specific integrity risk of this category, and it is worth naming directly because it is
not a hypothetical — it is the predictable consequence of the conditions this business operates in. Consider
what is true simultaneously: margins are thin, the price point is contested by private label, input costs move, the
active ingredient is often the most expensive component of the formulation, and — decisively — the consumer
cannot detect a reduction. A floor cleaner with fifteen per cent less surfactant still smells the same, foams
roughly the same, and leaves a floor that looks identical. The consumer will not complain, because they have no way
of knowing, and no feedback signal will ever tell the business it has degraded its own product. In this respect it
resembles the rancidity problem in packaged snacks — an invisible quality failure with no complaint mechanism —
except that rancidity is an accident and under-dosing is a decision. The effect is slow and real: surfaces take more
product and more effort to clean, the habitual consumer gradually finds the product less satisfactory without
articulating why, and repeat purchase erodes over several quarters with no identifiable cause. The controls are
simple and must be structural rather than cultural: active levels specified in a formulation master that requires sign-
off above the plant to change, batch verification against that master, and a standing prohibition on cost-
reduction achieved through active reduction rather than through packaging, freight, concentration or scale.
The control exists to protect the business from a decision it will otherwise be under continuous pressure to

make.

9. BIS, CIB&RC, Hazard Labelling & Compliance (India)

BIS standards where applicable to detergents and cleaning products; conformity maintained and documented.

o CIB&RC registration under the Insecticides Act wherever a disinfectant or germ-kill claim is made — the
home-care equivalent of the cosmetics claims boundary: making the claim without the registration is a
breach, not a grey area.

o Efficacy substantiated in accredited laboratories against the organisms or soils named, before publication.

o Hazardous-substance labelling for corrosive and irritant formulations, child-resistant closures, first-aid and
handling instructions verified before artwork prints.

* Legal Metrology packaged-commodity declarations with accurate net volume and, for concentrates, a clear use-

dilution statement.

« PCB consents and effluent treatment for surfactant-bearing discharge, with monitoring documented.



 EPR under plastic-waste rules — heavy, since home care is packaged almost entirely in rigid HDPE and PET;

refill formats materially reduce this obligation.

e Factory licence and Factories Act compliance including chemical-handling safety and worker protection; ASCI on

efficacy, "natural" and "eco" claims; GST with distributor input-credit chain.

10. Organisation & Manpower Plan

Promoter / managing director

Production, mixing, filling & packing 30 42 56
Sales & distribution (incl. institutional) 22 34 50
Supply chain, warehouse & logistics 8 12 16
Quality, lab, formulation & regulatory 6 8 10
Finance & admin 5 7 9

Marketing & brand

Marketing is the smallest function in this plan, at three people out of seventy-five, and that is a deliberate
strategic statement rather than an economy. In a category where the consumer forms no attachment,
incremental advertising buys less than incremental availability, incremental efficacy evidence, or incremental
cost position. The quality and formulation team is twice the size of marketing, because the substantiated test
result is the one asset a private label will not usually pay to obtain — and is therefore the only thing on this

plan that a competitor cannot simply price against.

11. Implementation Timeline & Milestones

Plant commissioned, BIS conformity established, CIB&RC registration obtained for disinfectant SKUs, efficacy

Setup Month 0-5
testing completed, hazard labelling cleared before print

Month
Launch , %4.60cr gross / X3.74cr net; X71L loss; 5,600 outlets; concentrates 6%; efficacy substantiation 38%
5-1
11,400 outlets; concentrates and refills 14%; efficacy substantiation 74%; institutional base load established;
%6.44cr net, X54L loss

Build Year 2

Scal v 3 18,200 outlets; ¥10.22cr net, ¥16L profit; concentrates and refills 27%; efficacy claims 100%
cale ear
substantiated; use-dilution cost ¥5.90/litre

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.
Concentrate mix, delivered cost per litre of use-dilution and availability are the levers; brand affection is not

one, because the category does not supply it.



12.1 Project cost & means of finance

Plant, machinery, mixing, filling & packing lines 1,18,00,000
Working capital (raw material, packaging, channel credit) 58,00,000
Factory building, civil, utilities & effluent treatment 40,00,000
Launch advertising, trade listing & distributor onboarding 26,00,000
Quality lab, BIS/CIB&RC registration & efficacy testing 20,00,000
Primary transport vehicles 12,00,000
Technology (ERP, DMS, secondary-sales capture) 6,00,000
Legal, licences & registrations 5,00,000
Promoter contribution 95,00,000
Term loan (plant & equipment) 1,20,00,000
Working-capital finance 70,00,000

12.2 Projected Profit & Loss (3 years)

_

GROSS SALES (before trade schemes) 4,60,00,000 7,80,00,000 12,20,00,000
Less: trade schemes & discounts (86,00,000) (1,36,00,000) (1,98,00,000)
I ey ey ey
— General trade (via distributors) 1,96,00,000 3,32,00,000 5,18,00,000
— Modern trade & organised retail 62,00,000 1,04,00,000 1,64,00,000
— Quick commerce & e-commerce 54,00,000 98,00,000 1,62,00,000
— Institutional & B2B bulk 48,00,000 86,00,000 1,44,00,000
— Exports & other 14,00,000 24,00,000 34,00,000
Cost of goods (actives, surfactants, water, PACKAGING) 2,06,00,000 3,47,00,000 5,21,00,000
FREIGHT & DISTRIBUTION (weight-driven) 42,00,000 70,00,000 1,02,00,000
Salaries 42,00,000 58,00,000 78,00,000
Distributor margin & channel servicing 32,00,000 55,00,000 88,00,000
Advertising, marketing & brand building 30,00,000 44,00,000 56,00,000
Factory overheads, utilities & effluent 24,00,000 36,00,000 52,00,000
Depreciation 20,00,000 23,00,000 26,00,000

Returns, damages & leakage in transit 16,00,000 22,00,000 30,00,000



Finance cost (interest) 14,00,000 17,00,000 19,00,000

Compliance, efficacy testing & registrations 8,00,000 11,00,000 15,00,000

Admin & other 11,00,000 15,00,000 19,00,000

Total expenses 4,45,00,000 6,98,0 0 10,06,00,000

Net profit / (loss) before tax (71,00,000) (54,00,000) 16,00,000

Net margin (on net sales) (19.0%) (8.4%) 1.6%
Gross margin 44.9% 46.1% 49.0%
WATER AS % OF LIQUID PRODUCT VOLUME 86% 84% 79%
Packaging as % of cost of goods 41% 39% 36%
FREIGHT AS % OF NET SALES 11.2% 10.9% 10.0%
CONCENTRATE & REFILL SHARE OF VOLUME 6% 14% 27%
Refill adoption where a refill is offered 11% 22% 34%
COST PER LITRE OF USE-DILUTION DELIVERED %8.40 %7.20 %5.90

PRIVATE-LABEL SHARE OF OUR CATEGORIES (reported, not

21% 24% 27%
omitted)
EFFICACY CLAIMS SUBSTANTIATED IN ACCREDITED LABS 38% 74% 100%
BIS conformity / CIB&RC registration where germ-kill
100% 100% 100%
claimed
Active levels verified per batch / under-dosing to hit a price 100% / NIL 100% / NIL 100% / NIL
Cohort M6 repeat purchase / leakage & damage in transit 24% [ 3.2% 31%/2.4% 38%/1.6%
12.8% /5,600 / 13.4% /11,400 / 14.1% / 18,200 /
Institutional share of net sales / outlets billed / distributors aa 86 138

12.3 Unit economics & break-even

 86% of a liquid product is water the business pays to move, and unlike a beverage nobody has to drink it—
the concentration is technically available and commercially resisted, which is why the mix shift to 27% is a
strategy rather than a product decision.

o Cost per litre of use-dilution — %8.40 to ¥5.90 — is the honest unit of this business, because it is what the
consumer consumes, whereas price per bottle is merely what they compare.

¢ Private-label share rising from 21% to 27% is reported deliberately. A business that does not track the
thing eroding it will mistake the erosion for a sales problem and spend more on advertising — the one
response that certainly does not work here.

o Marketing at three heads and quality at six is the strategic bet of this plan: an accredited efficacy result is
the only asset a private label will not usually pay to obtain.

 Break-even: Year 3, at thin margins. This is a scale-and-cost business, and a promoter looking for a high-

margin brand should read the cosmetics plan in this vertical instead.



12.4 Projected Cash Flow — Year 1 (quarterly, illustrative)

PartiCUIars (?) mmmn

Opening balance 48,00,000 32,00,000 20,00,000 10,00,000
Collections 78,00,000 88,00,000 96,00,000 1,02,00,000
Raw material, packaging, freight, wages & overheads 94,00,000 1,00,00,000 1,06,00,000 1,08,00,000

Closing balance 32,00,000 20,00,000 10,00,000 4,00,000

The cash profile here is the most benign in this vertical, and that is genuinely the category's compensation for
its structural disadvantages — a promoter should weigh both together rather than reading either alone. There
is no season, so no bet on weather. Shelf life is long — two to three years — so demand misjudgement does
not become an expiry write-off. Consumption is habitual and non-cyclical, so volumes are predictable within a
narrow band. And the institutional channel contributes a contracted base load. Against the food and beverage
plans in this vertical, this business is far easier to fund and far harder to distinguish. Two pressures remain and both
are structural rather than operational. The first is that thin margins leave no absorption capacity: at a 1.6% net
margin in Year 3, a surfactant price movement or a two-point trade-spend drift removes the entire profit, and
the business has no pricing power to recover it because a private label sits beside it on the shelf. The second is that
growth consumes working capital in a heavy, low-value product — every additional case is bulk and weight
financed for 30 to 45 days of channel credit, and institutional receivables run to 60-90 days on top. The controls
follow: concentrate and refill mix pursued as the single structural lever available against both freight and
plastic; institutional receivables aged and credit-limited despite the comfort of a contract; and cost position
defended continuously, because in a category decided at the shelf-price line, the low-cost producer is the one

still there in ten years.

12.5 Key Performance Indicators to Monitor

* The defensible asset: efficacy claims substantiated in accredited labs; registrations current; active levels
verified per batch.

o The structural lever: concentrate and refill share of volume; refill adoption where offered; cost per litre of
use-dilution delivered; water as % of liquid volume.

o The honest threat: private-label share of our categories; price gap to private label by SKU; distribution
reach in channels private label does not serve.

« Habit protection: on-shelf availability and stock-out incidence; cohort repeat; institutional contract renewals; leakage

and damage in transit.

13. Funding Requirement & Bankability

Total ask: ¥1.20 crore term loan plus ¥70 lakh working-capital finance against X95 lakh promoter contribution. Four
points. First, this is a comparatively straightforward lending proposition — mixing, filling and packing lines are
real securable assets, demand is non-seasonal and non-cyclical, shelf life is long so inventory does not
evaporate, and Mudra, CGTMSE, SIDBI and state industrial-subsidy routes all apply. Second, the risk here is
competitive rather than operational, and it will not show up in the usual covenants: margins are thin and the
principal threat is a private label that can be launched against this business at any time by the retailers and
platforms that also distribute it. Third, and the most useful diagnostic available: ask what proportion of
efficacy claims are substantiated by accredited laboratory test, and whether CIB&RC registration exists for

every germ-kill claim on every pack. An unregistered disinfectant claim is a breach that can force relabelling



or withdrawal of the SKU carrying the highest margin in the portfolio, and it is also a reliable signal of how
the business handles the things nobody is checking. Fourth, size working capital for a heavy, low-value
product with institutional receivables: every case is bulk and weight financed through 30-45 days of channel
credit, with 60-90 days on the institutional book — this business ties up more working capital per rupee of

sales than its margins suggest.

13.1 Funding utilisation

Plant, machinery, mixing, filling & packing lines 1,18,00,000 41.4%
Working capital (raw material, packaging, channel credit) 58,00,000 20.4%
Factory building, civil, utilities & effluent treatment 40,00,000 14.0%
Launch advertising, trade listing & distributor onboarding 26,00,000 9.1%
Quality lab, BIS/CIB&RC registration & efficacy testing 20,00,000 7.0%
Primary transport vehicles 12,00,000 4.2%
Technology (ERP, DMS, secondary-sales capture) 6,00,000 2.1%
Legal, licences & registrations 5,00,000 1.8%

2’85’00'000

14. Risk Analysis & Mitigation

_ Mitigation

SETS THIS PLAN'S GOVERNING CONVENTION: EVERY OTHER BRAND-OWNER PLAN IN THIS VERTICAL
ASSUMES A CONSUMER CAN BE BROUGHT TO CARE — A FOOD BRAND BUILDS TASTE PREFERENCE, A
COSMETICS BRAND BUILDS IDENTITY, A BEVERAGE BRAND BUILDS OCCASION. HOME CARE HAS

Nobody loves NONE OF THAT AVAILABLE: THESE ARE CHORE PRODUCTS BOUGHT WITHOUT PLEASURE, USED
their floor WITHOUT ATTENTION AND REPLACED WITHOUT THOUGHT, WITH NO EMOTIONAL ATTACHMENT TO
cleaner DEFEND AND NO STORY THE CONSUMER WANTS TO BELIEVE — SO A HOME-CARE BRAND SPENDING

ITS BUDGET BUILDING AFFECTION IS PURCHASING AN EMOTION THE CATEGORY DOES NOT SUPPORT
- the three defensible positions pursued instead: demonstrable efficacy, distribution reach, and cost. Marketing

deliberately the smallest function (3 of 75) and quality/formulation twice its size

PRIVATE LABEL WINS WHERE THE CONSUMER HAS LOW ATTACHMENT, CANNOT EASILY DISTINGUISH
PRODUCTS, BUYS ON HABIT, AND SEES THE ALTERNATIVE BESIDE THE BRAND AT A LOWER PRICE —
AND HOME CARE SATISFIES EVERY ONE OF THOSE CONDITIONS MORE COMPLETELY THAN ANY
OTHER CATEGORY IN THIS VERTICAL. A PLATFORM CAN COMMISSION A FLOOR CLEANER FROM A
Private label is CONTRACT MANUFACTURER, PRICE IT TWENTY PER CENT BELOW, PLACE IT AT EYE LEVEL, AND FACE

the structural ALMOST NO RESISTANCE, BECAUSE THERE IS NO RELATIONSHIP TO BREAK — NOBODY SWITCHES
condition, nota BACK TO A FLOOR CLEANER OUT OF LOYALTY - private-label share of own categories tracked and
future threat REPORTED (21%—24%-27%), A NUMBER MOST BRANDS LEAVE OUT OF THEIR OWN BOARD PACKS,

BECAUSE A BUSINESS THAT DOES NOT TRACK THE THING ERODING IT WILL MISTAKE THE EROSION
FOR A SALES PROBLEM AND RESPOND BY SPENDING MORE ON ADVERTISING — EXACTLY THE
WRONG ANSWER; defended via accredited efficacy evidence, GT/rural reach platforms do not serve, and cost

position



The
concentrate

paradox

The consumer
cannot verify

the claim

Under-dosing
actives — an
invisible
decision, not an

accident

Habit is broken
by absence, not

by advertising

Thin margins with
no absorption

capacity

A RARE CASE WHERE THE ENVIRONMENTALLY BETTER, CHEAPER-TO-DELIVER AND HIGHER-MARGIN
PRODUCT ARE THE SAME THING — AND THE CONSUMER STILL PREFERS THE ALTERNATIVE. A
CONCENTRATE DELIVERING THE SAME USE-DILUTION IN ONE-FIFTH THE VOLUME CUTS FREIGHT
PROPORTIONATELY, USES A FRACTION OF THE PLASTIC AND OCCUPIES A FIFTH OF THE SHELF;
EVERY PARTY BENEFITS — BUT THE CONSUMER IS BUYING A BOTTLE, NOT A QUANTITY OF
CLEANING, AND A SMALL BOTTLE AT A SIMILAR PRICE READS AS POOR VALUE EVEN WHEN IT
DEMONSTRABLY IS NOT. THE RESISTANCE IS NOT IGNORANCE BUT A REASONABLE HEURISTIC —
BIGGER USUALLY IS MORE — APPLIED TO A CASE WHERE IT HAPPENS TO MISLEAD - three practical
moves rather than one hopeful one: price and communicate in use-dilution ("makes 20 litres" above pack
volume); LEAD WITH REFILLS RATHER THAN PURE CONCENTRATES, SINCE A POUCH BESIDE A BOTTLE
THE CONSUMER ALREADY OWNS FRAMES THE SAVING IN A WAY THEY ACCEPT IMMEDIATELY (refill
adoption 11%-34%, ahead of concentrate adoption); and treat it as a decade-long mix shift (6%—27%),
ACCEPTING THAT THE REMAINING 73% IS WATER THE BUSINESS PAYS TO MOVE BECAUSE THAT IS
WHAT THE MARKET CURRENTLY WANTS TO BUY

DID THE DISINFECTANT KILL 99.9% OF GERMS? THE CONSUMER HAS NO WAY OF KNOWING — THE
FLOOR LOOKS THE SAME EITHER WAY AND THERE IS NO FEEDBACK OF ANY KIND. A CATEGORY IN
WHICH THE BUYER CANNOT CHECK THE CLAIM IS ONE WHERE UNSUBSTANTIATED CLAIMS ARE
COMMERCIALLY REWARDED, WHICH IS PRECISELY WHY REGULATION IS STRICT - efficacy substantiated
in accredited labs against the organisms/soils NAMED (38%—-74%—-100%); CIB&RC REGISTRATION UNDER
THE INSECTICIDES ACT WHEREVER A GERM-KILL CLAIM IS MADE — THE HOME-CARE EQUIVALENT OF
THE COSMETICS CLAIMS BOUNDARY, CROSSED FOR THE SAME REASON: A MARKETER WRITES "KILLS
99.9% OF GERMS" BECAUSE COMPETITORS DO, WITHOUT KNOWING THE SENTENCE CHANGES THE
PRODUCT'S LEGAL CLASSIFICATION; germ-kill claims without registration and test: NIL

THE PREDICTABLE CONSEQUENCE OF THE CONDITIONS THIS BUSINESS OPERATES IN: MARGINS ARE
THIN, THE PRICE POINT IS CONTESTED BY PRIVATE LABEL, INPUTS MOVE, THE ACTIVE IS OFTEN THE
MOST EXPENSIVE COMPONENT — AND DECISIVELY, THE CONSUMER CANNOT DETECT A REDUCTION.
A CLEANER WITH FIFTEEN PER CENT LESS SURFACTANT SMELLS THE SAME, FOAMS ROUGHLY THE
SAME AND LEAVES AN IDENTICAL-LOOKING FLOOR; NO FEEDBACK SIGNAL WILL EVER TELL THE
BUSINESS IT HAS DEGRADED ITS OWN PRODUCT. IT RESEMBLES THE RANCIDITY PROBLEM IN
PACKAGED SNACKS — AN INVISIBLE FAILURE WITH NO COMPLAINT MECHANISM — EXCEPT THAT
RANCIDITY IS AN ACCIDENT AND UNDER-DOSING IS A DECISION - formulation master requiring sign-off
above the plant to change; batch verification against it (100%); standing prohibition on cost reduction via active
reduction rather than via packaging, freight, concentration or scale. THE CONTROL EXISTS TO PROTECT THE
BUSINESS FROM A DECISION IT WILL OTHERWISE BE UNDER CONTINUOUS PRESSURE TO MAKE

THIS CATEGORY IS HELD BY HABIT RATHER THAN PREFERENCE, AND HABIT IS BROKEN BY ABSENCE:
A CONSUMER WHO REACHES FOR THE USUAL BOTTLE AND DOES NOT FIND IT WILL PICK UP THE ONE
NEXT TO IT, USE IT, FIND IT ADEQUATE — BECAUSE IT IS — AND NEVER RETURN; IN A CATEGORY
WITH NO EMOTIONAL ATTACHMENT THERE IS NOTHING TO PULL THEM BACK - on-shelf availability
treated as a higher-return investment than incremental advertising, WHICH IS NOT A CONCLUSION MOST
FMCG MARKETING INSTINCTS REACH UNAIDED; distributor stock cover monitored; consistent formulation,

since the only thing that breaks a habit faster than absence is a product that stopped working

AT A 1.6% NET MARGIN A SURFACTANT PRICE MOVEMENT OR A TWO-POINT TRADE-SPEND DRIFT
REMOVES THE ENTIRE PROFIT, AND THERE IS NO PRICING POWER TO RECOVER IT BECAUSE A
PRIVATE LABEL SITS BESIDE IT ON THE SHELF - cost position defended continuously; institutional base
load built (12.8%—14.1% of net sales) as revenue insulated from private label, SINCE A FACILITY
CONTRACTOR DOES NOT BUY A SUPERMARKET'S OWN BRAND; concentrate mix as the structural defence



Corrosive and irritant formulations —» hazardous-substance labelling, child-resistant closures, first-aid text
verified before print; SEAL AND CLOSURE INTEGRITY TESTED PER SHIFT, SINCE A LEAKING CORROSIVE
PRODUCT IS A SAFETY INCIDENT AND A TRANSIT WRITE-OFF SIMULTANEOUSLY ; PCB consents and
effluent treatment for surfactant-bearing discharge with monitoring documented; EPR HEAVY BECAUSE HOME
CARE IS PACKAGED ALMOST ENTIRELY IN RIGID HDPE AND PET — REFILL FORMATS MATERIALLY

Chemical, hazard
& environmental

exposure

REDUCE THE OBLIGATION

15. SWOT Analysis

Strengths

Efficacy substantiated in accredited labs — the one claim
a private label rarely funds; cost per litre of use-dilution
measured rather than price per bottle; general-trade and
rural reach where platform private labels are absent;
institutional base load insulated from private label; private-label

pressure tracked honestly.

Opportunities

Steady non-cyclical demand and format upgrading;
institutional and facility-management contracts that
reward efficacy and prefer concentrates; sustained
hygiene awareness in disinfection; refill and concentrate
shift cutting freight, plastic and EPR together; quick

commerce suiting low-consideration replenishment.

Weaknesses

No emotional attachment available to build on — the
category does not supply it; thin margins with no absorption
capacity; 86% of liquid volume is water the business pays
to move; two loss-making years; heavy working capital per

rupee of sales.

Threats

Retailer and platform private labels — the most
dangerous competitor is the one with no brand at all;
multinational scale and advertising; surfactant and input price
movement into a thin margin; an unregistered disinfectant
claim forcing withdrawal of the highest-margin SKU;

effluent and EPR cost escalation.

16. Recommended AiSevak Tools for This Business

This home-care brand would use AiSevak's FMCG vertical tools in operations:

« The defensible asset: efficacy-claim substantiation register with accredited test references, CIB&RC and

BIS registration tracker mapped to every claim on every pack, formulation master with change control

above plant level.

o The structural lever: cost-per-litre-of-use-dilution calculator, concentrate and refill mix tracker, refill-

adoption-where-offered monitor, freight and EPR saving modelled against mix shift.

o The honest threat: private-label share tracker by category with price-gap-by-SKU monitoring, and channel-

reach analysis for outlets private label does not serve.

« Habit protection: on-shelf availability and stock-out incidence by outlet, distributor stock cover, cohort repeat

purchase, batch active-level verification log.

o Institutional: contract renewal calendar, receivable ageing and credit limits despite contract comfort, consumption-

per-square-metre benchmarking for tender pricing.

17. Key Assumptions & Notes

e Home-care products brand: own-brand floor and surface cleaners, dishwash, liquid detergent, toilet and bathroom

cleaners and surface disinfectants manufactured in an owned mixing, filling and packing plant, sold through general

trade, modern trade, quick commerce, e-commerce and institutional channels.[] NINTH PLAN IN THE FMCG
VERTICAL — BRAND-OWNER SUB-MODEL, INHERITING THE ANCHOR'S CONVENTIONS AND SETTING THE



HOME-CARE ONES.

A GOVERNING CONVENTION FOR THE HOME-CARE SUB-MODEL, SET HERE: (a) NOBODY LOVES THEIR FLOOR
CLEANER — THE CATEGORY SUPPLIES NO EMOTIONAL ATTACHMENT, SO A BRAND SPENDING TO BUILD
AFFECTION IS BUYING AN EMOTION THAT DOES NOT EXIST; THE DEFENSIBLE POSITIONS ARE EFFICACY,
REACH AND COST. (b) PRIVATE LABEL IS THE STRUCTURAL CONDITION OF THE CATEGORY, NOT A FUTURE
THREAT, AND MUST BE TRACKED AND REPORTED RATHER THAN OMITTED. (c) THE CONCENTRATE PARADOX
— THE BETTER, CHEAPER, GREENER PRODUCT SELLS WORSE, BECAUSE THE CONSUMER BUYS A BOTTLE
RATHER THAN A QUANTITY OF CLEANING. (d) THE CONSUMER CANNOT VERIFY THE CENTRAL CLAIM, WHICH
CREATES AN OBLIGATION RATHER THAN AN OPPORTUNITY. (e) UNDER-DOSING ACTIVES IS AN INVISIBLE
DECISION, NOT AN ACCIDENT — AND UNLIKE SNACKS' RANCIDITY, IT IS CHOSEN.

ON THE INSTITUTIONAL CHANNEL, WHICH DESERVES MORE ATTENTION THAN HOME-CARE PLANS USUALLY
GIVE IT: IT IS THE ONE PART OF THIS BUSINESS WHERE THE CUSTOMER CAN ACTUALLY TELL WHETHER THE
PRODUCT WORKS. A HOUSEHOLD FORMS NO MEASURABLE OPINION; A FACILITY CONTRACTOR CLEANING
ELEVEN OFFICE FLOORS NIGHTLY KNOWS EXACTLY HOW MUCH PRODUCT A JOB CONSUMES, HOW LONG
THE SURFACE STAYS CLEAN AND WHAT THE COST PER SQUARE METRE IS — AND CHANGES SUPPLIER ON
EVIDENCE RATHER THAN HABIT. THIS INVERTS EVERY DISADVANTAGE THE CONSUMER MARKET IMPOSES:
EFFICACY IS REWARDED RATHER THAN INVISIBLE, CONCENTRATES ARE PREFERRED RATHER THAN
RESISTED, AND THE PURCHASE IS CONTRACTED AND FORECASTABLE — accepted trade-offs are lower margin,
tender pricing and 60-90 day receivables; strategic value is a base load insulated from private label, a real testing
ground for formulation under heavy use, and A CUSTOMER WHO WILL TELL THE BRAND THE TRUTH ABOUT ITS
PRODUCT, WHICH IS SOMETHING NO HOUSEHOLD WILL EVER DO (12.8%-14.1% of net sales).

ON RETENTION: THIS CATEGORY IS HELD BY HABIT RATHER THAN PREFERENCE, AND HABIT IS BROKEN BY
ABSENCE RATHER THAN BY A COMPETITOR'S ADVERTISING — A CONSUMER WHO REACHES FOR THE USUAL
BOTTLE AND DOES NOT FIND IT WILL PICK UP THE ONE NEXT TO IT, USE IT, FIND IT ADEQUATE BECAUSE IT
IS, AND NEVER RETURN; THERE IS NOTHING TO PULL THEM BACK. ON-SHELF AVAILABILITY IS THEREFORE A
HIGHER-RETURN INVESTMENT THAN INCREMENTAL ADVERTISING, WHICH IS NOT A CONCLUSION MOST
FMCG MARKETING INSTINCTS REACH UNAIDED (cohort M6 repeat 24%—31%—-38%).

Economics & cash — THE MOST BENIGN CASH PROFILE IN THIS VERTICAL, AND GENUINELY THE CATEGORY'S
COMPENSATION FOR ITS STRUCTURAL DISADVANTAGES: NO SEASON SO NO BET ON WEATHER; TWO-TO-
THREE-YEAR SHELF LIFE SO DEMAND MISJUDGEMENT DOES NOT BECOME AN EXPIRY WRITE-OFF; HABITUAL
NON-CYCLICAL CONSUMPTION; AND A CONTRACTED INSTITUTIONAL BASE LOAD — THIS BUSINESS IS FAR
EASIER TO FUND AND FAR HARDER TO DISTINGUISH THAN THE FOOD AND BEVERAGE PLANS BESIDE IT. BUT
THIN MARGINS LEAVE NO ABSORPTION CAPACITY (AT 1.6% NET, A SURFACTANT MOVE OR A TWO-POINT
TRADE-SPEND DRIFT REMOVES THE ENTIRE PROFIT, WITH NO PRICING POWER TO RECOVER IT BECAUSE A
PRIVATE LABEL SITS BESIDE IT), AND GROWTH CONSUMES WORKING CAPITAL IN A HEAVY LOW-VALUE
PRODUCT — EVERY CASE IS BULK AND WEIGHT FINANCED FOR 30-45 DAYS OF CHANNEL CREDIT, WITH
60-90 DAYS ON THE INSTITUTIONAL BOOK (Y1 —X71L - Y3 X16L; net margin —19.0%—-—-8.4%—-+1.6%; gross
margin 44.9%—-49.0%; water 86%—79% of liquid volume; freight 11.2%—-10.0%; break-even Year 3). THIS IS A SCALE-
AND-COST BUSINESS, AND A PROMOTER LOOKING FOR A HIGH-MARGIN BRAND SHOULD READ THE
COSMETICS PLAN IN THIS VERTICAL INSTEAD. Regulatory: BIS standards where applicable; CIB&RC
REGISTRATION UNDER THE INSECTICIDES ACT WHEREVER A DISINFECTANT OR GERM-KILL CLAIM IS MADE —
MAKING THE CLAIM WITHOUT IT IS A BREACH, NOT A GREY AREA; accredited efficacy testing against named
organisms before publication; hazardous-substance labelling, child-resistant closures and first-aid text verified before
print; Legal Metrology with use-dilution statements on concentrates; PCB consents and effluent treatment for surfactant-
bearing discharge; EPR HEAVY FOR RIGID HDPE/PET, MATERIALLY REDUCED BY REFILL FORMATS; Factories Act
chemical-handling safety; ASCI on efficacy, "natural" and "eco" claims. Lender note: A COMPARATIVELY



STRAIGHTFORWARD PROPOSITION — SECURABLE LINES, NON-SEASONAL NON-CYCLICAL DEMAND, LONG
SHELF LIFE SO INVENTORY DOES NOT EVAPORATE, AND MUDRA/CGTMSE/SIDBI AND STATE INDUSTRIAL
ROUTES ALL APPLICABLE; but THE RISK HERE IS COMPETITIVE RATHER THAN OPERATIONAL AND WILL NOT
SHOW UP IN THE USUAL COVENANTS — THE PRINCIPAL THREAT IS A PRIVATE LABEL LAUNCHABLE AGAINST
THIS BUSINESS AT ANY TIME BY THE RETAILERS AND PLATFORMS THAT ALSO DISTRIBUTE IT; ASK WHAT
PROPORTION OF EFFICACY CLAIMS ARE ACCREDITED-LAB SUBSTANTIATED AND WHETHER CIB&RC
REGISTRATION EXISTS FOR EVERY GERM-KILL CLAIM ON EVERY PACK — AN UNREGISTERED CLAIM CAN
FORCE RELABELLING OR WITHDRAWAL OF THE HIGHEST-MARGIN SKU, AND IS ALSO A RELIABLE SIGNAL OF
HOW THE BUSINESS HANDLES THE THINGS NOBODY IS CHECKING; and SIZE WORKING CAPITAL FOR A
HEAVY, LOW-VALUE PRODUCT WITH INSTITUTIONAL RECEIVABLES, BECAUSE THIS BUSINESS TIES UP MORE
WORKING CAPITAL PER RUPEE OF SALES THAN ITS MARGINS SUGGEST. X2.85cr, gross sales 4.60-12.20cr, net
sales 3.74-10.22cr, 5,600-18,200 outlets, 75-148 staff, concentrates 6%—27%. Figures illustrative, exclude GST.

» Use these tools now — free on AiSevak

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

https://aisevak.in/verticals/fmcg — 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.
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