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1. Executive Summary

This plan sets out an Organic / A2 Milk Brand in India — a premium dairy business sourcing from genotype-tested
A2A2 herds and certified-organic farms, processing and packing liquid milk, ghee, curd, paneer and butter, and selling

through direct subscription, premium retail and quick commerce at a substantial premium to conventional dairy.

The dairy vertical's conventions are set in the dairy-farm anchor and carried through the processing, products-brand, ice-
cream, distribution, feed, cheese and equipment plans: measure and publish on behalf of a party that cannot report
its own condition; make the test result public per batch; where the premium is paid for provenance,
provenance must be a document; and where the standard test measures a proxy, publish the component it
conceals. What is specific here is that the premium rests on two claims — one verifiable and one not — and the

unverifiable one is what the customer is actually paying for.

[[1 THE PREMIUM RESTS ON A CLAIM THE EVIDENCE DOES NOT SUPPORT. A2 beta-casein status is a genuine,
testable property of the ANIMAL — a cow either carries the A2A2 genotype or she does not, and a laboratory
can establish it definitively. What is not established is the health benefit: the claims commonly made for A2
milk on digestion, inflammation and disease are not supported by evidence that would satisfy a careful reader,
and no reliable test distinguishes A2 milk in a retail bottle from conventional milk once it has been processed.
So the customer is paying two to three times the conventional price for a genotype fact she cannot verify and
a health benefit that has not been demonstrated. This brand therefore SELLS THE PART THAT IS TRUE AND
REFUSES THE PART THAT IS NOT: it publishes the HERD GENOTYPE REGISTER with every animal's test result,
and it makes no digestive or health claim whatever — 118 marketing claims were struck out in Year 3. The
general rule: WHERE A PREMIUM RESTS ON A CLAIM THE EVIDENCE DOES NOT SUPPORT, THE HONEST
OPERATOR SELLS THE PART THAT IS TRUE AND REFUSES THE PART THAT IS NOT — even though the refused

part is what the customer came for.

[ AND ORGANIC IS A DOCUMENT CHAIN, NOT A PROPERTY OF THE MILK. No test distinguishes organic milk
from conventional milk; the entire claim rests on an audit trail covering land, feed, inputs and treatment for
years before a single litre is sold. Which means an organic premium is a payment for somebody else's
paperwork being honest. So this brand publishes the CERTIFICATION BODY, THE SCOPE, THE TRANSITION
STATUS OF EACH FARM and THE AUDIT DATES against every batch — because "organic" on a carton is a claim

about a process nobody can inspect, and the only meaningful disclosure is who audited it and when.

0 The third finding decides whether the model is worth anything at all: THE PREMIUM MUST REACH THE
FARMER. An organic or A2 brand charging three times the conventional price while paying its producers a
conventional-plus-ten-percent rate is extracting a premium for a story rather than funding the practice that
justifies it. This brand PUBLISHES THE PRICE PAID PER LITRE TO ITS PRODUCERS BESIDE THE RETAIL PRICE,

and reports the farmer's share of the retail rupee rising from 38% to 44%.

This plan models an operator requiring ¥7.20 crore (32.60 crore investor + X1.80 crore working-capital facility + X1.60
crore promoter + X1.20 crore term loan), moving from X8.40 crore revenue and a ¥78 lakh loss to ¥34.00 crore
revenue and X2.72 crore profit by Year 3 — an 8.0% net margin, 31.4% return on capital, and a farmer share of the

retail rupee of 44%. (Organic and A2 dairy brand — figures illustrative.)



2. Business Description, Vision & Legal Structure

Concept: A premium dairy brand that publishes the genotype and declines the health claim.
Vision: To be the premium dairy a sceptic would buy.

Mission: Publish the herd register and every animal's genotype result; name the certifier, the scope and the audit date; say
plainly what the evidence does and does not show; make no claim about digestion or disease; print what we pay the farmer

beside what we charge; and measure welfare rather than describing it.

Legal structure

e Private Limited — required in substance. Organic certification, modern-trade and quick-commerce vendor agreements,
subscription billing and outside capital all assume it.

o Proprietorship or LLP — the form of many small premium dairy brands; the consequence is that a claim
challenged under advertising or food law attaches to an entity that can simply close and re-launch under
another name, which is a substantial part of why this category's claims are so free.

¢ Producer relationships as written contracts with published prices, not informal arrangements — because a
premium that is not contractual is a premium that can be withdrawn the moment the brand's margin is

squeezed.

Regulatory anchor: a business whose entire proposition is composed of claims, operating in a category where the claims
are lightly policed. The first exposure is health and nutrition claims: FSSAIl's Advertising and Claims Regulations
require that a health claim be substantiated and prohibit claims that a food prevents, treats or cures disease,
and the CCPA's misleading-advertisement guidelines reach the same ground — so a digestive or disease-
related claim for A2 milk is not merely unsupported, it is a claim a regulator can require evidence for. The
second is organic integrity: "organic" is governed by the Food Safety and Standards (Organic Foods)
Regulations, which require certification under NPOP or PGS-India and permit the Jaivik Bharat mark only for
certified product — and because no laboratory test distinguishes organic milk, the entire regime rests on audit
and traceability rather than on analysis. The third is the ordinary dairy stack this brand inherits: FSSAI
compositional standards, residue limits, labelling and net quantity, and a documented and exercised recall.
Then: welfare claims, which are wholly unregulated and therefore governed only by the general misleading-claims

provisions; DPDP obligations over subscription data; GST; and EPF/ESI and POSH.

3. Promoter & Ownership

Led by a promoter with premium FMCG, dairy or certified-agriculture background. Three competences decide outcomes.
Supply-side patience, because an organic conversion takes years and a genotyped A2 herd is built through breeding rather
than purchasing — so this business's growth rate is set by farms rather than by marketing. Claim discipline, since the entire
category's commercial momentum runs toward health assertions that cannot be substantiated, and the pressure to make
them comes from investors and marketers as much as from customers. And the willingness to price honestly upward —
paying producers enough that the practice is sustainable, which is what makes the premium legitimate rather than
extractive. Ownership, equity & investor terms are editable inputs; claim approval sits with the promoter and a

compliance reviewer, and no marketing or investor communication is issued without that review.

4. Market Analysis — India

Indian premium dairy is growing quickly on health anxiety, urban income and a genuine distrust of conventional milk

— and is served by a category where almost every claim is unverifiable.



Demand drivers

o Distrust of conventional milk, founded on real and widely reported adulteration, which sends buyers toward anything
that appears more accountable.

+ Health-conscious urban households paying substantial premiums for perceived nutritional benefit.

e Subscription and direct-to-home models, which suit a premium product and build genuine retention.

¢ Indigenous-breed interest — Gir, Sahiwal and Tharparkar herds carry both A2 genotype prevalence and cultural
resonance.

e Quick commerce and premium retail creating shelf space for products that could not previously reach a national

audience.
¢ Organic certification infrastructure maturing, which makes a verifiable organic supply chain achievable rather than

aspirational.

Market sizing (illustrative framing)

TAM Premium and specialty dairy consumption in urban India Growing fast from a small base

SAM Households paying a 2-3x premium within cold-chain Bounded by CERTIFIED SUPPLY, not by
reach demand

SOM (Yr

1-3) Volume across subscription, retail and quick commerce X8.4cr = X34.0cr; supplier herds 14 - 46

What the buyer is actually paying for

Verifiable? Evidence for the benefit

Yes — testable in the
A2A2 genotype of the herd N Not the question; it is a fact about the cow
anima

A2 milk in this bottle Not reliably after processing Rests on chain-of-custody, not analysis

Not established by evidence that would satisfy a careful

A2 health benefit No
reader
Organic production No test exists Rests entirely on the certification audit chain
Welfare / "free-range" / )
Only if measured Wholly unregulated words

"humane"

This table is the category's honest description and is not a comfortable one to publish. Of the five things a
premium dairy customer believes she is buying, one is a verifiable fact about an animal, three rest on
documentation rather than on any test, and one — the health benefit that is the main reason she pays the
premium — is not established. A brand that prints all five as equivalent assertions is not lying about any single
one; it is allowing a customer to believe that a genotype register and a digestive claim have the same
evidentiary standing, which they do not. The commercial consequence of saying so is direct and is quantified
later in this plan, and the reason for saying it anyway is that a premium built on an unexamined belief is a

premium that collapses the first time somebody examines it.




Constraints

« Certified and genotyped supply, which takes years to build and cannot be bought at short notice.
e Cold-chain reach, which bounds a fresh premium product geographically.
¢ Price sensitivity at 2-3x conventional, which caps the addressable household base sharply.

o Category credibility, which is damaged every time a competitor's unverifiable claim is exposed.

5. Competition & Position

competitor type _ \Weakness this plan eprOits

National A2 and Health claims made freely; no
Distribution, marketing spend, celebrity endorsement

organic dairy brands herd register published

Farm-direct premium o ) . ) Genotype and certification asserted,

e Authenticity, direct relationship, farm story

subscriptions rarely documented

Conventional dairy Premium is packaging rather than
Scale, price, existing cold chain

premium lines practice

Unverified "desi cow" ) No genotype testing at all; A2
Cultural resonance, price, local trust

sellers asserted by breed alone

S Herd genotype register published, certifier and audit dates = Cannot make the claim that sells the
is plan
stated, no health claims, farmer price printed beside retail category; slower supply growth

The positioning claim is unusual because it is partly a refusal, and it is aimed at the customer this category
currently does not serve: the person who suspects the whole premium is a story and has therefore stayed with
conventional milk. She is not persuaded by a health claim — she is put off by one — and a brand that publishes
a genotype register, names its certifier and says plainly that the digestive benefit is unproven is making the
only argument she will accept. It is a smaller audience than the one chasing the health claim, and it is a more

durable one, because nothing about it depends on evidence that may later be contradicted.

The cost of the honest position is stated in rupees rather than implied. Declining to make digestive and health
claims costs an estimated ¥4.80 crore of Year-3 revenue against competitors who make them freely — this is
the largest single honesty cost in the dairy vertical, because in this category the unsupported claim IS the
product. Paying producers 44% of the retail rupee rather than the category's typical 28-32% costs a further
X3.10 crore of gross margin. Genotype testing, certification audit support and welfare measurement across
supplier herds cost 86 lakh a year. The offsetting return is a subscription base retaining at 84% against a
category norm nearer 55%, an acquisition cost less than half the category's because the proposition survives

scrutiny, and a supply base that stays because it is paid properly.

6. A Premium Paid for a Claim the Evidence Does Not Support

This is the hardest commercial discipline in the vertical, because the thing that must be refused is the thing the customer

came for.

What is commonly claimed for A2 milk Status of the evidence

Easier to digest / less bloating Small studies, mixed results, no established conclusion



Reduces inflammation Not established

Linked to lower risk of chronic disease Not established; some hypotheses actively disputed
Suitable for the lactose-intolerant False — A2 milk contains the same lactose
The cow carries the A2A2 genotype True, testable, and the only claim worth making

The fourth row is worth pausing on, because it is the claim most often implied and it is not merely unproven
but incorrect: A2 milk contains the same lactose as any other milk, so a lactose-intolerant customer buying it
for that reason has been sold something that cannot help her. The rest of the table is the more ordinary
problem — assertions that may one day be supported, are currently not, and are being made as though they
were. And the difficulty is that the last row, which is true and testable, is not what anybody is paying two to
three times conventional price for. WHERE A PREMIUM RESTS ON A CLAIM THE EVIDENCE DOES NOT SUPPORT,
THE HONEST OPERATOR SELLS THE PART THAT IS TRUE AND REFUSES THE PART THAT IS NOT — even though

the refused part is what the customer came for.

So this brand's claim discipline is specific and enforced. The HERD GENOTYPE REGISTER IS PUBLISHED — every
supplying animal, her breed, her genotype test result and the testing laboratory — so the one verifiable claim
is verifiable by anybody who cares to look. A PLAIN STATEMENT OF THE EVIDENCE appears on the website and
on the pack: what A2A2 genotype means, that this milk comes from tested A2A2 animals, and that claims
about digestion, inflammation and disease are NOT established and are not made by this brand. No health,
digestive or disease claim appears in any advertisement, pack, influencer brief or investor deck, and 118
proposed claims were struck out in Year 3 — a rising number, because as marketing volume grows so does the
number of times somebody proposes the sentence that would sell. Claim approval sits with the promoter and a

compliance reviewer, never with marketing.

7. Organic Is a Document Chain, and the Premium That Must Reach the

Farmer

Two further problems determine whether this brand's premium means anything.

[I1 NO TEST DISTINGUISHES ORGANIC MILK FROM CONVENTIONAL MILK. Unlike fat content, cell count or
antibiotic residue — all of which a laboratory can settle — "organic" is a claim about a production process
covering land, feed, inputs and veterinary treatment over years, and it can only ever be evidenced by an audit
trail. Which means an organic premium is a payment for somebody else's paperwork being honest, and the
buyer's only real protection is knowing who checked and when. So this brand publishes, against every batch,
the CERTIFICATION BODY, the SCOPE of the certificate, the TRANSITION STATUS of each supplying farm, and
the DATE OF THE LAST AUDIT — and where a farm is in conversion rather than fully certified, its milk is sold as

conversion-status product and labelled as such rather than blended into the certified pool.

The blending question deserves emphasis because it is where organic dairy claims usually fail quietly. A brand
with more demand than certified supply faces a constant, invisible temptation to top up the certified pool with
conventional or conversion milk — the milk is identical, no test can distinguish it, and the shortfall is a
commercial emergency while the substitution is undetectable. So certified and conversion milk are received
into physically separate silos, the volume balance is reconciled monthly against certified farm output, and the
reconciliation is published — because a claim that rests entirely on documentation must be defended by

arithmetic that a third party can check.




[l AND THE PREMIUM MUST REACH THE FARMER OR THE MODEL IS EXTRACTIVE. An organic or A2 brand
charging three times the conventional price while paying producers ten or fifteen percent above the
conventional rate is not funding a practice, it is monetising a story — and the practice is genuinely more
expensive, since organic conversion costs yield and years, and maintaining a genotyped herd costs breeding
discipline. So this brand PUBLISHES THE PRICE PAID PER LITRE TO ITS PRODUCERS BESIDE THE RETAIL PRICE
and reports the FARMER'S SHARE OF THE RETAIL RUPEE — 38% rising to 44%, against a premium-category
norm nearer 30%. The second, self-interested justification is the durable one: a producer paid enough to stay

certified stays certified, and this brand's supply constraint is the only real limit on its growth.

[J AND WELFARE WORDS ARE MEASURED RATHER THAN ASSERTED. "Free-range", "humane", "happy cows" and
"grass-fed" are entirely unregulated in India and are used freely by every brand in this category — so this one
applies the dairy-farm anchor's instrument instead: lameness score, body condition, mastitis incidence,
somatic cell count, calving interval and average lactation at culling, collected from every supplying herd and
PUBLISHED per farm. It is the anchor's rule exactly — where the party bearing the cost cannot report its own
condition, the honest operator measures and publishes on its behalf — and it converts an adjective a

competitor can copy free into a number a competitor must earn.

8. Operations Plan (recruit, verify, collect, process, publish, deliver)

Supply development

« Herd genotype testing at this brand's cost, with every animal's result entered into the published register.

¢ Organic certification support through conversion, including the years in which a farm earns no premium and needs

one most.

 Written contracts with published prices and a stated review cycle, so the premium is contractual rather than

discretionary.

o Welfare metrics collected from every supplying herd on the anchor plan's schedule, published per farm.

Collection and segregation

« Certified, conversion and A2 streams physically segregated from collection through to packing, with separate

silos.
+ Volume balance reconciled monthly against each certified farm's expected output, and the reconciliation published.
« Intake tested to the vertical's panel — residue, adulterants, cell count — with the laboratory holding acceptance.

¢ Chain-of-custody documented at every transfer, since the claim rests on custody rather than on analysis.

Processing and packing

+ Dedicated runs with validated changeover between certified and conventional streams, or dedicated lines where

volume permits.
« Batch coding that resolves a pack to a farm, a collection date and a certificate.
o Label carrying the certifier, scope and audit date, and the plain evidence statement.

o Compositional testing per batch, published per the products-brand rule.

Claims, publication and delivery

o Every claim reviewed and approved by compliance before use, in advertising, on pack, in influencer briefs and in

investor material alike.



+ Herd register, certification data, welfare metrics and farmer prices published and kept current.
o Chilled subscription delivery per the distribution plan's sealed-pack and route-log discipline.

o Recall drills twice a year against a real batch code, with time-to-trace recorded.

The operational hinge is the month when subscriptions have grown faster than certified supply. Demand is
real, the shortfall is temporary, conventional milk is available, no test can distinguish it, and every commercial
instinct says to top up the pool and fix it next month. It is the same structure as the feed mill's aflatoxin
morning and the processor's low silo — an undetectable substitution under acute commercial pressure — so
the answer is the same: physically separate silos rather than a procedural rule, a published monthly volume
reconciliation that a third party can check, and a standing instruction that a subscription is paused or a

customer is told rather than a claim being quietly diluted.

9. FSSAI Claims, Organic Regulations & Operating Compliance (India)

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

¢ Health & nutrition claims — FSSAI Advertising and Claims Regulations require substantiation and prohibit disease
prevention, treatment or cure claims; CCPA misleading-advertisement guidelines apply; a digestive or disease claim

for A2 milk is a claim a regulator can demand evidence for.

¢ Organic integrity — Food Safety and Standards (Organic Foods) Regulations with NPOP or PGS-India certification and
the Jaivik Bharat mark restricted to certified product; because no laboratory test distinguishes organic milk, the
regime rests entirely on audit and traceability.

e Dairy stack — FSSAI compositional standards, residue limits, labelling and net quantity, and a documented and

exercised recall resolving a pack to a farm and a certificate.

« Welfare claims — wholly unregulated, therefore governed only by general misleading-claims provisions; measured

metrics used instead of adjectives.
o Data & subscription — DPDP obligations over household data; subscription terms, pauses and refunds.

o Workforce — EPF/ESI, POSH and food-handler health checks.

10. Organisation & Manpower Plan

Promoter / managing director Approves every claim; owns the farmer price

Supply development & farm liaison 5 14 Genotyping, certification support, welfare data
Quality, laboratory & segregation control 4 10 Holds acceptance and the volume reconciliation
Processing & packing 12 30 Segregated runs; validated changeover

Cold chain, subscription delivery & routes 14 38 Sealed-pack discipline per the distribution plan

Compliance & claim review 1 2 No claim issued without approval, marketing included
Marketing, subscription & retail sales 6 16 Cannot approve its own claims

Finance, publication & admin 4 10 Herd register, audit data, farmer price publication

Total a7 121 Employed; supply development is 12% of headcount



Two people in compliance and claim review is the smallest function in this business and the one that defines
it, and the reporting line is the whole design. Marketing cannot approve its own claims, because the sentence
that would sell is exactly the sentence a marketer is paid to write — and the 118 struck-out claims in Year 3
are evidence the review is doing something rather than rubber-stamping. Equally, fourteen people in supply
development against a Year-3 revenue of ¥34 crore reflects the fact that this business's growth is limited by
certified and genotyped farms rather than by demand, and that building supply is a years-long relationship

activity rather than a procurement one.

11. Implementation Timeline & Milestones

Formation & supply

" Month 0-8 Incorporation, FSSAI licence, first genotyped herds contracted, certification bodies engaged
ase
Plant & segregation Month 5-12 Processing and packing with separate silos and validated changeover; batch coding to farm
Herd genotype register, certification and audit data, welfare metrics, farmer prices — all
Publication systems Month 8-13
live
Month Direct subscription with sealed-pack delivery; claim discipline enforced from the first
Subscription launch
11-20 advertisement
Retail & quick Month ) ) o ) o
Premium retail and platform listings; conversion-status products labelled distinctly
commerce 16-28
Month
Supply scale 92-36 46 supplier herds; conversion farms reaching full certification; value-added range

Training and competence

o Claim literacy for everyone who writes anything — marketing, sales, customer service and founders — because
the unsupported sentence is usually spoken rather than printed.

« Segregation discipline for collection and plant staff, including why an undetectable substitution is the one that
matters most.

« Welfare data collection on supplying farms, to the anchor plan's scoring standard so figures are comparable between
herds.

o Certification process knowledge in supply development, so farms are supported through conversion rather than

merely audited.

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of a
premium dairy P&L and how the claim and payment disciplines move them. Every input is editable. The defining feature
of this model is that the premium is real, large and shared — 44% of the retail rupee reaches the farmer, which

is both the ethical position and the reason the supply base exists at all.



12.1 Project cost & funding

Processing & packing plant with segregated lines 214 Separate silos; validated changeover

Cold chain — chilling, cold store, logged vehicles 148 Premium fresh product; subscription delivery

Supply development — genotyping, certification support, Paid by this brand, including through conversion
conversion assistance 96 years

Laboratory & segregation verification 62 Intake panel; volume reconciliation

Subscription platform, publication systems & batch coding 58 Herd register, audit data, farmer prices

Utilities, effluent & backup power 54  Refrigeration and processing loads

Deposits, licences, certification & pre-operative 38 FSSAI, organic certification, registrations

Farmers paid weekly at a premium; retail settles
Working capital & contingency 50 lowl

slowly

X260L investor + X180L WC facility + X160L promoter

Total project cost 720
+ X120L term loan

12.2 Operating metrics

_

Herd genotype register published with every animal's result / plain
100% /100% 100% /100%/ 100% / 100% /
evidence statement on pack and site / health, digestive or disease claims

/ NIL NIL NIL
made
Proposed marketing claims STRUCK OUT by compliance review / claims
46 / NIL 79 / NIL 118 / NIL
issued without review
Certifier, scope, transition status and audit date published per batch /
100% / NIL / 100% / NIL / 100% / NIL /
conversion milk blended into the certified pool / monthly volume reconciliation
100% 100% 100%
published
Farmer price per litre published beside retail price / farmer share of
100% / 38% 100% / 41% 100% / 44%
the retail rupee
Welfare metrics measured and published per supplying herd /
100% / NIL 100% / NIL 100% / NIL
unregulated welfare adjectives used in marketing
Supplier herds / genotyped animals / subscription retention / contribution per 14/ 620/ 28 /1,340 / 46 / 2,280/
litre 71% / X18.40 79% / X22.60 84% / X26.10

Row two is the row that proves the discipline exists: 118 proposed claims struck out in Year 3 against 46 in
Year 1, RISING as marketing volume grows. A brand in this category whose compliance review has never
rejected a claim is not reviewing — the sentence that would sell is precisely the sentence somebody proposes
every month, and the count going up with spend is exactly what a working gate looks like. Row four is the one
competitors will not copy: publishing what the farmer is paid beside what the customer is charged makes the
margin visible, which is uncomfortable and is the only way the premium can be shown to be funding a practice

rather than a story.




12.3 Revenue build

e ————

A2 liquid milk — subscription 1,360 Core; genotype register is the claim
Certified organic liquid milk 168 372 680  Audit chain is the claim; supply-bound
A2 ghee & value-added 156 350 640 Best realisation; ambient reach
Organic curd, paneer & butter 108 238 440  Fresh; cold-chain bound

Premium retail & quick commerce 48 100 180 Reach beyond subscription routes

Farm visits, education & conversion advisory 24 60 100 Builds supply and credibility together
Total revenue 840 1,860 3,400 lllustrative

12.4 P&L summary

N 7YY T Ty

Revenue 1,860 3,400
Milk purchase at published premium prices (319) (763) (1,496)
Packaging & processing materials (84) (176) (306)
Gross profit 437 921 1,598
Processing & plant employee cost (96) (158) (248)
Cold chain, subscription delivery & routes (148) (272) (452)
Supply development, genotyping & certification support (52) (68) (86)
Quality, laboratory & segregation verification (38) (52) (74)
Compliance & claim review (14) (17) (22)
Marketing, subscription acquisition & platform (132) (214) (338)
Power, utilities, effluent & consumables (48) (82) (134)
Admin, insurance, professional & other (56) (88) (142)
EBITDA (147) (30) 102
Depreciation & amortisation (72) (82) (92)
Finance cost (34) (46) (58)
Other income — conversion advisory, farm tourism, licensing, by-product (disclosed) 156 223 411
PBT (97) 65 363
Tax 19 (13) (91)
PAT (78) 52 272
Net margin (9.3%) 2.8% 8.0%

ROCE (13.2%) 11.6% 31.4%



The milk purchase line at ¥14.96 crore is 44% of revenue by design rather than by market accident, and it is
the number this business is built to defend. A competitor paying the category norm of 28-32% would show
roughly ¥4 crore more gross profit on identical revenue — which is precisely the gap between monetising a
story and funding a practice, and it is why the farmer share is published. Marketing at ¥3.38 crore is the
second line to examine: it is large because acquisition in a premium category is expensive, and it is smaller
than it would otherwise be because the proposition survives scrutiny and retains at 84%. Other income at
X4.11 crore exceeds PAT and is disclosed separately per the library's rule — conversion advisory and farm

tourism monetise the supply-building activity itself, which is legitimate and is not the dairy business.

12.5 Where the retail rupee goes

_

To the farmer 38% 44%  Published beside the retail price
Processing, packing and materials 10% 9%  Scale efficiency

Cold chain and delivery 18% 13% Route density improves with subscription depth
Marketing and acquisition 16% 10% Falls as retention rises to 84%

Supply development, quality and compliance 12% 5% Largely fixed; dilutes with volume

Overheads, finance and return 6% 19% Where the business becomes viable

This table is published to customers as well as to investors, which is unusual and is the point. A premium dairy
customer who is told that 44 paise of her rupee reaches the farmer, 13 goes on cold chain and 10 on
marketing can decide for herself whether the premium is being spent on the thing she thought she was
funding — and no competitor in this category publishes anything comparable. The falling marketing share is
worth noting for a second reason: a proposition that survives scrutiny costs less to sell every year, which is

the commercial return on the claim discipline expressed as a percentage of revenue.

12.6 Break-even & sensitivity

Base X34.0cr X2.72cr  As modelled

Other income down 30% X34.0cr X1.80cr Advisory and farm tourism carry a real share
Subscription retention 84% — 68% X31.2cr X1.36¢cr  Acquisition cost recurs; the honest premium's return
Certified supply short by 15% %30.6¢cr X1.62cr Sales declined rather than the pool diluted
Farmer share held at 32% (category norm) X34.0cr X6.80cr The cost of the ethical position, stated
Premium erodes 12% on category competition %29.9cr X1.14cr  Price sensitivity at 2-3x conventional

13. Funding Requirement & Bankability

_m Terms (indicative)

Investor equity 260 Growth capital; claim-discipline and supply covenants




Working-capital facility 180

Promoter contribution 160

Term loan

Total

Farmers paid weekly at a premium; retail settles slowly

Cash and equipment

120 Plant, cold chain and systems; 6-7 years

720

Illustrative structure

The bankability case rests on subscription recurrence and on the absence of a claim-based tail risk, and the
second deserves an investor's attention more than it usually gets. A premium dairy brand's entire valuation
rests on claims; a regulatory action, a media investigation or a published study contradicting an unsupported
assertion can remove the premium overnight, and several brands in adjacent categories have discovered this.
A brand that never made the claim cannot lose it — which means the claim discipline is not only an ethical
position but the specific thing that makes this cash flow durable enough to lend against. The supply base is
the other durable asset: 46 herds with published genotypes, certification and welfare data cannot be

replicated quickly by a competitor with more marketing money.

¢ Use of funds — 30% processing and packing with segregated lines, 21% cold chain, 13% supply development and

certification support, 9% laboratory, 8% platform and publication systems, balance utilities, licences and working capital.

« Repayment — term loan from Year 3 cash flow; working-capital facility revolving against subscription collections and

retail receivables.

¢ Investor exit — strategic sale to a national dairy or premium-FMCG group seeking a verifiable premium proposition and

a certified supply base, or a promoter buyback.

14. Risk Analysis & Mitigation

Making the
health claim
that sells the

category

Diluting the
certified pool
when demand

outruns supply

The commercial pressure is
enormous because the
unsupported claim IS the
product — customers, marketers
and investors all want it,
competitors make it freely, and
it costs an estimated X4.80 crore

of Year-3 revenue to refuse

The milk is identical, no
laboratory test can distinguish
organic or A2 from conventional
after processing, the shortfall is
a commercial emergency and
the substitution is undetectable
— the same structure as the
feed mill's aflatoxin morning and

the processor's low silo

SELL THE PART THAT IS TRUE AND REFUSE THE PART THAT IS NOT:
the herd genotype register published with every animal's result and
testing laboratory, so the one verifiable claim is verifiable by
anybody; a PLAIN STATEMENT on pack and site of what A2A2
genotype means and that digestive, inflammation and disease
claims are NOT established and are not made here; no such claim in
any advertisement, pack, influencer brief or investor deck; 118
proposed claims STRUCK OUT in Year 3, rising with marketing
volume; and claim approval held by the promoter and a compliance
reviewer, never by marketing — because the sentence that would

sell is exactly the sentence a marketer is paid to write

Certified, conversion and A2 streams received into PHYSICALLY
SEPARATE SILOS rather than governed by a procedural rule; volume
balance RECONCILED MONTHLY against each certified farm's
expected output and the reconciliation PUBLISHED, because a claim
resting entirely on documentation must be defended by arithmetic a
third party can check; conversion milk sold and labelled as
conversion-status rather than blended; and a standing instruction
that a subscription is PAUSED or a customer TOLD rather than a
claim quietly diluted



The premium
not reaching

the farmer

Unregulated
welfare

adjectives

Certified and
genotyped

supply constraint

Category
credibility
damage from a

competitor

Price sensitivity
at 2-3x

conventional

Cold chain and
subscription

execution

Charging three times
conventional while paying
producers ten percent above it
monetises a story rather than
funding a practice — and
organic conversion genuinely
costs yield and years while a
genotyped herd costs breeding

discipline

"Free-range", "humane", "happy
cows" and "grass-fed" mean
nothing in Indian law and are
used freely across the category,
so an honest operator
competing on adjectives has no

way to distinguish itself

Growth is set by farms rather
than by demand; a 15% supply
shortfall costs X1.10 crore of
profit because sales are declined

rather than the pool diluted

A published study or regulatory
action against another brand's
A2 claims removes the premium
from the whole category,
including from operators who

never made the claim

A 12% premium erosion
removes 58% of Year-3 profit;
the addressable base is sharply

capped by price

A premium fresh product that
arrives warm or late destroys a

claim built on care

PRICE PAID PER LITRE TO PRODUCERS PUBLISHED BESIDE THE
RETAIL PRICE, and the FARMER SHARE OF THE RETAIL RUPEE
reported (38% - 44%) against a category norm nearer 30%; written
contracts with published prices and a stated review cycle so the
premium is contractual rather than discretionary; certification
support provided through the conversion years when a farm earns
no premium and needs one most; and the second, self-interested
justification — a producer paid enough to stay certified stays

certified, and supply is this brand's only real growth limit

The dairy-farm anchor's instrument applied instead: lameness score,
body condition, mastitis incidence, somatic cell count, calving
interval and average lactation at culling collected from every
supplying herd and PUBLISHED PER FARM — where the party
bearing the cost cannot report its own condition, the honest
operator measures and publishes on its behalf; and NIL unregulated
welfare adjectives used in marketing, which converts a word a

competitor can copy free into a number he must earn

Supply development at 12% of headcount with genotyping paid by this brand
and certification supported through conversion; multiple herds so no single
farm can halt a product line; conversion-status product as a legitimate
labelled offering that keeps converting farms earning; and growth
communicated to investors as supply-led rather than demand-led so the

constraint is not resolved by dilution

Position built on the genotype register and the audit chain rather than on the
contested benefit, so the proposition survives a contradiction that would
remove a competitor's; the plain evidence statement already tells customers
what is and is not established, which converts an external contradiction into
a confirmation of this brand's honesty; and welfare and farmer-share

disclosures giving the premium a second and independent justification

Subscription retention at 84% reducing acquisition dependence; value-added
ghee and ambient products reaching beyond cold-chain routes at better
realisation; farmer-share publication giving price-sensitive customers a
reason the premium exists; and disciplined refusal to close the gap by

cutting the farmer price, which is the first lever a competitor would pull

Sealed-pack, route-logged delivery per this vertical's distribution plan;
delivery temperature logged at handover; non-delivery credited
automatically without the customer asking; and de-listing of retail partners

whose storage fails, per the products-brand rule



15. SWOT Analysis

Strengths Weaknesses
o Herd genotype register published, animal by animal e Cannot make the claim that sells the category
e No health, digestive or disease claim ever made e Growth limited by certified and genotyped supply
o Certifier, scope, transition status and audit dates published e Higher input cost by design; lower gross margin than
per batch competitors
e Farmer price printed beside retail; 44% of the retail rupee e Result depends materially on advisory and other income

o Welfare measured and published per herd, not asserted

Opportunities Threats
e The sceptical premium customer nobody currently serves e Category credibility damage from another brand's claims
e Subscription retention at 84% reducing acquisition cost e Price competition from operators paying farmers less
e Conversion advisory building supply and revenue together o Certified supply scarcity capping growth
¢ Value-added ghee reaching beyond cold-chain routes e Premium erosion in an economic downturn

e Category contradictions strengthening a brand that never

claimed

16. Recommended AiSevak Tools for This Business

 Herd & genotype register — every supplying animal, breed, genotype result and testing laboratory, published and

current.
o Certification & audit tracker — certifier, scope, transition status and audit dates by farm, published per batch.
¢ Claim review workflow — every proposed claim routed to compliance, with approvals and strike-outs recorded.

« Segregation & volume reconciliation — certified, conversion and A2 streams balanced monthly against farm output

and published.
o Farmer price & share publisher — price paid per litre beside retail price, and the retail-rupee breakdown.
o Welfare metrics collector — lameness, condition, mastitis, cell count, calving interval and cull age per supplying herd.

e Subscription & delivery tracker — sealed-pack delivery, route logs, automatic credits and retention.

17. Key Assumptions & Notes

¢ All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue, supplier
herds, retention, farmer share and headcount are editable inputs; actual outcomes depend on certified supply
availability, cold-chain reach, premium sustainability and channel mix. Figures are in Indian rupees.

 The central integrity finding is that the premium rests on a claim the evidence does not support. A2 beta-
casein status is a genuine, testable property of the ANIMAL, and a laboratory can settle it definitively. What is not
established is the health benefit — the claims commonly made about digestion, inflammation and disease are not
supported by evidence that would satisfy a careful reader, and no reliable test distinguishes A2 milk in a processed retail
bottle. Worse, the lactose-intolerance claim most often implied is not merely unproven but incorrect: A2
milk contains the same lactose as any other milk, so a customer buying it for that reason has been sold
something that cannot help her. WHERE A PREMIUM RESTS ON A CLAIM THE EVIDENCE DOES NOT
SUPPORT, THE HONEST OPERATOR SELLS THE PART THAT IS TRUE AND REFUSES THE PART THAT IS NOT —

even though the refused part is what the customer came for.



« So the claim discipline is specific, enforced and expensive. The herd genotype register is published with every
animal's breed, result and testing laboratory; a plain statement of the evidence appears on pack and site saying what
A2A2 genotype means and that digestive, inflammation and disease claims are not established and are not made here;
and no such claim appears in any advertisement, pack, influencer brief or investor deck. 118 proposed claims were
struck out in Year 3 against 46 in Year 1 — RISING as marketing volume grows, because the sentence that
would sell is proposed every month, and a brand in this category whose review has never rejected a claim
is not reviewing. Claim approval sits with the promoter and a compliance reviewer, never with marketing,

since a marketer is paid to write exactly that sentence.

Organic is a document chain, not a property of the milk. No test distinguishes organic milk from conventional; the
claim covers land, feed, inputs and veterinary treatment over years and can only be evidenced by an audit trail — so an
organic premium is a payment for somebody else's paperwork being honest, and the buyer's only real protection is
knowing who checked and when. The certification body, the scope, each farm's transition status and the last
audit date are published against every batch, and conversion-status milk is sold and labelled as such

rather than blended into the certified pool.

The blending temptation is where organic dairy claims usually fail quietly, and it is answered physically. A
brand with more demand than certified supply faces a constant invisible pull to top up the pool — the milk is identical,
no test distinguishes it, the shortfall is an emergency and the substitution is undetectable, which is the feed mill's
aflatoxin morning and the processor's low silo arriving in a third form. So certified, conversion and A2 streams go
into PHYSICALLY SEPARATE SILOS rather than being governed by a rule; the volume balance is reconciled
monthly against certified farm output and PUBLISHED, because a claim resting entirely on documentation
must be defended by arithmetic a third party can check; and a subscription is paused or a customer told

rather than a claim diluted.

The premium must reach the farmer or the model is extractive. Charging three times conventional while paying
producers ten or fifteen percent above it monetises a story — and the practice is genuinely more expensive, since
organic conversion costs yield and years and a genotyped herd costs breeding discipline. So the price paid per litre
is published beside the retail price and the farmer's share of the retail rupee is reported: 38% rising to
44%, against a category norm nearer 30%. Holding the category norm instead would have produced %6.80
crore of Year-3 profit rather than ¥2.72 crore, and that figure is published in the sensitivity table rather

than hidden — because the cost of the ethical position is not credible unless it is quantified.

Welfare words are measured rather than asserted. "Free-range", "humane", "happy cows" and "grass-fed" are
wholly unregulated in India and used freely across the category, so this brand applies the dairy-farm anchor's instrument
instead — lameness score, body condition, mastitis incidence, somatic cell count, calving interval and average lactation
at culling, collected from every supplying herd and published per farm. It converts an adjective a competitor can

copy for nothing into a number he must earn, and it is the anchor's rule applied one link up the chain.

The whole retail rupee is published, to customers as well as investors. 44 paise to the farmer, 13 to cold chain
and delivery, 10 to marketing, 9 to processing and materials, 5 to supply development, quality and compliance, and 19
to overheads, finance and return. No competitor in this category publishes anything comparable, and the
falling marketing share carries a second lesson: a proposition that survives scrutiny costs less to sell every

year, which is the commercial return on claim discipline expressed as a percentage of revenue.

The claim discipline is also what makes this cash flow lendable. A premium dairy brand's valuation rests entirely
on claims, and a regulatory action, a media investigation or a published study contradicting an unsupported assertion
can remove the premium overnight — as adjacent categories have discovered. A brand that never made the claim
cannot lose it. Together with 46 herds carrying published genotypes, certification and welfare data that a
better-funded competitor cannot replicate quickly, that is the durable asset here. The honest position
costs an estimated ¥4.80 crore of forgone Year-3 revenue from refused claims, ¥3.10 crore of gross margin

from the higher farmer share, and 86 lakh of supply development — against 84% retention, acquisition



cost less than half the category's, and other income of ¥4.11 crore from conversion advisory and farm
tourism that is disclosed separately because it is not the dairy business.

Compliance is almost entirely about what is said. FSSAI Advertising and Claims Regulations requiring
substantiation and prohibiting disease prevention, treatment or cure claims, with CCPA misleading-advertisement
guidelines over the same ground, so an A2 digestive or disease claim is one a regulator can demand evidence for; Food
Safety and Standards (Organic Foods) Regulations with NPOP or PGS-India certification and the Jaivik Bharat mark
restricted to certified product, where the regime rests on audit and traceability because no laboratory test distinguishes
organic milk; FSSAI compositional standards, residue limits, labelling and net quantity; a documented and exercised
recall resolving a pack to a farm and a certificate; wholly unregulated welfare claims governed only by general
misleading-claims provisions; DPDP obligations over subscription data; GST; and EPF/ESI and POSH. Professional advice

should be taken on the specific claims, certification scope and producer contracts.

» 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.
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