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EXECUTIVE SUMMARY

Business Challenge Diagnosis: Legacy Meets
Digital Disruption

Current State Core Challenge Strategic Tension

215 Cr revenue, -8% YoY decline, Digital disruption from quick Attract younger demographics
aging customer base, limited commerce (Zepto, Blinkit), e- whilst retaining legacy customers
digital presence commerce (JioMart), and modern and brand equity

trade (DMart, Reliance Fresh)
eroding market share

FamilyMart faces a critical inflection point characteristic of legacy grocery retailers across India. With 12 stores generating
215 crore annually, the chain confronts an 8% year-on-year revenue decline driven by digital disruption, changing
consumer behaviours, and aggressive quick commerce competition. The core challenge extends beyond operational
efficiency—it represents a fundamental tension between preserving legacy customer relationships whilst attracting

younger, digitally native demographics.

The retail landscape has undergone seismic shifts. Quick commerce platforms like Zepto, Blinkit, and Swiggy Instamart
promise 10-minute deliveries, e-commerce giants like JioMart and Amazon Fresh leverage data-driven personalisation,
and modern format stores like DMart and Reliance Fresh offer experiential shopping. Meanwhile, FamilyMart's aging

customer base threatens long-term viability. The imperative is clear: transform from a traditional brick-and-mortar chain

into an omnichannel retail enterprise without alienating existing patrons who represent current revenue stability.

This transformation encompasses multiple dimensions—digital infrastructure development, brand positioning evolution,
operational model redesign, and organisational capability building. The journey requires balancing heritage preservation
with innovation urgency, legacy equity protection with future growth acceleration, and generational preferences without

fragmenting brand identity.
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Strategic Transformation Roadmap Overview

Foundation Optimisation
Months 1-6: digital Months-19—.36: Al
infrastructure and personalisation and

pilot ecosystem

Scale

Months 7-18:
omnichannel
expansion and brand
refresh

The transformation roadmap outlines a disciplined three-phase approach spanning 36 months, tailored for the Indian retail
landscape. Phase 1 establishes foundational digital capabilities, including e-commerce platform deployment suited for
diverse regional preferences, pilot store transformations, and essential technology stack implementation. Phase 2 scales
the omnichannel model across the FamilyMart network, integrating both urban and semi-urban stores, while executing
brand refresh initiatives aimed at appealing to India's multi-generational consumer base. Phase 3 optimises operations
through advanced analytics, artificial intelligence-driven personalisation for varied customer segments, and strategic
ecosystem partnership development with local logistics and tech providers. This phased methodology carefully balances
investment intensity, organisational capacity, and market validation within the Indian context, ensuring sustainable
transformation momentum whilst mitigating execution risks. Ultimately, this comprehensive roadmap aims to position
FamilyMart as a forward-thinking, resilient retail leader capable of thriving in India’s evolving digital-first market, while
honoring its established brand values and deep-rooted customer relationships.
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Brand Repositioning Strategy: Multi-
Generational Appeal for the Indian Market

FamilyMart's brand repositioning in India addresses the
intricate challenge of expanding its consumer base across
diverse age groups without alienating its established
clientele. The strategy shifts from a "traditional
neighbourhood kirana" positioning towards a "community-
integrated convenience ecosystem bridging generations.”
This evolution aims to retain core heritage values—such as
trust, familiarity, and personalised service often associated
with local kiranas—while integrating contemporary
attributes like seamless digital convenience, meticulously
curated assortments, and engaging, experience-led retail.
The goal is to resonate with both long-standing patrons in
cities like Mumbai and Delhi and the rapidly evolving

aspirations of urban Indian consumers.

The repositioning framework is deeply informed by India's
distinct generational shopping psychology. Traditional
consumers, often frequenting kirana stores, value
consistency, established personal relationships (including
credit facilities), and the tactile experience of physical
product evaluation. In contrast, India’s younger
demographics (Gen Z and Millennials) prioritise hyper-
convenience, robust digital integration (e.g., quick
commerce options), discovery of new brands, and strong
alignment with value-driven and sustainable practices. The
bridging strategy employs a dual-track communication
approach: nostalgic storytelling that highlights community
roots and family heritage for older cohorts, alongside
lifestyle-oriented digital content showcasing convenience,
curated choices, and community engagement for younger
segments, often leveraging regional influencers.

The visual identity refresh maintains recognisable brand
elements whilst modernising aesthetics to reflect a
forward-looking Indian retail entity. This includes an
expanded colour palette that incorporates vibrant Indian
hues, updated typography for improved digital readability,
and a photography style that captures authentic Indian
family and community moments, perhaps during Diwali or
Holi. These changes signal contemporary relevance
without causing disassociation for legacy customers. The
master brand umbrella is designed to accommodate agile
digital sub-brands or partnerships, potentially targeting
specific occasions or urban micro-demographics (e.g.,
instant delivery services like Zepto or Blinkit), providing
segmentation flexibility while maintaining a unified brand
architecture across its physical and digital footprints.
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Omnichannel Retail Model Design for the Indian

Market

The omnichannel architecture for the Indian market integrates traditional retail formats like local kiranas and modern

supermarkets with robust e-commerce platforms, mobile applications, and burgeoning social commerce touchpoints,

creating seamless, unified customer experiences. Physical stores are reimagined beyond mere transaction venues, evolving

into efficient fulfiiment hubs, engaging experience centres, and vital community anchors. The e-commerce platform

empowers customers with convenient browse-and-purchase options, offering extensive assortments tailored to regional

preferences, while mobile apps facilitate personalised engagement, streamlined loyalty management, and assisted

shopping. Social commerce, particularly leveraging platforms like Instagram and WhatsApp, is harnessed for product

discovery, direct-to-consumer sales, and fostering strong community connections, vital during peak festival seasons like

Diwali or Eid.

i

Physical Stores (Kiranas & Modern Retail)

Transforming into experience centres, localised fulfilment
hubs, and community anchors with seamless digital
integration, catering to both walk-in and online orders
across cities like Mumbai and Bangalore, and even

smaller towns.

S

Mobile Application

Providing on-the-go access, integrating loyalty programs
like reward points, enabling scan-and-go features for in-
store efficiency, and offering vernacular content
including regional recipe inspirations, a key feature for

diverse Indian users.

=

E-Commerce Web Platform

Offering extensive product ranges, competitive pricing,
personalised recommendations based on Indian
consumption patterns, and convenient delivery options
across urban and rural areas, competing effectively with
platforms like BigBasket or JioMart.

o
O

Social Commerce (WhatsApp & Instagram)

Facilitating shoppable posts on Instagram, direct
WhatsApp ordering for kiranas, and leveraging
community groups for hyper-local engagement and
rapid product discovery, especially in Tier 2/3 cities,
much like successful D2C brands in India.

A robust unified commerce infrastructure is critical to ensure consistent customer data, real-time inventory visibility

across various formats, and secure transaction processing through diverse payment methods (UPI, Paytm, PhonePe, cards,

COD). This enables customers to research products online, purchase either at their local kirana, a modern supermarket (like

a Big Bazaar or DMart), or through the app, and manage returns or exchanges seamlessly across any touchpoint. Loyalty

programmes are designed to accumulate and redeem points universally, enhancing customer stickiness. Marketing

communications maintain a consistent brand message while adapting creative formats to suit specific channel

characteristics and regional nuances, adhering to Indian advertising standards and consumer protection regulations. This

integration effectively eliminates traditional channel silos, fostering genuine omnichannel fluidity tailored for the diverse

Indian retail landscape, which is estimated to be a 223 Lakh Crore market.
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Investment Requirements & ROI Projections

$450.00 -
$300.00 -
$150.00 -
$0.00 -
Technology Store Marketing Training Working Capital Contingency
Platform Renovations & &
Brand Change...
Refresh

Comprehensive transformation requires a total 210 Crore investment over 24 months, strategically allocated across
technology infrastructure, physical store modernisation, brand marketing, organisational capability development, and
working capital augmentation. As illustrated in the adjacent chart, the largest portion is dedicated to store modernisation,
followed by the technology platform, reflecting the dual focus on enhancing both physical retail presence and digital

capabilities across the Indian market.

Technology investment encompasses a robust e-commerce platform, mobile app development (similar to features seen in
apps like DMart Ready or JioMart), state-of-the-art Point-of-Sale (POS) modernisation, advanced inventory management
systems, and a comprehensive customer data platform—collectively representing the digital backbone enabling seamless
omnichannel operations and enhanced customer insights tailored for the Indian consumer.

Store modernisation covers a pilot transformation at key metro locations like Bengaluru or Mumbai, followed by a phased
network rollout across all stores, including integration with local kiranas. This involves upgrading fixtures, lighting, signage,
integrating digital elements like interactive displays, and establishing experience zones to create engaging retail
environments that resonate with Indian shopping habits. Marketing investment funds brand refresh development, impactful
launch campaigns targeting diverse Indian demographics, targeted digital marketing activation (leveraging platforms
popular in India), and sustained multi-channel communication to drive awareness and adoption in a competitive
landscape. Talent investment addresses critical capability gaps through strategic hiring, comprehensive training
programmes, and proactive change management initiatives to ensure smooth adoption of new processes and technologies
by the workforce.

ROI projections indicate break-even by Month 28, a significant milestone demonstrating the financial viability of the
initiative within the Indian retail context. The online channel is expected to contribute a substantial 12.5 Crore in
incremental revenue by Year 3, reflecting the significant growth potential of digital touchpoints and quick commerce
players like Zepto or Blinkit. Offline revenue, particularly from physical stores and augmented kiranas, is projected to
stabilise at current levels through effective customer retention initiatives and enhanced in-store experiences, whilst online
revenue grows steadily from the pilot launch through scaled operations. Margin improvement of 2-3 percentage points
stems from various factors including operational efficiencies, strategic private label expansion (a common strategy in
Indian retail), and dynamic pricing optimisation. Overall, the investment is projected to generate a 3.2x return over five
years, with scenario modelling indicating strong resilience across various customer adoption curves, including those in Tier

2 and Tier 3 cities. [Source: Bain India Retail, Digital Transformation Economics, 2023]
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90-Day Transformation Kickoff Priorities

01

02

Transformation Team Mobilisation

Establish a dedicated transformation office, assign key
resources, engage leading technology and design partners
with strong India presence, and create a robust governance
structure with a weekly steering committee cadence
involving senior leadership to ensure seamless oversight and

decision-making aligned with Indian market nuances.

03

Pilot Store Selection & Design

Identify optimal pilot locations in key Indian metros like
Mumbai or Bengaluru, or Tier-2 cities like Pune or
Hyderabad, by balancing local demographics, current store
performance, and accessibility; then develop a
comprehensive store experience design catering to Indian
consumer preferences, meticulously plan transformation
execution, and implement strategies to minimise disruption

to operations and customer experience.

04

E-Commerce MVP Development

Finalise the e-commerce platform selection suitable for the
Indian market, initiate rapid development sprints with a
focus on mobile-first experience, meticulously design the
user experience for optimal engagement, establish efficient
last-mile fulfiiment operations leveraging local logistics
partners, and plan a limited SKU launch for early validation

and iterative improvement among Indian consumers.

05

Brand Refresh Conceptualisation

Engage a specialized brand agency with expertise in the
Indian retail landscape, conduct intensive stakeholder
workshops, develop diverse positioning options reflecting
Indian cultural contexts, create compelling visual identity
directions, and thoroughly test selected concepts with
various Indian customer cohorts to refine and validate the

new brand direction.

06

Customer Research & Segmentation

Execute comprehensive primary research across key Indian
generational cohorts (e.g., Gen Z, Millennials, urban vs. rural),
rigorously validate segmentation hypotheses relevant to the
Indian grocery market, meticulously map customer journeys
to understand interaction points across traditional and
modern retail formats, and identify critical pain points and
significant opportunity areas for enhanced customer value.

Quick Wins Execution

Implement a dynamic social media presence tailored for
Indian platforms and trends, launch a WhatsApp ordering
pilot program leveraging its widespread adoption in India,
strategically upgrade the existing loyalty programme to
enhance customer retention, introduce an enhanced fresh
assortment catering to regional tastes, and continually
demonstrate tangible transformation momentum to all
stakeholders.

The initial 90 days are critical for establishing robust transformation momentum through visible progress in the Indian

market, fostering strong team alignment, and achieving early validation of key initiatives. This kickoff phase meticulously

balances strategic planning with tangible execution, effectively generating organisational confidence whilst building

foundational capabilities essential for long-term success in India. Key success metrics for this period include the

successful completion of pilot store design, achieving technical readiness for the e-commerce MVP, developing

comprehensive brand concepts, and validating Indian customer response to quick wins through measurable engagement

and feedback. These early achievements are pivotal in setting the stage for sustained transformation within the dynamic

Indian retail landscape.
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CURRENT STATE ASSESSMENT

Business Performance Trends: Three-Year
Trajectory
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The company's business trajectory reveals concerning deterioration across critical performance dimensions within the
highly competitive Indian retail landscape. Revenue declined from 218.5 crore in FY 2021 to 215.0 crore in FY 2023 —a
cumulative 18.9% erosion over three years. This decline was approximately 9.2% in FY 2022 and 10.7% in FY 2023, indicating
persistent headwinds rather than temporary disruption. Footfall metrics mirror revenue trends, contracting from 14.2 lakh
customer visits to 12.0 lakh—reflecting both customer attrition and visit frequency reduction, particularly in key urban

markets like Bengaluru and Mumbai.

Basket size analysis provides a nuanced perspective on Indian consumer behaviour. Average transaction value declined
modestly from 125 to 2118, suggesting customers are purchasing fewer items per visit rather than abandoning the chain
entirely. This pattern indicates a shift towards convenience-driven, smaller-basket purchases, as consumers increasingly
leverage quick commerce platforms like Zepto, Blinkit, and Swiggy Instamart for urgent needs, or larger format stores like
DMart and Reliance Fresh for bulk shopping. Gross margin compression from 24.5% to 23.1% reflects intense competitive
pricing pressure from both organised retail giants and local kiranas, alongside unfavourable category mix shifts away from
high-margin packaged goods towards commodity staples.

Operating margin deterioration from 6.2% to 4.8% stems from deleveraging fixed costs across declining revenue, alongside
wage inflation for retail staff and utility cost escalation common across India. Same-store sales declined 9-11% annually,
with newer stores in emerging Tier 2 cities showing relative resilience compared to legacy locations in metros. This
performance pattern signals fundamental market share loss, distinct from general macroeconomic fluctuations, especially
as the organised Indian grocery retail sector grew 12-15% annually during this period, driven by expansion and digital
adoption. These trends highlight the urgent need for strategic intervention to reverse declining performance and
effectively capture opportunities within India's dynamic retail market. [Source: Internal Company Data, Technopak Retail
Outlook 2023, Redseer Q-commerce Market Report]
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Store-Level Performance Analysis: Variance
Identification

Granular store-level analysis reveals significant performance heterogeneity, providing strategic insights for transformation
prioritisation and resource allocation. The 12-store portfolio exhibits a performance spectrum from -15% to +3% year-on-
year revenue growth, with distinct patterns correlating to location characteristics, competitive intensity, and demographic
composition.

O ©

Top Performers (3 Stores) Mid Performers (5 Stores) Underperformers (4 Stores)
Average revenue: 2145 Cr; Growth: Average revenue: 21.25 Cr; Decline: Average revenue: 21.05 Cr; Decline:
+1% to +3%; Characteristics: -5% to -8%; Characteristics: Mixed -12% to -15%; Characteristics:
Younger demographics, limited demographics, moderate Older customer base, intense
penetration from quick commerce competition from local kiranas and competition from quick commerce
players like Zepto/Blinkit, recent smaller supermarkets, aging players (e.g., Swiggy Instamart,
minor upgrades infrastructure requiring refresh Zepto) and modern trade (e.g,,

Reliance Fresh), dated store
experience

Top-performing stores share commonalities—proximity to residential complexes with younger families, limited quick
commerce competitive intensity, and recent incremental improvements (fresh section expansion, basic POS upgrades).
These stores demonstrate resilience potential when customer expectations meet service delivery. Mid-tier stores
represent transformation opportunity—solid foundational traffic but declining due to experience gaps and the rise of
digital convenience alternatives like quick commerce. Strategic investment could recapture lost ground. Underperforming
stores face structural challenges—aging catchment demographics, aggressive quick commerce competition from players
like Zepto and Blinkit, and significant experience modernisation requirements. These locations demand comprehensive
transformation or strategic portfolio rationalisation consideration.

Category-level variance adds dimension. Fresh produce, bakery, and private label categories show relative strength in top
stores, whilst underperformers lost share in packaged groceries and personal care—precisely the categories quick
commerce platforms and larger modern trade retailers (e.g., DMart, Big Bazaar) emphasise. This pattern underscores the
imperative to differentiate through fresh, local, and experiential elements whilst matching digital convenience for
commodity categories. [Source: Internal Store Performance Data, Comparative Analysis]
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Customer Demographics: Generational

Breakdown Analysis

FamilyMart's customer base exhibits a pronounced
generational skew, posing a strategic challenge for long-

term sustainability in the dynamic Indian retail landscape.

Current demographics concentrate heavily in Generation X

(born 1965-1980) and Baby Boomers (born 1946-1964),
collectively representing 68% of revenue. These cohorts
demonstrate strong brand loyalty, established shopping
routines, and a discernible preference for traditional in-
store experiences. However, their declining spending
trajectory and aging profile signal potential future revenue
erosion without proactive younger customer acquisition

strategies.

Millennials (born 1981-1996) contribute 24% of revenue,
despite representing a larger proportion of the population
in many catchment areas—indicating a significant market
penetration gap. This cohort typically exhibits more
sporadic shopping patterns, lower average basket sizes for
individual transactions, and a strong preference for digital
channels, including online grocery. Generation Z (born
1997-2012), while still developing full grocery shopping
independence, accounts for merely 8% of revenue. This
figure is alarmingly low given their emerging purchasing
power and increasing influence on household spending,

particularly in categories relevant to convenience retail.

Behavioural analysis reveals stark generational divergence
within the Indian consumer base. Boomers and Gen X
typically shop 2.8 times weekly with an average basket
value of 21,200, preferring comprehensive weekly shops
and often valuing personal interaction with store staff. In
contrast, Millennials shop 1.4 times weekly with average
2450 baskets, favouring quick top-up missions and
increasingly opting for self-service or frictionless
checkout. Gen Z demonstrates even more episodic
engagement, with monthly visits averaging 2300 for
specific needs or impulse purchases. Digital engagement
patterns mirror these trends: only 12% of Boomers actively
use any digital grocery service, versus 67% of Millennials

and 84% of Gen Z who frequently use quick commerce

platforms like Zepto, Blinkit, Swiggy Instamart, or e-grocery

platforms like BigBasket and JioMart.

The demographic challenge extends beyond mere age
distribution to encompass critical attitudinal dimensions.
Younger cohorts in India prioritise convenience, speed, and
product discovery—attributes where FamilyMart, in its
current state, often underdelivers compared to modern
Indian retailers. They demonstrate lower price sensitivity
on convenience purchases but expect competitive pricing
on staple commodities, comfortably engaging in hybrid
shopping across various channels. Furthermore, these
generations increasingly prioritise sustainability, local
sourcing, and alignment with brand values—dimensions
largely absent from FamilyMart's current positioning or
communication. The transformation imperative thus
centres on broadening generational appeal without
alienating the loyal, established customer base that
currently sustains operations. [Source: Internal Customer
Database Analysis, India Retail Market Insights 2023]

Baby Boomers

Born 1946-1964; High loyalty, declining spending

Generation X

Born 1965-1980; Core customer base, routine shoppers

Millennials

Born 1981-1996; Underpenetrated, digital-first

ny

8%

Generation Z

Born 1997-2012; Minimal engagement, future potential
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Product Category Performance & Margin
Contribution (India Market Focus)
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Category performance analysis reveals misalighnment between revenue concentration and margin contribution within the
Indian retail context, highlighting assortment optimisation opportunities. Staples and grains dominate revenue share at 28%
but contribute disproportionately lower margin at 18%—reflecting severe commodity price sensitivity and intense
competitive pressure from kiranas and organised retail. Conversely, fresh produce and packaged foods deliver superior
margin contribution relative to revenue share, indicating differentiation potential and Indian customers’ willingness to pay

premiums for quality and convenience.

Category growth trajectories diverge significantly across the Indian market. Fresh produce maintained stable revenue
despite overall decline, with growing customer appreciation for quality and local sourcing, aligning with healthier
consumption trends. Packaged foods declined 6% as customers shifted routine replenishment purchases to aggressive
quick commerce platforms like Zepto, Blinkit, and Swiggy Instamart offering comparable assortments at competitive
pricing with delivery convenience. Personal care and home care categories suffered steepest declines at 12-14%, directly

correlating with quick commerce players' aggressive promotion of these high-frequency, standardised products.

Margin erosion concentrates in staples, beverages, and home care—categories where FamilyMart competes primarily on
price against larger organised retailers like Reliance Retail, DMart, and Big Bazaar with superior procurement scale. The
strategic implication necessitates category role clarity: defend margin-accretive categories through quality, freshness, and
experience differentiation whilst accepting competitive pricing on commodity categories to maintain basket relevance
against both traditional kiranas and modern trade. Private label expansion in packaged foods and personal care offers
margin enhancement pathways whilst improving price perception among Indian consumers. [Source: Internal Category
Management Data, Nielsen India Retail Audit 2023]
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Operational Metrics: Efficiency Analysis

] 18.2 | 2.8% I 11.2%

Inventory Turns Shrinkage Rate Labour % Revenue

vs. 22-25x Indian retail benchmark vs. 1.5-2.0% Indian retail benchmark vs. 8-9% Indian modern retail
benchmark

Inventory Turnover

Our current inventory turnover ratio of 18.2x annually indicates scope for improving working capital efficiency, revealing
significant category imbalances. Fresh produce turns rapidly at 52x, reflecting high demand and perishability, whilst slow-
moving packaged assortment components turn merely 8-10x. An average inventory days of 20.1 compares unfavourably
against leading Indian modern retail benchmarks of 15-18 days. This suggests substantial opportunities for assortment
rationalisation and enhanced demand forecasting, particularly within non-perishable goods, to free up working capital and
reduce carrying costs across our FamilyMart stores.

Shrinkage & Waste

Shrinkage rates of 2.8% exceed Indian grocery retail industry benchmarks of 1.5-2.0%, with concentrated losses in fresh
categories (5.2%) primarily due to inventory management gaps, limited demand predictability, and last-mile delivery
challenges common in urban Indian settings. Pilferage accounts for approximately 0.6%, whilst operational errors and
administrative inefficiencies contribute 0.9%. Implementing technology-enabled inventory management and predictive
ordering systems offers substantial shrinkage reduction potential, leading to improved profitability and reduced

environmental impact from food and product waste.

Labour Productivity

Labour costs represent 11.2% of revenue, which is elevated compared to Indian modern retail benchmarks of 8-9%. Staff
productivity, measured by revenue per employee, declined 12% over three years to 212.5 lakh annually. This erosion reflects
declining same-store sales, deleveraging fixed headcount alongside manual, often inefficient processes prevalent in
traditional retail setups. Task automation, phased self-checkout implementation, and workforce optimisation present
crucial pathways for improving our cost structure, allowing staff to focus on higher-value customer service activities that
differentiate us from competitors like DMart or Reliance Retail.

These operational inefficiencies collectively represent 150-200 basis points of margin leakage addressable through
targeted transformation initiatives. Strategic technology investments in advanced POS systems, integrated inventory
management platforms, and robust workforce management software provide critical operational efficiency pathways.
These improvements will also enhance customer experience through better product availability and faster checkout
speeds, particularly crucial against the rise of quick commerce players like Zepto and Blinkit. The transformation
opportunity encompasses simultaneous top-line growth through omnichannel expansion and bottom-line improvement
through operational excellence, ultimately positioning FamilyMart for sustainable competitive advantage and market
leadership in the dynamic Indian grocery retail landscape. [Source: Internal Operations Data, Deloitte India Retail
Operations Benchmarking 2023]
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Brand Health Metrics: Awareness &
Consideration

Brand health assessment reveals concerning erosion across critical dimensions—awareness, consideration, preference, and
loyalty—particularly pronounced amongst younger demographic cohorts in urban Indian markets. Aided brand awareness
in key metropolitan catchment areas remains robust at 78%, reflecting a 15-year heritage and consistent local presence.
However, unaided awareness declined to 34%, indicating diminishing mental availability as competitors like DMart,
Reliance Fresh, and quick commerce players such as Zepto and Blinkit invest aggressively in marketing and digital

presence, eroding FamilyMart's top-of-mind recall.

Aided Awareness Consideration

78% overall; specifically 85% among Boomers, 62% 42% of the total urban target market include FamilyMart

among Millennials, and 51% among Gen Z, highlighting a in their grocery shopping consideration set, indicating a

significant generational gap in India. potential for conversion. This lags behind market
leaders.

Preference Net Promoter Score

18% of Indian consumers rank FamilyMart as their first +32 amongst current loyal customers, but a significantly

choice, a significant decline from 26% observed three lower +8 amongst lapsed customers, signaling a clear

years ago, primarily due to increased competition from opportunity for re-engagement and targeted

modern retail and e-grocery platforms. interventions in the Indian context.

Consideration rates diverge dramatically by generation—68% of Boomers include FamilyMart in their shopping
consideration set, compared to 35% of Millennials and merely 21% of Gen Z. This pattern reflects limited relevance
perception amongst younger demographics who prioritise digital convenience, curated assortments, and values-aligned
brands, often leaning towards quick commerce or premium offerings from competitors. Preference metrics show similar
deterioration, with first-choice preference declining from 26% to 18% over three years as competitors, including
established players like Big Bazaar and DMart and emerging platforms like Swiggy Instamart, enhanced experiences and

digital capabilities, drawing away key segments with aggressive pricing and convenience.

Qualitative brand associations reinforce quantitative patterns. Existing customers, particularly in Tier 2/3 cities and smaller
metros, describe FamilyMart as "familiar,” "trustworthy,” and "neighbourhood kirana store"—positive attributes for retention
but insufficient for acquisition of new, younger, digitally-native customers. Younger demographics, conversely, perceive the
brand as "old-fashioned,” "basic,” and "inconvenient” when compared to quick delivery options—highlighting the perception
gap driving customer loss and inhibiting future growth. Emotional connection remains strong amongst legacy customers
who value personalised service and community relationships typical of traditional retail, but these attributes fail to

resonate with digital-native cohorts prioritising frictionless transactions and discovery-oriented shopping experiences.

The brand health diagnosis indicates a critical necessity for strategic repositioning in the Indian market, aiming to amplify
heritage strengths whilst injecting contemporary relevance. This will require significant marketing investment to rebuild
awareness amongst younger demographics, alongside a comprehensive experience transformation to enhance
consideration and preference through tangible service delivery improvements and digital integration. For instance, a
marketing campaign budget of 5 Cr to 10 Cr and technology investment of 3 Cr to 7 Cr for digital transformation
could be considered. [Source: Brand Health Tracking Study, Qualitative Customer Interviews, India 2023]
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Competitive Position Analysis: Local Market
Dynamics in India

Modern Format
Stores e.g., Reliance
Fresh, More, D-
Mart, Bjg Bazaar

E-commerce Giants
e.g., BigBasket, ¢
Amazon Fresh

Traditional Kiranas

N

Quick
Platforms e.g.,
Blinkit, Zepto,
Swiggy Instamart

FamilyMart operates in intensely competitive local markets across India, characterised by diverse competitor formats,
each with distinct value propositions and customer appeal. Modern retail chains like Reliance Fresh, More, D-Mart, and Big
Bazaar deliver superior store experiences, broader assortments, and competitive pricing through significant procurement
scale advantages. Traditional kiranas maintain a hyper-local neighbourhood presence, fostered by personal relationships,
and often offer credit flexibility—competing effectively for convenience missions and impulse purchases, an enduring
advantage rooted in deep community trust. Quick commerce platforms have rapidly disrupted the landscape through 10-
15 minute delivery promises, largely eliminating shopping trip friction whilst offering comparable pricing and extensive
assortment on high-frequency categories, thus capturing immediate consumer needs in urban centres. E-commerce
giants provide comprehensive selection, aggressive promotions, and scheduled delivery convenience, successfully

capturing planned stock-up missions and bulk purchases for the digitally inclined Indian consumer.

FamilyMart's current competitive positioning falls into an uncomfortable middle ground—lacking the extensive modern
format scale and experience sophistication, the granular kirana-level convenience and hyper-personalisation, the quick
commerce speed, or the e-commerce assortment breadth. This positioning gap manifests in market share erosion across
various mission types and customer segments within the Indian retail landscape. Weekly stock-up trips have largely
migrated to modern formats and e-commerce offering comprehensive one-stop shopping solutions. Immediate need
purchases have shifted significantly to quick commerce platforms, eliminating the need for a physical shopping trip
entirely for many urban consumers. Specialty and discovery-oriented shopping, requiring vast selection and tailored
recommendations, have moved to e-commerce platforms which offer superior choice and advanced recommendation

engines, further eroding FamilyMart's market share.

The competitive response necessitates carving a highly differentiated positioning, leveraging FamilyMart's heritage
strengths whilst aggressively addressing its existing capability gaps in the Indian context. FamilyMart cannot effectively
compete on pure scale, speed, or price—these battles are inherently won by larger, better-capitalised competitors.
However, significant opportunities exist in strengthening community connection, differentiating through fresh and local
product offerings that resonate with regional preferences, enhancing personalised service, and developing an omnichannel
convenience strategy that seamlessly bridges physical and digital advantages. The transformation strategy must clearly
define a defensible competitive positioning that is sustainable and resilient against the multi-format competition, ensuring
long-term viability and growth in a dynamic Indian retail market. [Source: Market Landscape Mapping, RedSeer India Retail
Competition Report 2023]
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Digital Capability Maturity Assessment

FamilyMart's digital maturity assessment reveals
foundational deficiencies requiring comprehensive
capability building. Current digital presence encompasses
basic social media accounts (Facebook, Instagram) with
sporadic posting, no e-commerce platform, no mobile
application, and limited in-store technology beyond
traditional POS systems, common in many traditional
Indian retail setups. Customer data resides in fragmented
transaction logs without unified view or analytical
capability. Marketing operates predominantly through
traditional channels—print flyers, in-store signage,
occasional local radio advertisements—with minimal
digital activation, leading to limited reach and engagement
in the rapidly evolving Indian digital landscape.

Technology infrastructure reflects legacy architecture—
disparate POS systems across stores, manual inventory
tracking, spreadsheet-based business analytics, and
virtually no cloud computing adoption. This infrastructure
lacks the scalability, real-time capabilities, and integration
potential essential for omnichannel operations and
advanced data insights vital for the Indian market.
Furthermore, staff digital literacy remains limited, with
minimal training on digital tools or customer engagement
through digital channels, hindering potential operational

efficiencies and customer experience improvements.

Competitive benchmarking against Indian industry
standards reveals stark capability gaps. Leading modern
retailers like Reliance Retail, DMart, and online players
demonstrate advanced maturity—integrated e-commerce
platforms, mobile apps with personalisation, unified
customer data platforms, marketing automation, predictive
analytics, and seamless omnichannel experiences that
drive customer loyalty. Quick commerce platforms such as
Zepto, Blinkit, and Swiggy Instamart built digital-first
operations from inception, leveraging technology as core
competitive advantage to deliver speed and convenience
to Indian consumers. FamilyMart's digital maturity scores
"nascent” on standardised assessment frameworks,
positioning it 2-3 years behind Indian industry
frontrunners, necessitating an urgent and aggressive

digital transformation strategy.

——

Current State

Basic social media, no e-commerce, legacy POS,
manual processes, fragmented data. Limited digital

engagement in a competitive Indian market.

— O —

Target State

Integrated omnichannel platform, mobile app, unified
data, automation, Al personalisation. Enhanced
customer experience for the Indian consumer base.

— (i —

Capability Gap

Requires foundational technology investments (likely
several Crore Z), platform development, and
organisational upskilling to bridge the 2-3 year lag.

The digital transformation roadmap must address
capability gaps systematically—establishing foundational
technology infrastructure, developing or acquiring robust
digital platforms, building advanced data and analytics
capabilities tailored for Indian market nuances, rigorously
upskilling the workforce, and cultivating a pervasive
digital-first organisational culture. This transformation
represents a fundamental business model evolution rather
than incremental enhancement, requiring sustained
investment (estimated to be in the range of 25-215 Crore),
unwavering leadership commitment, and disciplined
change management. Success will hinge on FamilyMart's
ability to not just adopt new technologies, but to integrate
them into a cohesive strategy that redefines its market
position and customer value proposition in the diverse
Indian retail landscape. [Source: Digital Maturity
Assessment Framework, Deloitte Digital Retall
Transformation India Report 2023]
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Organisation Readiness for Transformation

An organisational readiness assessment evaluates a family-owned retail chain's (similar to a local "kirana" or regional
supermarket chain) capacity to execute comprehensive transformation across leadership alignment, workforce capability,
cultural adaptability, and change management preparedness within the Indian market. The family-owned structure often
provides decisive governance advantages—streamlined decision-making, a long-term orientation, and patient capital
tolerance for transformation investment timelines, crucial in India's dynamic retail landscape. However, this structure can
also present challenges such as limited external perspectives, resource constraints when competing against large national
players like Reliance Retail or DMart, and potential resistance to disruptive change that threatens established ways of

working, particularly among long-tenured staff.

Leadership Alignment Cultural Adaptability
The current generation of leadership often A strong service orientation and deeply ingrained family

acknowledges the necessity of digital transformation values culture, prevalent in Indian retail, can provide a

but harbours concerns about potential brand dilution solid foundation. However, hierarchical decision-making
or alienation of traditional customer bases, common in and inherent risk aversion, typical in such structures,

family businesses transitioning to modern retail. The may slow experimentation and agile iteration. This can

next generation typically champions digital adoption, impede the rapid deployment of new digital solutions

but may lack operational implementation experience and market responsiveness, especially when competing
required to scale digital initiatives across existing multi- with agile digital-first players in the Indian quick

store or regional infrastructures in India. commerce space.

Workforce Capability

Tenured staff, especially in local kiranas or older retail
formats, demonstrate strong customer relationships
and operational discipline but often have limited digital
fluency. Attracting younger talent essential for building
digital capabilities (e.g., e-commerce, last-mile delivery
tech) is challenged by resource constraints and the
intense competition for tech talent from start-ups like
Zepto or Swiggy Instamart, making strategic

recruitment and retention critical.

Workforce demographics often reflect customer base challenges—for many traditional Indian retailers, the average
employee tenure can exceed 8 years with a median age around 45+. This tenured workforce brings valuable customer
relationships, institutional knowledge, and operational reliability critical for local market nuances. However, digital skill gaps
require substantial training investment, potentially running into 25-10 Lakh for comprehensive upskilling programs,
alongside selective strategic hiring to inject missing capabilities, particularly in areas like e-commerce operations, data
analytics, and digital marketing. Store managers, especially in multi-format chains, demonstrate variable technology
adoption readiness, with younger managers often embracing change whilst some veteran managers express scepticism

due to unfamiliarity with new systems and processes.

Cultural transformation represents perhaps the greatest challenge. The current culture often emphasises stability,
consistency, and incremental improvement—appropriate for steady-state operations but potentially inhibiting for a
transformation requiring experimentation, risk tolerance, and rapid iteration needed to compete with modern Indian retail
giants. A robust change management strategy must honour legacy culture whilst introducing growth mindsets, customer-
centricity, data-driven decision-making, and digital-first thinking to foster an environment conducive to innovation.
Leadership role modelling, consistent communication transparency regarding the vision and benefits of transformation,
and celebrating early transformation wins (e.g., successful pilot of a new digital payment system in a few stores in Mumbai
or Delhi) will prove essential for successful cultural evolution and widespread adoption across the Indian retail footprint.



>{Bridge

MARKET CONTEXT & DISRUPTION

Indian Grocery Retail Market Evolution: Channel
Dynamics

$24.00 -
/ ‘_‘
$16.00 o—
$8.00 4
—o— /
- ——
$0.00 T T T T
2019 2021 2023 2025E
B Traditional Trade (Z L Cr) B Modern Trade (Z L Cr) B E-Commerce (Z L Cr)

India's grocery retail landscape undergoes fundamental structural transformation driven by urbanisation, rising incomes,
digital adoption, and changing consumer preferences. The 23 lakh crore Indian grocery market (2023) remains
predominantly traditional trade-dominated at 79%, but modern format and online channels capture disproportionate
growth. Traditional trade—comprising ubiquitous neighbourhood kiranas and street vendors—declined from 88% market
share in 2019 to 79% in 2023, losing ground despite absolute volume growth through market expansion.

Modern format retail—including hypermarkets like Big Bazaar and DMart, supermarkets like Reliance Fresh, and other
specialty stores—grew market share from 9% to 11%, driven by store network expansion in Tier 1 and Tier 2 cities, improved
value propositions, and evolving consumer preferences for organised shopping experiences. However, modern format
growth decelerated post-2021 as quick commerce emerged, capturing incremental organised retail spending through a
superior convenience proposition, offering faster delivery and a wider selection of products directly to consumers'’
doorsteps.

E-commerce and quick commerce channels demonstrate explosive growth trajectory—market share surging from 3% in
2019 to 10% in 2023, with projections indicating 14% by 2025. Quick commerce platforms like Zepto, Blinkit, and Swiggy
Instamart, launched predominantly 2020-2021, captured 4-5% market share within two years through aggressive
expansion, marketing investment, and 10-15 minute delivery promises eliminating shopping friction. This channel growth
concentrates in metros and Tier 1 cities such as Mumbai, Delhi-NCR, Bengaluru, and Hyderabad, where infrastructure,
population density, and consumer digital adoption support economically viable operations, making these areas prime
targets for further expansion.

Channel evolution patterns suggest continued traditional trade erosion, stabilising modern format share, and accelerating
online penetration. For FamilyMart, its positioning in the threatened modern format segment necessitates a robust
omnichannel strategy. This strategy must focus on capturing online growth through integrated digital platforms, while
simultaneously defending physical retail through differentiated positioning that leverages in-store experiences, loyalty
programs, and curated product assortments. [Source: IBEF Retail Sector Report 2023, Bain India Retail Study 2023, RedSeer
Market Sizing]
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Market Size & Growth: Channel Segmentation

P23LL.Cr P2.5LCr P2.31.Cr P1.1LCr

Total Grocery Market  Modern Trade Market Online Grocery Market Quick Commerce

2023 11% share; 12-14% growth 10% share; 35-40% growth Subset
Growing at 8-10% annually rate rate 4-5% total market share;
driven by consumption 80-100% growth
growth

Granular market sizing reveals opportunity concentration in high-growth channels whilst traditional segments mature in
the Indian grocery retail landscape. The online grocery market reached 2.3 lakh crore in 2023, growing 35-40% annually
versus 8-10% overall market growth—indicating rapid channel shift. Within online, quick commerce demonstrates
hypergrowth at 80-100% annually from a lower base, whilst scheduled delivery e-commerce grows 25-30%. Quick
commerce platforms like Zepto, Blinkit, and Swiggy Instamart, with a collective market size of 21.1 lakh crore, currently
exceed many modern format chains' (e.g., DMart, Reliance Fresh, Big Bazaar) total addressable market, underscoring the

magnitude of its disruptive impact on the retail landscape.

Geographic concentration patterns show metro cities (Mumbai, Delhi, Bengaluru, Hyderabad, Chennai) account for 65% of
online grocery spending despite representing only 35% of the urban population. This concentration reflects superior
infrastructure availability, higher disposable incomes, and advanced digital adoption prevalent in these Indian urban
centers. Tier 1 cities demonstrate accelerating adoption of online grocery, whilst Tier 2 cities remain nascent but offer
significant greenfield expansion opportunities for platforms actively building out logistics capabilities. Rural markets,
conversely, show minimal online penetration, firmly remaining traditional trade strongholds (local kiranas) due to
infrastructure limitations and established purchasing habits.

Category penetration varies significantly across channels. Fresh produce maintains approximately 85% traditional trade
share due to daily purchase habits, immediate consumption needs, and consumer concerns regarding quality and
freshness in online channels, a particularly strong sentiment among Indian shoppers. In contrast, packaged foods exhibit
higher organised channel penetration at 35%, reflecting consumer preference for variety and promotional offers. Personal
care and home care categories demonstrate the highest online adoption at 22-25% channel share, primarily due to
product standardisation, less concern about freshness, and the convenience of bulk purchases. These patterns are crucial
for informing assortment strategy, suggesting the need to defend fresh produce differentiation in physical stores while
accepting and competing in commodity categories that are highly susceptible to online competition.

Market projections indicate online grocery reaching 6.5 lakh crore by 2027 (representing an 18-20% market share), with
the quick commerce subset alone growing to 23.2 lakh crore. Modern format retail is projected to reach 24.0 lakh crore
(13% share), indicating market share stabilisation through aggressive omnichannel adoption by leading chains. Given these
trends, FamilyMart's transformation strategy must strategically position itself for robust participation in the high-growth
online channel while simultaneously defending and optimising profitable offline operations through differentiated offerings
and enhanced customer experiences. [Source: IBEF Market Sizing 2023, RedSeer Online Grocery Report 2023, Bain Market

Projections]
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Digital Penetration Trends: Adoption Curves in
India

Understanding the varied digital penetration across customer segments is crucial for tailoring FamilyMart's omnichannel
strategy within the dynamic Indian market. This section details how different customer groups adopt digital grocery
services, illustrating the classic technology diffusion model within the Indian retail food sector. By identifying early
adopters, the early majority, and the late majority/laggards, FamilyMart can optimize its approach to digital engagement,
ensuring both innovation and continued relevance for its diverse Indian customer base.

Digital grocery adoption in India follows classic technology diffusion patterns, with early adopter segments (15-20% of
customers) embracing online extensively whilst mainstream customers demonstrate selective, occasion-based usage.
Early adopters—predominantly urban Millennials and Gen Z from Tier 1 and metro cities like Mumbai, Delhi, Bengaluru, and
Hyderabad, with higher disposable incomes and digital fluency—order online 3-5 times monthly across a broad category
spectrum. This cohort values convenience paramount, willing to accept delivery charges and minimum order requirements
for a seamless shopping experience.

Early majority customers (25-30% penetration) use online channels selectively for specific occasions—stock-up orders,
heavy or bulky items (like rice bags, oil cans), time-constrained situations, or promotional deals. This segment maintains
hybrid shopping behaviour, combining online convenience purchases from platforms like Zepto or Blinkit with in-store fresh
shopping at local kiranas or organised retail (e.g., Reliance Fresh, DMart, More) for immediate needs. Their online adoption
increases steadily as platforms improve service reliability, expand assortments, and reduce friction through payment
flexibility (e.g., UPI) and clear return policies.

Late majority and laggard segments (55-60% of customers) demonstrate limited online adoption constrained by digital
literacy barriers, trust concerns, preference for physical product evaluation (especially for fresh produce), enjoyment of the
traditional shopping experience, or economic barriers like delivery charges. This segment includes older demographics,
households with lower annual incomes (e.g., in the 3-6 Lakh range), and residents of Tier 2/3 cities and rural areas with
limited service availability. For FamilyMart's legacy customer base, largely fitting into this segment, maintaining superior in-
store experiences remains essential alongside gradual, localized digital channel introduction.

Category-level adoption trajectories in India indicate personal care, home care, and packaged foods approaching early
majority penetration (20-25%), whilst fresh produce and dairy remain at an early adopter stage (8-12%). This divergence
reflects product characteristics—standardized packaged goods transition online easily, whilst fresh categories require
stringent quality assurance, cold chain reliability, and customer trust building, especially for price-sensitive Indian
consumers. FamilyMart's strength in fresh produce positions it favorably for retaining customers who value quality
evaluation and immediate consumption assurance. Furthermore, strategic investments in cold chain logistics and robust
quality control for fresh products will be vital to accelerate digital adoption within these critical categories among the early

majority segments in India. [Source: Nielsen Digital Shopper Trends 2023 (India), RedSeer Adoption Curve Analysis (India)]



>{Bridge

Competitive Landscape: Format Dynamics

The Indian grocery retail competitive landscape encompasses four distinct format clusters, each with unique value
propositions, customer targets, and competitive dynamics creating complex multi-front competition for traditional
retailers like FamilyMart.

Modern Retail Chains Traditional Kiranas
Reliance Retail (Reliance Fresh, Smart), DMart, and More Neighbourhood kirana stores maintain a dominant market
Retail compete through scale advantages, broad share through their ubiquitous presence, personal
assortments, private labels, loyalty programmes, and relationships with customers, credit flexibility, home delivery
experience investments. Their extensive store networks services, and deep local assortment knowledge. Their
(often spanning hundreds to thousands of locations) digitisation, often through platforms like WhatsApp or local
leverage significant procurement power, enabling B2B aggregators, further enhances convenience and
competitive pricing across a wide range of products. customer stickiness.

Quick Commerce Platforms E-Commerce Giants
Blinkit, Zepto, Swiggy Instamart, and Dunzo disrupt the BigBasket, Amazon Fresh, and JioMart offer comprehensive
market with hyper-fast deliveries (typically 10-20 minutes), assortments (20,000+ SKUs), scheduled delivery
effectively eliminating the need for shopping trips. Their convenience, aggressive promotions, and sophisticated
reliance on ‘dark store' networks enables rapid fulfillment, recommendation engines. They primarily cater to planned
though often with a more limited SKU range (2,000-4,000 stock-up missions and specialty product discovery,
vs. 8,000+ in typical supermarkets). This segment is heavily appealing to customers seeking variety and convenience
funded by investors, supporting aggressive customer over immediate delivery.

acquisition strategies.

Competitive intensity varies significantly by mission type and customer segment. For immediate need purchases, there is
fierce competition between kiranas and quick commerce platforms, where FamilyMart is currently disadvantaged on both
convenience dimensions. Weekly stock-up missions concentrate competition between modern retail formats and e-
commerce giants, where FamilyMart's potentially limited assortment breadth poses a challenge to competitiveness.
However, fresh produce and discovery-oriented shopping presents a relative opportunity, with FamilyMart's personal
service and quality differentiation positioning favorably versus impersonal large formats or online channels that often face

freshness concerns in the Indian context.

The competitive response for FamilyMart necessitates identifying a defensible positioning where its scale and resources
can compete effectively within the Indian market. Attempting to directly match quick commerce speed, modern format
scale, or e-commerce breadth would spread resources ineffectively. Instead, focusing on community connection, fresh
produce expertise, personalised service, and an omnichannel convenience model that bridges physical and digital
advantages will create sustainable differentiation for FamilyMart in India. [Source: Competitive Intelligence Analysis, Bain
Competitive Positioning Study 2023, India Retail Report 2024]
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Consumer Behaviour Shifts: Multi-Channel
Shopping Patterns
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Contemporary grocery shopping behaviour in India demonstrates increasing complexity characterised by channel fluidity,
mission-based format selection, and simultaneous relationship maintenance across multiple retailers. The traditional
paradigm of primary store loyalty with 70-80% wallet share concentration has eroded substantially, replaced by portfolio
approaches where customers distribute spending across 4-6 regular outlets based on mission type, convenience, and
promotional timing.

Research-online-purchase-offline (ROPO) behaviour intensifies among Indian consumers as they compare prices, read
reviews, and explore products digitally on platforms like Google Shopping or various e-commerce sites before making in-
store purchases—particularly for specialty items, premium products, or higher-value categories. This behaviour
necessitates a robust digital presence for consideration set inclusion even when the actual purchase occurs physically.
Conversely, browse-in-store-buy-online patterns emerge, with customers evaluating fresh produce quality physically at
their local kirana or modern trade store, then ordering delivery for heavy or bulky complementary items from e-commerce
platforms.

Mission-based shopping dictates channel selection for Indian consumers. Immediate need purchases migrate to quick
commerce platforms like Zepto, Blinkit, or Swiggy Instamart, or the nearest local kirana for speed and convenience, often
despite accepting a price premium. Weekly stock-up missions split between modern format stores like DMart or Reliance
Fresh for one-stop convenience and e-commerce giants for competitive pricing and delivery convenience, avoiding the
burden of physical shopping trips. Fresh and daily essentials purchases maintain a strong in-store preference, especially
for quality evaluation and immediate consumption, particularly amongst segments valuing home cooking routines and
freshness assurance. Discovery and specialty shopping concentrate online, where assortment breadth and

recommendation engines surface relevant products that are difficult to discover in physically constrained environments.

These behaviour patterns create simultaneous threats and opportunities for FamilyMart. The threat manifests through
continued mission leakage to format-specific competitors such as quick commerce players, modern retailers (e.g., DMart,
Reliance Fresh), and e-commerce platforms. The opportunity exists in developing an omnichannel strategy that captures
the customer relationship across various missions—providing a superior physical fresh shopping experience, online
convenience for stock-up orders, and rapid fulfilment for immediate needs through integrated operations. Success
requires channel-agnostic customer relationship management, unified loyalty programs tailored for the Indian market, and
seamless cross-channel experiences. [Source: Nielsen India Shopper Trends 2023, Kantar Worldpanel India Shopping
Missions Study]
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Generational Shopping Preferences: Behavioural
Segmentation in India

Boomers & Older Gen X Younger Gen X & Generation Z

Routine-oriented, preference for Millennials Digital-native, convenience-

in-store (kirana/Reliance Smart), Value-conscious, omnichannel paramount (e.g.,

personal relationships, familiar comfortable, mix of premium + Zepto/Blinkit/Swiggy Instamart),

brands, limited digital engagement value, sustainability-aware, discovery-oriented, influencer-

focused on community. research-intensive, influenced by driven, episodic shopping with low
digital and social media. brand loyalty but high trial

willingness.

Generational cohort analysis reveals divergent shopping preferences within the Indian market, requiring differentiated
engagement strategies whilst maintaining brand coherence. Baby Boomers and older Gen X customers often demonstrate
a strong routine orientation—frequenting familiar local kiranas or established supermarkets like Reliance Smart or More
weekly, following customary shopping patterns, and valuing personal relationships with store staff. This cohort prioritises
product availability reliability, trusted brand selections, straightforward store layouts, and efficient checkout processes.
Their digital engagement tends to be limited, with social media presence primarily on platforms like Facebook for

community connection rather than direct commerce.

Younger Gen X and Millennials in India exhibit fluid shopping behaviours—actively comparing options, responding to
promotions, and readily switching between retailers for better value or convenience. They appreciate curated assortments,
specialty products, and premium options for differentiation, while still expecting competitive pricing on daily commodities.
Their digital fluency facilitates extensive pre-shopping research, drives adoption of online ordering, and amplifies social
media influence on purchase decisions. This cohort increasingly values sustainability messaging, local sourcing
transparency, and alignment with brand values—dimensions often underrepresented in traditional Indian retall

communication, presenting a critical area for modern retailers to address.

Generation Z in India demonstrates an episodic approach to grocery shopping as they increasingly establish independent
living and develop their own purchasing habits. This cohort exhibits the strongest digital-first orientation—discovering
products through social media, expecting seamless mobile experiences from platforms like Zepto or Blinkit, and preferring
self-service interactions. They tend to have lower brand loyalty but a high willingness to trial new offerings based on
recommendations, influencer endorsements, or shared values. Convenience, speed, and discovery are paramount, driving
quick commerce adoption, while limited price sensitivity on small, immediate purchases contrasts with a strong value-
consciousness for larger stock-up missions, highlighting a nuanced approach to spending.

The multi-generational strategy for the Indian market balances seemingly contradictory preferences through thoughtful
segmentation and execution. Physical store experiences, such as those offered by DMart or Big Bazaar, emphasise personal
service, navigation simplicity, and reliability for older cohorts whilst incorporating digital touchpoints, self-service options,
and discovery elements for younger customers. Communication strategy employs channel-specific approaches—
traditional media and in-store engagement for Boomers, omnichannel consistency with digital emphasis for Millennials, and
social-first content creation for Gen Z. Product assortment accommodates familiar staples alongside premium innovations,
ethnic specialties, and sustainability-certified options appealing across cohorts, ensuring a comprehensive market
approach. [Source: Indian Retail Reports 2023, Kantar IMRB Consumer Research]
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Technology Disruption: E-Commerce & Quick
Commerce Impact in India

Technology-enabled business models have fundamentally reshaped grocery retail economics, customer expectations, and
competitive dynamics in the Indian market. E-commerce platforms leveraged technology for vast assortment breadth,
personalised recommendations, dynamic pricing, and optimised delivery networks—creating value propositions traditional
retailers struggled to match. Quick commerce further intensified this disruption through dark store models, hyperlocal
delivery networks, and 10-15 minute fulfilment promises, effectively eliminating the need for traditional shopping trips.

Mobile-First Discovery On-Demand Fulfilment
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Dark store economics have been key to quick commerce unit viability. Micro-fulfiiment centres stocking 2000-3000 high-
velocity SKUs achieve inventory turns of 40-50x, substantially higher than traditional Indian retail's 18-25x. Delivery density
in urban areas (e.g., Mumbai, Bengaluru, Delhi) spreads fixed costs across multiple orders per delivery executive trip.
However, these models often remain investor-funded with a questionable path to profitability without substantial scale
achievement and customer lifetime value improvement. Current customer acquisition costs of 2800-21200 per customer
require 18-24 months retention for break-even—a significant challenge given low switching costs and promotional

sensitivity in the Indian market.

Traditional Indian retailers like DMart or Reliance Fresh face asymmetric competition—quick commerce platforms operate
with investor capital tolerance for extended losses whilst building market position, whereas established retailers require
profitable operations supporting ongoing business needs. While a traditional player cannot match quick commerce's
subsidy-fuelled pricing, they can leverage their existing store network as fulfiiment infrastructure, established vendor
relationships, and decades of customer trust for a robust omnichannel positioning. The technology imperative requires
adopting digital capabilities for competitive parity whilst exploiting physical asset advantages that quick commerce
competitors often lack. [Source: RedSeer Quick Commerce Economics India 2023, Bain Platform Business Models Study for
India]
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COVID-19 Lasting Impact on Grocery Shopping
in India

Pre-Pandemic (2019) 1

3% online penetration, gradual digital adoption,

limited quick commerce presence, and traditional

in-store shopping norms prevalent in India. 2 Pandemic Peak (2020_21)

15-18% online penetration spike, forced digital trial
across all demographics, leading to a rapid quick
New Normal (2023) 3 commerce launch wave to meet surging demand.

10% online penetration stabilisation, permanent
behaviour shifts towards hybrid shopping
patterns, and increased expectation for digital

convenience.

The COVID-19 pandemic accelerated digital adoption by 3-5 years across Indian grocery retail, creating lasting behaviour
changes even as pandemic restrictions subsided. Lockdowns forced digital experimentation amongst previously resistant
customer segments—older demographics, smaller towns like Nashik and Bhopal, and lower-income households—
compressing natural adoption curves. Online grocery order volumes surged 4-5x during lockdown periods, with 40-50% of
first-time users continuing online ordering post-restrictions albeit at lower frequencies.

Pandemic-driven changes included heightened hygiene expectations, contactless payment adoption (including UPI),
reduced shopping trip frequency with larger basket sizes, and local sourcing preference supporting neighbourhood kirana
stores. These shifts created both challenges and opportunities—hygiene investments increased costs, trip frequency
reduction pressured sales, but larger baskets improved transaction economics and local positioning resonated with

community-connection desires during isolation periods.

Quick commerce platforms like Zepto, Blinkit, and Swiggy Instamart launched predominantly 2020-2021, capitalising on
pandemic-accelerated digital adoption, achieving rapid customer acquisition and habit formation. Post-pandemic
normalisation saw online penetration rates moderate from peak levels but stabilise substantially above pre-pandemic
baselines—indicating permanent behaviour shifts rather than temporary crisis responses. Current online grocery
penetration of 10% compares to 3% pre-pandemic projection for 2023, validating acceleration thesis.

For an established Indian retailer, the pandemic impact manifested through significant footfall decline, a compensatory
increase in basket size, and accelerated competitive pressure from digital channels. The crisis highlighted critical digital
capability gaps—specifically, the lack of an integrated online ordering system, limited delivery infrastructure, and minimal
customer communication channels beyond in-store interaction. Competitors like BigBasket, JioMart, DMart, and Reliance
Fresh with robust digital capabilities successfully maintained customer relationships and captured pandemic-driven online
growth, whilst traditional retailers lost contact with customers actively avoiding physical shopping environments. This
experience underscores the profound transformation urgency—digital capabilities now represent a baseline expectation
for consumers rather than an optional enhancement for retailers. [Source: Nielsen COVID Impact on Retail India 2022,
McKinsey Indian Consumer Behaviour Shifts]
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CUSTOMER INSIGHTS & SEGMENTATION

Current Customer Segmentation: Demographics
& Behaviours

Comprehensive customer segmentation analysis identifies five distinct cohorts exhibiting differentiated demographics,
shopping behaviours, channel preferences, and growth potential within the Indian market. This segmentation framework
informs targeting priorities, experience design, and resource allocation across transformation initiatives, ensuring a data-

driven approach to strategic planning.

Loyal Traditionalists (32% of customers, 38% of revenue)

Demographics: Age 55+, retired or nearing retirement, middle-income households, often
living in established urban or semi-urban communities like Dadar or Karol Bagh.
Shopping Behaviour: Characterised by 2-3 weekly visits, an average basket size of 2650,
a preference for morning shopping hours, and extensive purchases of fresh produce
and daily essentials. Channel: Primarily in-store shoppers (95%), often preferring local
kiranas or traditional supermarkets like More or Spencer's, with minimal digital
engagement or online ordering. Growth Potential: While declining in number due to
aging demographics, this segment presents a high retention opportunity through
exceptional in-store service, personalised interactions, and community-focused
initiatives.

Family Routines (28% of customers, 30% of revenue)

Demographics: Typically aged 35-50, married with children, and dual-income
households who are busy managing family schedules. Often with household incomes in
the 26-12 Lakh range. Shopping Behaviour: They engage in weekly comprehensive
shops for bulk items complemented by frequent top-up missions. Their average basket
size is 21,800, and they show a strong weekend shopping preference. Channel: Primarily
in-store (75%), they also exhibit selective online usage (25%) for heavy or bulky items to
save time and effort, often from established e-commerce players like BigBasket or
JioMart. Growth Potential: Represents a stable customer base with a significant
opportunity for omnichannel adoption, especially through convenient delivery options
and loyalty programs tailored to family needs.

Convenience Seekers (18% of customers, 14% of revenue)

Demographics: Aged 25-40, typically young professionals, singles, or DINK (Dual Income
No Kids) households living in urban areas like Bengaluru or Hyderabad with demanding
lifestyles. Shopping Behaviour: Their shopping is characterised by quick top-up
missions 1-2 times weekly, an average basket size of 2450, a strong preference for
evening shopping, and a focus on packaged foods and ready-to-eat options. Channel:
Exhibit hybrid behaviour, heavily using quick commerce platforms like Zepto or Blinkit
(40%), in-store convenience (35%), and traditional e—-commerce (25%) to fit into their
busy schedules, often paying with UPI or Paytm. Growth Potential: A high-growth
segment, but also faces significant competitive pressure from other convenience-

focused retailers and quick-delivery services.

Digital Explorers (14% of customers, 12% of revenue)

Demographics: Young, aged 22-35, early career professionals, digitally native, and
predominantly urban residents who are comfortable with technology. Often with
household incomes in the 23-6 Lakh range. Shopping Behaviour: Their shopping
patterns are episodic and mission-specific, with an average basket size of 2400, often
driven by discovery and exploring new products or brands. Channel: Digital-first, with
70% of their shopping occurring online across quick commerce and e-commerce
platforms (e.g., Swiggy Instamart, BigBasket), and only occasional in-store visits (30%)
for specific needs or experiences. Growth Potential: Critical for future market relevance
and long-term growth, though currently an under-penetrated segment that requires
targeted digital engagement strategies.

Value Maximisers (8% of customers, 6% of revenue)

Demographics: This segment is price-sensitive across all age groups, comprising
bargain hunters and deal chasers who prioritise savings. Shopping Behaviour: Their
visits are irregular and primarily driven by promotional offers and discounts, leading to
an average basket size of 21,000 as they cherry-pick deals across various categories.
Channel: Engaged in multi-format shopping, utilising various channels (in-store, online,
quick commerce) to compare prices and secure the best deals, often visiting stores like
DMart or Big Bazaar for bulk savings, especially during festive seasons like Diwali. Growth

Potential: Exhibits limited loyalty potential due to their focus on price, requiring tactical
promotional engagement rather than long-term strategic investment in loyalty

programs.

The segmentation strategy prioritises the retention of Loyal Traditionalists and Family Routines through experience
excellence, personalised service, and tailored offerings. Concurrently, it aims to aggressively pursue Convenience Seekers
and Digital Explorers through continuous omnichannel capability development, including enhanced digital platforms and
faster delivery options, leveraging Indian fintech partners. Value Maximisers will receive targeted, tactical promotional
engagement without significant strategic investment, focusing on specific deal-driven campaigns. [Source: Customer
Database Segmentation Analysis, RFM Clustering, Behavioural Analytics]
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Generational Cohort Analysis: Spending &
Preferences in Indian Retail
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Generational spending analysis in the Indian retail landscape reveals lifecycle-driven consumption patterns with significant
strategic implications. Baby Boomers demonstrate the highest visit frequency (11 monthly) but moderate spend per visit
(2380 average), reflecting traditional daily fresh shopping habits and often smaller household sizes in established
neighbourhoods across Tier 1and Tier 2 cities. Generation X households exhibit the highest absolute spending (212,000
monthly) driven by larger families and peak earning years, visiting less frequently (9 monthly) with larger basket sizes (2645

average) that often indicate consolidated weekly shopping trips to modern retail formats like DMart or Big Bazaar.

Millennials show lower engagement with specific modern retail outlets (28,500 monthly) not due to a reduction in grocery
category spending but rather a distribution of their wallet share across multiple retailers and formats. This cohort visits
organized retail only 6 times monthly with 2600 baskets, indicating selective engagement for specific missions whilst
meeting remaining grocery needs through quick commerce (e.g., Zepto, Blinkit, Swiggy Instamart), e-commerce (e.g.,
Bigbasket, JioMart), and local kirana stores. Their total grocery spending likely equals or exceeds Gen X households, but

with dramatically lower retailer loyalty and higher channel fluidity across India's diverse retail ecosystem.

Generation Z's minimal engagement with traditional modern retail (2,500 monthly, 3 visits) reflects both their lifecycle
stage—often students or early career individuals with smaller households and budgets—and a strong preference for
alternative, digital-first formats. However, this cohort represents a critical future customer base requiring a tailored
engagement strategy despite their current limited revenue contribution. Their shopping habit formation now influences
decades of future spending potential, making early and relevant digital engagement crucial for long-term loyalty and

market share in the evolving Indian market.

Channel preference divergence significantly amplifies these spending pattern implications. Baby Boomers concentrate
90% of grocery spending in physical stores (75% across modern formats like Reliance Fresh, More, or local supermarkets,
15% at kiranas, 10% online due to convenience needs). Gen X splits 60% physical and 40% online, reflecting a gradual yet
accelerated shift towards digital channels for convenience. Millennials allocate 55% online (across e-commerce and quick
commerce platforms), 30% to modern format stores, and 15% to kiranas, demonstrating a strong inclination towards
diverse purchasing options. Gen Z, as digital natives, demonstrates a pronounced 70% online preference, 20% to kiranas for
immediate needs, and only 10% to modern format stores. These distinct patterns necessitate a robust omnichannel
presence for effective engagement of younger demographics, while simultaneously maintaining in-store excellence and
personalized service to retain legacy customer segments and capture their continued spending in the dynamic Indian
retail landscape. [Source: Customer Transaction Analysis, Nielsen Homescan Panel Data, and industry reports on Indian
retail trends]
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Lapsed & At-Risk Customer Analysis
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Customer retention analysis identifies alarming attrition patterns threatening revenue stability. Of a prominent Indian retail
chain's peak customer base (18 months ago), 23% lapsed completely (zero purchases in 90+ days) whilst an additional 31%
qualify as "at-risk" (visit frequency declined 40%+ or absent 45+ days). This represents 54% of the historical customer
base exhibiting deterioration or complete disengagement—a retention crisis demanding immediate intervention and a
comprehensive strategy shift.

Lapsed customer profiling reveals demographic concentration in Millennials (42% of lapsed base) and younger Gen X
(28%), precisely the segments critical for long-term viability in the Indian market. Exit surveys and win-back outreach
indicate primary departure drivers: quick commerce adoption (e.g., Zepto, Blinkit, Swiggy Instamart) offering superior
convenience (38% of mentions), modern format switch to players like DMart or Reliance Fresh for better prices and
assortment (27%), dissatisfaction with dated store experience (18%), and competitive promotional attraction (17%). Notably,
service quality or product availability rarely emerged as primary factors—suggesting customers valued the chain's
strengths but convenience and experience gaps outweighed these positives, highlighting the evolving consumer landscape
in India.

At-risk customer behaviour shows concerning patterns—uvisit frequency declining gradually from 2.5 to 1.2 times monthly,
basket sizes shrinking from 2140 to 295 as customers shift core shopping elsewhere whilst maintaining selective
engagement, and category concentration narrowing to fresh produce and immediate needs rather than comprehensive
baskets. This pattern indicates the chain's relegation from primary store to occasional backup—a role transition threatening
permanent disengagement absent timely and effective intervention. These customers still represent a touchpoint for re-
engagement before complete churn.

Win-back opportunity sizing indicates substantial revenue recovery potential. Re-engaging 30% of lapsed customers at
historical spending levels generates 285 lakh annual incremental revenue. Stabilising at-risk customers arrests an
additional 1.2 crore annual revenue decline. Combined, successful retention and win-back initiatives offer a near-
complete reversal of recent revenue deterioration, providing a significant uplift to the bottom line. The proposed
transformation strategy must therefore incorporate explicit retention and win-back programmes leveraging omnichannel
capabilities, in-store experience improvements, and targeted incentives specifically addressing identified departure
drivers in the Indian retail context. [Source: Customer Lifecycle Analysis, Lapsed Customer Surveys, Win-back Campaign
Testing]
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Target Customer Segments for Growth

Secondary Growth Target: Digital Explorers

Age 22-35, early career and students, digital native
behaviours. Currently 14% of base—target expansion to
25% through digital-first engagement. Lower immediate
revenue but critical for future relevance and brand
perception amongst younger demographics. Strategy
emphasises social commerce, influencer partnerships,
values-based marketing, discovery-oriented experiences.

Retention Priority: Family Routines

Age 35-50, dual-income families. Currently 28% of base
providing 30% revenue—critical to maintain. At-risk from
competitive encroachment by modern retail chains like
DMart and Reliance Fresh. Strategy focuses on
comprehensive assortment, family-oriented services
(meal solutions, bulk options), omnichannel flexibility,
loyalty programme enhancement.

Protect Base: Loyal Traditionalists

Age 55+, retired households. 32% of base generating 38%
revenue but declining. Protection strategy maintains
service excellence, familiar environment, personal
relationships whilst introducing gentle digital touchpoints
(WhatsApp ordering, assisted tablet browsing)
expanding accessibility without intimidation, especially

considering their preference for local kiranas.

The multi-segment strategy balances growth pursuit with base protection, recognising resource constraints preventing
simultaneous excellence across all cohorts. Transformation initiatives explicitly prioritise Convenience Seekers and Digital
Explorers whilst ensuring Family Routines and Loyal Traditionalists experience continuity and gradual enhancement rather
than disruptive change risking alienation. [Source: Addressable Market Sizing (Indian context), Segment Attractiveness

Analysis, Strategic Prioritisation Framework]
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Customer Journey Mapping: Current vs. Desired
State (Indian Market Focus)

Comprehensive customer journey mapping reveals friction points, emotional lowlights, and experience gaps between the
current operational state and the desired future state across all key shopping missions within the Indian retail landscape.
The analysis spans critical phases including awareness, consideration, shopping (both in-store and online), checkout,
consumption, and loyalty, identifying significant improvement opportunities that will inform and prioritize our

transformation roadmap to better serve the evolving Indian consumer.

Awareness & Consideration Phase

Current State: Our limited digital presence severely constrains awareness amongst younger Indian
demographics, who increasingly rely on online channels and social media for product and brand discovery.
Consideration for our offerings is primarily driven by geographical proximity and existing customer habit, akin
to traditional kiranas, rather than active preference for our brand's unique value proposition. We currently
maintain minimal advertising efforts, and our social media presence is underdeveloped, failing to actively

engage potential new customer segments like India’'s burgeoning online youth.

Desired State: We aim for an integrated digital-physical presence that seamlessly connects our brand with
customers across all touchpoints in India. This involves leveraging popular social media platforms to actively
showcase products, highlight community involvement, and communicate our brand values effectively.
Enhanced local search optimization (e.g., Google Maps, Justdial) will ensure discoverability, complemented by
strategic influencer partnerships and collaborations with local micro-influencers to expand our reach.
Ultimately, awareness will be driven by strong brand recall and preference, moving beyond sole reliance on

physical location.

Shopping Phase—In-Store

Current State: Our current store aesthetics are dated, often lacking the modern appeal of large format
retailers like DMart or Reliance Retail. Confusing navigation frustrates customer discovery, leading to missed
opportunities for impulse purchases and an inefficient shopping experience. Staff knowledge is variable
across locations, impacting service consistency. The integration of digital tools within the physical store is
limited. While the fresh produce section is a noted strength, the overall in-store experience collectively feels
"stuck in time,” failing to meet modern Indian customer expectations for convenience and engagement.

Desired State: Our goal is to create a modern, inviting environment with clear wayfinding and intuitive store
layouts to enhance product discovery, competitive with leading Indian supermarkets. Digital kiosks will
provide product information, dietary details (e.g., vegetarian/vegan labeling), and recipe inspiration directly at
the point of decision. Staff will be comprehensively trained as knowledgeable shopping assistants, equipped
to offer personalized recommendations and support. The fresh specialization will be visibly celebrated
through innovative design and merchandising, creating a premium and engaging experience that resonates

with Indian preferences for fresh ingredients.

Shopping Phase—Online

Current State: Currently, our online shopping presence is virtually non-existent, forcing customers seeking
digital convenience to shop with competitors like Zepto, Blinkit, Swiggy Instamart, BigBasket, or JioMart.
This represents a significant lost opportunity to capture market share from segments like Digital Explorers
and Convenience Seekers who are increasingly embracing quick commerce and e-grocery platforms across
Indian cities.

Desired State: We envision an intuitive mobile app and website, localized for Indian users, featuring
personalized product recommendations based on purchase history and preferences. The platform will
facilitate easy reordering of favourites, significantly improving customer convenience. We will offer flexible
fulfilment options, including home delivery (with various time slots), click-and-collect services, and curbside
pickup. Real-time inventory visibility will prevent customer disappointment due to out-of-stock items,
ensuring a reliable and satisfying online shopping experience tailored for the Indian market.

Checkout Phase

Current State: Long queue times during peak periods are a significant source of customer frustration,
directly impacting overall satisfaction and store perception, a common pain point in many Indian retail
environments. Payment options are currently limited to traditional cash and card transactions, conspicuously
lacking popular digital payment methods like UPI (Google Pay, PhonePe, Paytm) and mobile wallets, which
many modern Indian consumers expect. There is no self-service option available for customers on quick

missions, contributing to slower transaction times.

Desired State: We will implement multiple efficient checkout options, including traditional staffed lanes, self-
checkout terminals, and mobile scan-and-go technology for ultimate convenience. All prevalent digital
payment methods in India, especially UPI, major credit/debit cards, and popular mobile wallets, will be
supported. Loyalty program integration will automatically apply discounts and rewards, streamlining the
process. The entire checkout process will be optimized to be quick and seamless, respecting the customer's
time and enhancing their overall experience, aligning with the fast-paced expectations of urban Indian
shoppers.

Post-Purchase & Loyalty

Current State: Our existing loyalty programme is predominantly transactional, offering minimal personalized
engagement beyond basic points accumulation. There is a notable absence of personalized communication
with customers, leading to a missed opportunity for fostering deeper relationships. Furthermore, robust
feedback mechanisms are not consistently in place, limiting our ability to understand and address customer
needs proactively.

5 Desired State: We aim for a unified omnichannel loyalty program that seamlessly accumulates points and
rewards across all physical and digital channels, appealing to the discerning Indian customer. Personalized
offers will be delivered based on individual purchase history and preferences, creating a more relevant and
valuable experience. Regular communication will provide customers with valuable content such as regional
recipes, shopping tips, and information about local community events, fostering a sense of belonging. Robust
feedback loops will be established, enabling continuous improvement of our offerings and services, thereby
building an emotional connection that extends far beyond mere transactions, nurturing long-term brand

advocacy.

Journey pain point prioritization, informed by an impact-feasibility matrix, indicates immediate and quick wins in
enhancing checkout efficiency through self-service implementation and establishing a foundational online presence with a
Minimum Viable Product (MVP) app launch tailored for the Indian market. Digitalization of the loyalty programme is also a
high-priority, quick-win initiative. Medium-term priorities encompass a comprehensive store experience modernization to
compete with modern Indian retail chains and deeper omnichannel integration to connect physical and digital touchpoints
seamlessly. The long-term vision includes leveraging Al-driven personalization across all customer interactions and
exploring ecosystem partnerships (e.g., with local delivery partners or fintech companies) to create a comprehensive
lifestyle platform that extends beyond traditional grocery transactions, solidifying our future market position in India.

[Source: Journey Mapping Workshops, Customer Intercept Interviews, Digital Experience Benchmarking in India]
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Jobs-to-be-Done Analysis Across Segments

Loyal Traditionalists N\
"Maintain nutrition routines & familiar social
interaction’
3 Family Routines
"Efficiently meet family needs & balance
demands”
Convenience Seekers
"Solve immediate needs without disrupting
momentum’
D¢ Digital Explorers

"Discover new products & express identity values”

The Jobs-to-be-Done framework reveals the functional, emotional, and social dimensions customers “hire" a grocery
retailer to fulfil, offering insights beyond traditional demographic segmentation into core motivational drivers and unmet
needs. For instance, Loyal Traditionalists primarily "hire" their local grocer, which in this context well consider as
FamilyMart, to "maintain household nutrition routines reliably whilst enjoying familiar social interaction.” This job
encompasses critical functional dimensions such as stocking household staples and acquiring fresh produce, emotional
dimensions like reducing decision burden through established routines and feeling cared for through personalised service,
and social dimensions including maintaining community connection and upholding family traditions within their
neighbourhood.

Family Routines customers "hire" FamilyMart to "efficiently meet family nutrition needs whilst balancing work-life
demands.” Their functional requirements emphasize a comprehensive assortment enabling one-stop shopping,
convenience reducing total trip time, and quality assurance preventing purchase regret. Emotional dimensions include
reducing the mental load through reliable shopping, demonstrating family care through quality selections, and maintaining
financial responsibility through value. Social dimensions involve fostering a "good parent” identity through the provision of

healthy, quality food.

Convenience Seekers "hire" a retail solution (often quick commerce platforms rather than traditional stores) to "solve
immediate consumption needs without disrupting day's momentum.” This job prioritizes speed and accessibility above
other considerations—they are willing to pay a premium and accept limited selection for time-saving. Emotional
dimensions focus on stress reduction and maintaining productivity in their busy lives. Social dimensions connect to the

"busy professional” identity, where grocery acquisition should integrate seamlessly rather than demanding dedicated time.

Digital Explorers "hire" grocery shopping to "discover new products and experiences whilst expressing identity through
consumption choices.” Functional requirements extend beyond mere acquisition to active exploration and curation of
unique items. Emotional dimensions emphasize excitement, authenticity, and self-expression through their food choices.
Social dimensions involve sharing culinary discoveries, demonstrating taste leadership among peers, and aligning
purchases with their values-based identity, often showcasing a preference for niche or artisanal products.

The current FamilyMart offering, akin to a well-established local kirana or a smaller Reliance Fresh outlet, serves Loyal
Traditionalists’ job reasonably well—reliability, familiarity, and personal service align with their needs. However, significant
underperformance exists for other segments within the dynamic Indian grocery retail landscape. Family Routines often find
FamilyMart requires multiple complementary trips (e.g., online for bulk items from D-Mart or Big Bazaar, quick commerce
for forgotten items via Zepto or Blinkit), which increases rather than reduces their life complexity. Convenience Seekers
frequently bypass FamilyMart entirely as quick commerce players like Swiggy Instamart or Blinkit better fulfil their
immediate needs. Digital Explorers, seeking novelty and curated experiences, perceive FamilyMart as offering minimal
discovery or identity expression value. Therefore, the transformation strategy must evolve FamilyMart's offering to serve a
broader job portfolio whilst maintaining its traditional strengths, ultimately aiming to capture these underserved segments
and solidify its market position. [Source: Jobs-to-be-Done Research Interviews, Need State Analysis, Competitive
Alternative Mapping (India-specific data)]
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Pain Points & Experience Friction Analysis

Systematic pain point identification through customer research reveals experience friction across journey stages within
the Indian retail context, with criticality and addressability assessment informing transformation priorities. Pain points
cluster into five categories: access and convenience, discovery and navigation, service and interaction, transaction friction,
and post-purchase engagement. These categories encompass the full spectrum of customer touchpoints, from initial
consideration to post-purchase support, ensuring a comprehensive understanding of areas for improvement relevant to

the diverse Indian consumer base.

Access & Convenience Pain Points Discovery & Navigation Pain Points

e No online shopping option forces physical trips for all e Confusing store layout frequently requires staff
purchases, creating a barrier for busy Indian assistance for customers to find specific items,
customers and those seeking a digital-first leading to wasted time and a less independent
experience. shopping experience, unlike the organised aisles of

e Store hours (9 AM - 9 PM) miss crucial early morning DMart or Reliance Fresh.
and late evening shopper needs, limiting accessibility e Limited product information on shelves means
for office-goers, factory workers, and those with customers cannot make informed comparisons
varied shifts. between products, hindering purchase decisions in a

e Parking facilities are often inadequate during peak market with diverse brands and regional variations.
times, especially in dense urban areas like Mumbai or e Promotional merchandise is often placed in ways that
Bengaluru, leading to frustration and shopping disrupt logical category flow, making it difficult for
abandonment as customers struggle to find a spot. shoppers to navigate the store efficiently and find

» No delivery service is available, significantly staple goods.
inconveniencing elderly, mobility-constrained e There are no digital tools available for recipe
customers, or those in remote localities who rely on inspiration or meal planning, missing an opportunity
such options, a gap often filled by local kiranas. to enhance the shopping journey and drive basket

size, especially for the digitally-savvy Indian
consumer.

e Regional or specialty products are scattered
throughout the store rather than being organised into
curated sections, making them hard to discover and
access for target demographics seeking specific

ingredients or brands.

Service & Interaction Pain Points Transaction Friction Pain Points

e Staff product knowledge is inconsistent, indicating e Queue times frequently extend 8-12 minutes during
training gaps that lead to inaccurate information and weekend peaks, causing significant customer
reduced customer confidence, unlike the frustration and potential loss of repeat business to
personalised recommendations often found in local faster alternatives like Zepto or Blinkit.
kiranas. e The absence of a self-checkout option forces all

e During peak periods (e.g., festival seasons like Diwali customers into traditional lines, failing to cater to
or Pongal), understaffing reduces the availability of those desiring a quick and efficient exit.
assistance, resulting in longer wait times and « Limited payment options mean no acceptance of

decreased service quality. popular digital payment methods like UPI, Paytm, or

e Fresh section staff are often unavailable to answer PhonePe, restricting customer choice and
questions about produce quality or preparation, convenience in India's rapidly digitising payment
leading to uncertainty for customers making ecosystem.
important food choices for their families. « The loyalty programme requires a physical card,

e Despite staff knowing regular customers, there are no which is often forgotten by customers, leading to
personalised recommendations, a missed unredeemed points and a feeling of missed benefits.
opportunity to foster loyalty and enhance the e Receipt emails are unavailable, preventing customers

shopping experience through tailored suggestions, a from tracking their spending digitally or easily

strength of traditional Indian retailers. managing returns.

Post-Purchase Engagement Pain Points

e There is no communication with customers between visits, leading to decreased brand recall and a lost opportunity
for continuous engagement in a competitive market.

e Promotional awareness relies solely on in-store visits, as no digital notification system exists to inform customers
about new offers or events, unlike competitors using app notifications.

e Alack of a structured feedback mechanism means customer suggestions and grievances often go unheard,
hindering continuous improvement and customer satisfaction.

e The loyalty programme offers generic rewards rather than personalised benefits tailored to purchase history,
reducing its perceived value and effectiveness in driving repeat business, especially compared to advanced loyalty

programs of large Indian retail chains.

Pain point prioritisation using customer impact scoring and implementation feasibility assessment identifies several high-
priority fixes for the Indian market: launching an MVP online ordering system akin to Swiggy Instamart or JioMart,
implementing self-checkout stations, digitalising the loyalty programme with a mobile app, extending accepted payment
options to include UPI and major wallets, improving store navigation signage, and establishing a robust customer feedback
system. Medium-term priorities include comprehensive store redesign (e.g., optimising for Indian shopper flow), staff
training enhancement programs focused on regional product knowledge and customer service, and the development of a
sophisticated personalisation infrastructure. This systematic approach to pain point resolution is designed to create
measurable customer satisfaction improvement whilst simultaneously building competitive differentiation in the dynamic

Indian retail landscape. [Source: Customer Pain Point Research (India-focused), Service Design Analysis, Friction Point
Mapping]
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Competitive Shopping Behaviour: Wallet Share
Distribution

B DMart

B Big Bazaar/More Retail

B Zepto/Blinkit/Swiggy Instamart
I BigBasket/Amazon Fresh

Local Kiranas

Wallet share analysis amongst DMart customers in Tier-1 cities like Bengaluru and Mumbai reveals concerning
fragmentation—customers distribute grocery spending across an average of 4.1 regular outlets, with DMart capturing only
32% share despite its perceived value and extensive footprint. This represents a dramatic erosion from 60% wallet share
three years ago, indicating aggressive competitive encroachment and mission leakage across shopping occasions due to

evolving consumer preferences in the Indian retail landscape.

Modern format chains like Big Bazaar and More Retail capture 25% wallet share, primarily through weekly comprehensive
shopping trips where assortment breadth, discounted pricing, and one-stop convenience outweigh DMart's localised
service. Quick commerce platforms such as Zepto, Blinkit, and Swiggy Instamart seized 20% share remarkably quickly—
launched predominantly 2020-2022 yet achieved substantial penetration by capturing immediate need occasions through
leveraging ultra-fast 10-minute delivery services. E-commerce platforms like BigBasket and Amazon Fresh hold 13% share,
concentrated in planned stock-up missions, bulk purchases, and specialty product discovery where extensive selection
and scheduled delivery convenience overcome immediate availability preferences. Local Kiranas maintain 10% share
through hyper-convenience—location proximity for true emergency needs and traditional credit flexibility for cash-

constrained moments, often serving specific community requirements with a personal touch.

Mission-type analysis reveals specific wallet share leakage patterns. Immediate need purchases shifted 70% to quick
commerce from DMart's historical 85% share, highlighting a critical loss in this high-frequency segment. Weekly stock-up
missions are now broadly distributed across modern formats (40%), e-commerce (30%), and DMart (30%)—a significant
decline from DMart's previous 70% historical share in this category. Fresh and daily shopping maintains 50% DMart share,
declining from 70% but remaining a relative strength due to perceived quality and convenience for perishable goods.
Specialty and discovery shopping concentrates 75% online, where DMart never held significant share due to assortment

limitations, indicating a persistent gap in product variety for niche Indian regional products.

The competitive response strategy must therefore intelligently recapture wallet share through an omnichannel presence
spanning various missions. This includes developing robust online platforms for stock-up convenience, implementing rapid
fulfilment options for immediate needs, and continuing to enhance in-store excellence for fresh and daily shopping
experiences. However, realistic expectations acknowledge the improbability of returning to historical dominance given the
rapidly evolving Indian retail landscape. A sustainable 45-50% wallet share target, combining both offline and online
touchpoints, offers an ambitious yet achievable goal that aligns with the multi-format shopping reality Indian consumers
now demand. [Source: Indian Shopper Panel Data, Transaction Analysis, Competitive Wallet Share Study by Tier-1
Consulting]
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Digital Expectations & Omnichannel
Preferences in India

Customer digital expectation research within the Indian market reveals baseline feature requirements for competitive
parity alongside aspirational capabilities creating differentiation. Digital-active customers (estimated at 65% of target
growth segments across Tier 1and Tier 2 cities) demonstrate clear omnichannel preferences shaped by experiences
across diverse Indian retail categories and platform ecosystems.

Baseline Digital Expectations (Must-Have
for Indian Consumers)

Mobile-optimised e-commerce platform with full
inventory visibility, intuitive search and filtering in
English and vernacular languages, multiple payment
options including UPI, Net Banking, and popular
digital wallets (e.g., Paytm, PhonePe), order tracking
with dynamic delivery windows, digital loyalty
programme integration auto-applying discounts, and
previous order history for easy reordering. The
absence of these fundamental features disqualifies
consideration amongst digital-active segments in

India.

Omnichannel Integration Expectations
for the Indian Market

A unified loyalty programme accumulating points
across all channels, consistent pricing online and
offline, the ability to seamlessly start shopping online
and complete in-store (or vice versa), the flexibility
to return purchases through any channel regardless
of the original purchase point, a single customer
profile with preferences accessible across all
touchpoints, and integrated customer service with
context regardless of the contact channel chosen by

the customer.

Enhanced Digital Preferences
(Competitive Advantage in India)

Personalised recommendations based on purchase
history and regional preferences, recipe inspiration
linked to purchasable ingredients, comprehensive
nutritional information and allergen filtering
(especially for common Indian dietary restrictions
like lactose intolerance or gluten sensitivity, and
preferences for vegetarian/vegan options), robust
product reviews and ratings, an efficient virtual
shopping assistant (chatbot or WhatsApp
integration), flexible fulfilment options (home
delivery to specific pin codes, click-and-collect,
curbside pickup), and real-time inventory availability

preventing frustrating order cancellations.

Emerging Aspirational Features for Indian
Consumers

Subscription models for regular purchases of staples
and household items with auto-delivery and
discounts, curated meal kit offerings with pre-
portioned ingredients for popular Indian cuisines,
convenient voice ordering through smart speakers
(supporting Hinglish or vernacular commands),
augmented reality for immersive product
visualisation (e.g., seeing how furniture fits in a room),
robust social commerce integration enabling
discovery and purchase directly through platforms
like Instagram/Facebook, and community features
fostering recipe sharing and local recommendations

among users.

Platform feature prioritisation follows a strategic crawl-walk-run approach tailored for the Indian market—beginning with an
MVP launch focusing on baseline expectations, followed by phased enhancements adding competitive advantage features
post-validation, and selective innovation on aspirational capabilities where the retailer can differentiate meaningfully. The
technology roadmap explicitly sequences feature development balancing speed-to-market imperatives with experience
quality non-negotiables—it is demonstrably better to launch a limited feature set executing excellently than a
comprehensive platform performing poorly. [Source: India Digital Feature Expectation Research, Omnichannel Benchmark
Study India, Platform Feature Prioritisation for Indian Retail]
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Brand Perception Audit Across Age Groups in
India

Boomers: Positive Perception Gen X/Millennials: Mixed Gen Z: Limited Awareness

Perception

"Trustworthy,” "familiar,” "personal” Perception often negative, favors quick

Value quality but cite inconvenience commerce

Brand perception audits reveal significant generational divergence in traditional Kirana store associations, emotional
connections, and usage barriers within the Indian market. These perception gaps inform repositioning strategy
requirements, balancing heritage preservation with contemporary relevance injection. Boomer and older Gen X perceptions
skew overwhelmingly positive—"trustworthy" (mentioned by 78% of cohort), "familiar’ (72%), "personal service" (68%),
"neighbourhood convenience" (64%), and "quality fresh produce” (61%) emerge as dominant associations for their local
Kirana. Emotional connections centre on nostalgia, comfort, and community belonging. These customers describe their

local Kirana as "part of our daily routine” and "where the shopkeeper knows our needs."

Younger Gen X and Millennial perceptions present a more nuanced picture—positive attributes are still recognised ("good
fresh produce” - 52%, "friendly shopkeepers" - 48%) but are increasingly weighed against negative associations. "Old-
fashioned" (mentioned by 43%), "limited selection" (38%), "inconvenient” (no online ordering/delivery - 35%), "dated stores"
(32%) signal relevance concerns. Emotional connection weakens substantially—fewer describe deep loyalty or affection,
instead characterising the relationship as "habit" or "proximity-driven’ rather than strong preference. Critical insight: these
customers recognise quality and service strengths but convenience gaps override traditional advantages, pushing them
towards modern retail or quick commerce for certain needs.

Generation Z perceptions demonstrate a severe perception deficit—only 34% are actively aware of or consider traditional
Kirana stores for their primary shopping (versus 85%+ for quick commerce brands like Zepto, Blinkit, and Swiggy Instamart).
Amongst aware customers, associations remain predominantly negative. "Boring" (58% of aware cohort), "not for me" (47%),
"my parents' store" (41%) indicate a fundamental relevance failure. Virtually no strong positive emotional associations exist
—Gen Z views Kirana stores as a utilitarian backup option for immediate needs rather than a preferred destination. This
cohort often cannot articulate what a traditional Kirana offers beyond "basic daily essentials,” suggesting a failed

differentiation communication.

Competitive perceptual positioning indicates traditional Kirana stores occupy the "trusted community quality” quadrant—
high on trust, familiarity, and fresh quality, but low on modern convenience and experience. Modern large-format retailers
(e.g., Big Bazaar, DMart) occupy the "value and variety" quadrant—moderate across dimensions with strong price
perception. Quick commerce players (e.g., Zepto, Blinkit, Swiggy Instamart) occupy the "digital convenience" quadrant—high
convenience and speed, but potentially lower perceived quality or variety for some items. The repositioning imperative for
traditional formats requires migrating towards "contemporary quality convenience” positioning—preserving trusted quality
heritage whilst injecting modern convenience and experience to broaden generational appeal. This evolution demands
tangible experience transformation validating new positioning rather than purely marketing-driven perception
management. [Source: Brand Perception Study, Focus Groups by Cohort, Perceptual Mapping Research for Indian Retail]
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BRAND POSITIONING & REFRESH STRATEGY

Current Brand Positioning Assessment & Legacy
Equity

Strong Tradition
N
Heritage & Family Local Connection &
Tradition Fresh Quality
Low Youth ,
> High Local Trust
Relevance

e

Younger Appeal &
Contemporary
Relevance

Convenience & Digital
Presence Gaps

A 4

Low Modern Convenience

Current brand positioning analysis identifies core equity elements warranting preservation alongside attributes requiring
evolution or addition. The brand's foundation rests on “family values"—both ownership structure and customer relationship
philosophy emphasising long-term relationships, personalised service, and community integration, typical of many
successful Indian retail ventures. This positioning served effectively for 15 years, building trust and loyalty amongst local
residents who appreciate neighbourhood connection over transactional efficiency, mirroring the strong bond with local

kirana stores across India.

Legacy brand strengths cluster around trust, quality assurance (particularly fresh produce), personal relationships, and
local community integration. Customers cite confidence in product quality based on long-standing vendor relationships
and family ownership incentives ensuring standards. Personal service from staff knowing regular customers by name
creates emotional bonds, a hallmark of traditional Indian retail, that modern competitors often struggle to match. Local
community involvement through event sponsorship and charitable engagement reinforces "neighbourhood store”
positioning beyond pure commerce, deeply resonant during festivals and local events.

However, current positioning demonstrates critical gaps threatening relevance amongst growth target segments. "Family
values" messaging resonates strongly with older Indian demographics but struggles to engage younger audiences (e.g., Gen
Z and young Millennials) who prioritise values like sustainability, innovation, and digital-first experiences offered by players
like Zepto or Blinkit. “Personal service" differentiates amongst customers valuing relationships but offers minimal appeal to
convenience-focused urban shoppers in cities like Mumbai or Bangalore who prefer self-service efficiency and rapid
delivery. "Local neighbourhood" positioning, while strong in its traditional context, constrains geographic ambition and fails

to translate effectively to digital channels, which lack a physical neighborhood presence.

Most critically, current positioning lacks explicit statements on convenience, digital integration (e.g., support for UPI or app-
based ordering), discovery, or contemporary lifestyle alignment—precisely the attributes younger Indian demographics
prioritise. The brand feels "stuck in time," celebrating past whilst failing to articulate future relevance. This temporal
misalignment creates perception of incompatibility with modern shopping needs, despite the actual capability to serve
contemporary expectations through transformation initiatives. This could be a significant challenge when competing with
modern retail chains like DMart, Reliance Fresh, or quick commerce players like Swiggy Instamart and BigBasket.

Legacy equity preservation requires careful navigation—heritage elements like family ownership, quality commitment, and
personal service remain valuable differentiators when positioned appropriately within the Indian market. However, these
must integrate with contemporary attributes rather than defining the complete brand identity. The repositioning strategy
amplifies heritage strengths whilst injecting missing contemporary relevance, creating "both/and” positioning versus
"either/or" choice between tradition and modernity. [Source: Brand Equity Research, Historical Positioning Analysis, Indian
Retail Market Survey]
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Brand Heritage & Emotional Connections to

Preserve

Family Ownership Legacy

The family ownership structure represents authentic
differentiation against larger, corporate-owned chains.
Customer research in India consistently reveals a
significant trust premium associated with family
ownership—a deep-seated belief that quality standards
and customer welfare are prioritised over pure profit
maximisation. This trust often translates into greater
understanding for occasional service lapses and a
willingness to pay a modest premium. The repositioning
must maintain high visibility of family ownership,
showcasing it as a source of contemporary business
sophistication and long-term commitment, rather than
reinforcing a "traditional kirana" amateurism stereotype. It
should highlight how these foundational values drive
innovation and unwavering dedication to customer

satisfaction.

Personal Service Heritage

Staff knowing regular customers by name, remembering
preferences, and offering personalised recommendations
creates invaluable emotional connections that transcend
mere transactional efficiency. Older customers and those
in established neighbourhoods particularly treasure these
relationships, often viewing shopping as a vital social
activity providing essential community connection. The
repositioning must celebrate this rich tradition of
personalisation whilst demonstrating its modern
scalability through strategic use of data and technology—
ensuring the human touch is enhanced, not replaced, by
digital capabilities. This blend will enable efficient yet
deeply personal interactions, catering to diverse Indian
consumer expectations.

Community Integration History

Fifteen years of local event sponsorship, support for
school programmes, and charitable involvement have
firmly established FamilyMart as a community anchor,
going beyond a mere commercial entity. Customers
deeply appreciate this neighbourhood investment and
reciprocate through sustained loyalty, a common pattern
observed in Indian communities. The repositioning should
amplify this existing community commitment whilst
strategically expanding its definition to include modern
values such as environmental sustainability, robust local
supplier partnerships (e.g., sourcing from regional farmers
and artisans), and values-based initiatives that resonate
across India's diverse generations. This broadens the

appeal without diluting core values.

Quality Assurance Reputation

Decades-long vendor relationships and rigorous selection
standards for fresh produce have cultivated a strong
quality reputation that Indian customers consistently rely
upon. This is particularly evident in fresh categories like
fruits, vegetables, and dairy, where customers trust
FamilyMart's curated selection over competitors' broader
but often variable quality offerings, especially from newer
online grocery platforms. The repositioning must maintain
this primacy of quality whilst demonstrating its expansion
beyond just fresh produce—quality applies equally to
curated specialty products, innovative private label
offerings, and the seamless execution of the digital
customer experience. This ensures a consistent
perception of excellence across all touchpoints, from a

physical store to a quick-commerce delivery.

Local Roots Authenticity

Unlike national chains or e-commerce giants, FamilyMart's
deep local establishment provides a unique authenticity.
This includes a genuine understanding of neighbourhood
preferences (e.g., specific regional spices, local festival
requirements), the strategic stocking of local brands, and
an agile ability to adapt to specific community needs
rather than imposing standardised corporate templates.
This flexibility creates a significant differentiation,
particularly against larger format competitors like Big
Bazaar, DMart, or Reliance Fresh, and even new-age quick-
commerce players. The repositioning should proudly
celebrate these local understandings and connections
whilst demonstrating contemporary sophistication—
showcasing how local roots enable unparalleled
personalisation and agility, rather than constraining
ambition for broader scale or modern relevance. This
positions local knowledge as a competitive advantage in

the dynamic Indian retail landscape.

The integration of these heritage elements into a contemporary positioning requires strategic framing—these attributes

must become compelling reasons to believe in the modern brand, rather than being perceived as nostalgic anchors

constraining evolution. For example, messaging could articulate how “our family ownership inherently drives our innovation

commitment, ensuring that technology exclusively serves customer needs rather than solely maximising profits, a principle

deeply valued by Indian consumers,” or how “our revered personal service heritage is now scalable through data-driven

personalisation, consistently delivering relevant recommendations that deepen customer relationships across diverse

Indian communities.” This nuanced framing respectfully acknowledges and leverages the legacy whilst propelling the brand

with forward momentum, creating a powerful "both/and” narrative that merges tradition with modernity for the Indian

market. [Source: Indian Consumer Insights, Market Trend Analysis, Legacy Framing Strategy]
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Generational Tension: Legacy vs. Target
Customers

Brand repositioning navigates the inherent tension between retaining established, often multi-generational customers, who
contribute current revenue, and attracting younger demographics essential for future sustainability in the Indian market.
These two segments demonstrate divergent and occasionally contradictory preferences, creating a strategic dilemma:
either evolve the positioning risking alienation of loyal, older customers, or maintain the current positioning accepting
continued younger customer underrepresentation. The recommended strategy pursues an "inclusive evolution'—
broadening appeal without abandoning the core values deeply rooted in the Indian consumer psyche, while acknowledging

the intricate challenge of satisfying all segments equally.

Legacy Customer Preservation Imperatives Target Customer Attraction Requirements

(for the Indian Market) (for Young Indian Consumers)

e Maintain recognisable brand elements, carefully e Inject a contemporary visual identity that clearly
avoiding drastic visual identity changes that could signals modernity and sophistication, appealing to
trigger disorientation among existing loyal the aesthetic preferences of young, urban Indian
customers, many of whom value familiarity and consumers.
continuity. e Emphasise convenience, seamless digital integration

e Preserve the established in-store service excellence (e.g., UPI payments, quick delivery apps like Zepto or
and personal relationships, a cornerstone of Indian Blinkit), and strong lifestyle alignment to meet the
retail particularly treasured by older patrons expectations of younger, digitally native Indian
accustomed to such interactions. consumers.

e Communicate any changes respectfully, positioning e Invest heavily in digital marketing and social media
them as enhancements rather than replacements of presence (e.g., Instagram, YouTube, local influencers
cherished and valued brand attributes, on platforms popular in India), as these are the
understanding the strong emotional attachment primary channels where younger demographics
many Indian consumers have to their preferred discover and engage with brands.
brands. e Demonstrate clear values alignment in areas such as

e Ensure that new offerings, such as online shopping sustainability, ethical sourcing, supporting local
platforms or self-checkout options, remain optional communities, and vocalizing social responsibility,
to legacy customers rather than forced adoption, which deeply resonate with younger Indian cohorts.
respecting their traditional shopping preferences. « Create engaging experience moments, like discovery

e Continue to leverage traditional marketing channels zones for international products, specialty sections
effectively to reach and engage older demographics for organic or gourmet items, or in-store events (e.g,,
who rely on familiar touchpoints like regional print cooking classes, product launches), that drive social
media, local cable advertisements, and in-store sharing and organic word-of-mouth promotion
promotions, particularly common in Indian Tier 2 and among tech-savvy youth in cities like Mumbai, Delhi,
Tier 3 cities. and Bangalore.

The bridging strategy effectively employs segmented communication approaches. Traditional messaging, emphasising
heritage, quality, and service continuity, targets legacy customers through familiar channels such as vernacular print media,
local community outreach, and in-store promotions. Concurrently, contemporary lifestyle-oriented content, showcasing
convenience and values-based initiatives, engages younger demographics through digital platforms and social media,
reflecting their preferred consumption patterns. Visual identity evolution maintains core elements, ensuring brand
recognition and familiarity, while modernising aesthetics to signal contemporary relevance. The store experience itself
offers multiple pathways: traditional full-service shopping, reminiscent of a trusted kirana store, remains available
alongside modern self-service digital options, accommodating the diverse preferences of both segments.

A critical success factor involves framing this evolution as an expansion of capabilities rather than a replacement of what
was previously valued. Communication positioning should clearly state, "we're adding capabilities to serve you better,
across all generations,” rather than implying, "we're changing because you're obsolete.” This framing respects legacy
customers whilst inviting exploration of new offerings. Similarly, the strategy for younger customer attraction emphasises,
"discover quality heritage meeting modern convenience and Indian values,” rather than projecting an image of "were now
cool and modern,” which could potentially alienate the existing base through implied previous inadequacy or a sudden shift
in brand identity.

Realistic expectations acknowledge that some tension is an inevitability in such a significant transformation. Rapid
evolution can generate temporary discomfort amongst change-resistant customers, while a gradual pace might frustrate
younger demographics expecting more aggressive contemporary positioning. The strategy aims to optimise this inherent
trade-off rather than eliminating it entirely, accepting a modest legacy customer attrition rate (estimated at 5-8%) as an
acceptable cost for substantial younger customer acquisition (with a target of 40-50% growth in target segment
penetration improvement across major Indian metros). This balanced approach ensures sustainable growth while
honouring the brand's established foundation in the dynamic Indian retail landscape. [Source: Generational Brand Strategy
Research (India Focus), Tension Navigation Frameworks, Multi-Segment Positioning Case Studies (Indian Market
Adaptation)]



>{Bridge

Brand Positioning Evolution: From/To
Statement

TO: Future Positioning

"Community-centred convenience enabler bridging
generations through personalised omnichannel
experiences rooted in quality heritage and
contemporary Indian values”

Attributes: Heritage + innovation, quality + convenience,
personal + digital, local + accessible, tradition +
contemporary Indian values, sustainability, local sourcing

Benefits: Broader generational appeal, omnichannel
relevance, modern perception, sustainable differentiation,
enhanced market share, and long-term brand resilience in

the Indian market.

The positioning evolution maintains heritage equity whilst injecting contemporary relevance through strategic attribute
integration. "Community-centred” replaces "neighbourhood,” expanding geographic scope whilst preserving the essence of
local connection and trust inherent in a successful kirana. "Convenience enabler” explicitly addresses the primary gap
versus quick commerce competition like Zepto, Blinkit, and Swiggy Instamart, offering practical solutions for busy
modern Indian consumers. "Bridging generations” acknowledges the multi-demographic appeal ambition versus the
current older skew, aiming to resonate with both established patrons and emerging, digitally-native Indian customer
segments. "Personalised omnichannel experiences” integrates the kirana's heritage of personal service strength with digital
capability addition, creating seamless interactions across all touchpoints, from in-store to app-based ordering. "Quality
heritage” preserves core differentiation, leveraging the brand's long-standing reputation for excellence. "Contemporary
Indian values" signals alignment with principles like sustainability, local sourcing (e.g., direct from farmers), and social
responsibility, which are increasingly important to younger, socially conscious consumers across India.

This refined positioning creates "permission space” for transformative initiatives—digital platforms, store modernisation
(e.g., self-checkout kiosks alongside traditional counters), and sustainability programmes—whilst simultaneously providing
continuity that reassures legacy customers. The framing explicitly emphasises evolution ("bridging") rather than revolution,
respecting the brand's past achievements whilst embracing its future potential. Critically, the positioning remains rooted in
authentic differentiation versus aspirational claims lacking substantiation. FamilyMart genuinely offers quality fresh
products, a heritage of personal service akin to a trusted kirana, and strong local community connections that competitors
like DMart or Reliance Fresh cannot easily replicate, ensuring the new positioning is credible and sustainable.

The positioning translates into a comprehensive messaging hierarchy across all customer touchpoints. Primary messaging
emphasises the unique combination of convenience and quality—with slogans such as "Fresh quality delivered to your
door” or "Your trusted kirana expertise, now at your fingertips." Secondary messaging amplifies the brand's rich heritage—
using phrases like "Trusted by families for 15 years" or "Quality commitment passed down through generations.” Tertiary
messaging addresses contemporary values—highlighting aspects like "Supporting local farmers and artisans” or
"Sustainable choices for future generations.” This multi-layered hierarchy ensures contemporary appeal and relevance for
new customers whilst maintaining undeniable heritage credibility and loyalty among existing patrons. [Source: Indian Retail
Market Analysis, Consumer Behavior Studies (India), Brand Positioning Strategy Frameworks, Message Architecture]
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Brand Architecture: Master Brand & Digital Sub-

Brands

Brand architecture strategy determines structural relationships between the FamilyMart master brand and potential sub-

brands for digital channels, specialty offerings, or demographic targets. The recommended approach employs an endorsed

brand architecture—FamilyMart remains the master brand, providing credibility whilst sub-brands target specific niches

with tailored positioning and messaging.

b

FamilyMart Master Brand

This umbrella brand emphasises quality heritage,
community connection, and omnichannel convenience.
It applies to physical stores, the core e-commerce
platform, the loyalty programme, and all mainstream
offerings. The primary target audience for the master
brand encompasses all generational segments, aiming
for broad appeal and consistent brand recognition
across the Indian market.

Z

FM Naturals (Potential Private Label)

This would be a private label line emphasising organic,
sustainable, and locally sourced products, leveraging
India’s rich agricultural diversity. The endorsed
architecture would capitalise on FamilyMart's
established quality reputation, enabling premium
pricing and enhancing profit margins. This sub-brand
would specifically target values-conscious Millennials
and Gen Z consumers in India who actively seek ethical
and environmentally friendly product options.

&

FamilyMart Express (Potential Sub-Brand)

This quick commerce offering would focus on rapid,
typically 30-minute delivery of essential groceries and
convenience items. While endorsed by the master
brand, it would have a distinct positioning highlighting
speed and ultimate convenience. Its target audience
would be Convenience Seekers and Digital Explorers,
particularly in urban and tier-2 cities across India, who
prioritize fast delivery. This sub-brand would maintain
FamilyMart's quality assurance standards while directly
competing against emerging quick commerce platforms
like Zepto, Blinkit, and Swiggy Instamart.

FamilyMart Kitchen (Content Platform)

This initiative would involve a recipe and cooking
inspiration platform, designed to offer curated content
with shoppable ingredients directly linked to
FamilyMart's inventory, catering to diverse Indian
culinary traditions. Over time, it could strategically
evolve into a full-fledged meal kit offering, similar to
models seen with Indian home chef services. The
platform aims to build engagement beyond mere
transactions, particularly appealing to younger
demographics seeking culinary discovery and

convenience in meal planning and preparation.

The endorsed architecture provides significant flexibility for targeted positioning whilst effectively leveraging the master

brand's equity and inherent trustworthiness within the Indian consumer landscape. Sub-brands enable the creation of

specialised value propositions, directly addressing the unique needs of specific market segments without forcing the

master brand into an impossible task of equally serving divergent preferences. However, it is crucial to manage this

approach carefully, as excessive proliferation of sub-brands risks brand dilution and customer confusion, especially in a

diverse market like India. Therefore, discipline in sub-brand introduction must focus on strategic imperatives rather than

opportunistic or uncoordinated launches.

Implementation phasing dictates that sub-brands should be introduced sequentially, only after the master brand's

repositioning has been firmly established and communicated across key Indian markets. The initial transformation phase

(Year 1-2) should focus exclusively on master brand evolution, ensuring a clear and consistent positioning before the

addition of complexity. Subsequent phases (Year 3+) would then selectively introduce sub-brands when a clear strategic

need is validated and when organisational capacity exists for effective multi-brand management. This disciplined

approach prevents premature brand fragmentation whilst maintaining future strategic flexibility and ensuring sustainable

growth in the Indian retail sector. [Source: Brand Architecture Frameworks, Endorsed Brand Strategy, Multi-Brand Portfolio

Management]
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Visual Identity Refresh Direction for the Indian
Market

The visual identity evolution strategy for FamilyMart in India balances maintaining existing brand recognition with injecting
a contemporary aesthetic. This signals brand evolution while preserving the valuable brand equity. The refresh approach
modernises without revolutionising, applying evolutionary rather than revolutionary changes to the logo, colour palette,
typography, and imagery systems to resonate with the diverse Indian consumer base.

Logo Evolution

Current: Traditional serif wordmark with a house illustration, warm red and green colours, detailed complexity.

Recommended: A simplified geometric serif maintaining the "FamilyMart” wordmark recognition, an abstracted house
icon in modern linework, and refined colour application with increased white space. This approach represents an
evolution rather than a replacement—Indian customers will recognise continuity whilst perceiving freshness and

contemporary relevance, crucial for a market that values both tradition and progress.

Colour Palette Expansion

Current: Primary red and green with limited secondary colours, traditional application, and minimal gradation.

Recommended: Maintain the established equity red (#E04FOO) as the primary brand colour, vital for recognition,
while introducing a contemporary secondary palette (warm terracotta, sage green, cream) to provide versatility and
depth. This will include a digital-optimised colour system ensuring vibrant screen rendering across all platforms,
catering to India's highly digital population. The strategy preserves recognition through primary colour consistency

whilst enabling a sophisticated and expressive palette.

Current: Mixed font usage lacking system consistency, dated serif headlines, and limited hierarchy.

Recommended: A contemporary font pairing, featuring a clean geometric sans-serif for primary communications
(headlines, digital platforms) and a warm humanist serif for heritage emphasis (brand stories, premium product
packaging). This systematic hierarchy will enable clear information architecture across all touchpoints, essential for
effective communication in a linguistically diverse market like India. All chosen fonts will be web-optimised to ensure
excellent mobile legibility and accessibility.

Photography & Imagery Style
Current: Dated product shots, limited lifestyle imagery, and inconsistent quality and style.

Recommended: A lifestyle-forward photography approach showcasing food in context (e.g., family gatherings, festive
meals, daily cooking), utilising a natural lighting aesthetic. This will also incorporate diverse representation across
India's rich cultural tapestry, generations, and demographics, focusing on authentic moments versus overly styled
perfection. The aim is to balance product utility with emotional aspiration, creating a more relatable and engaging

visual narrative for the Indian consumer.

Graphic Elements & Patterns
Current: A minimal graphic system, dated illustrated elements, and limited consistency.

Recommended: A geometric pattern system derived from the logo abstraction, which will be useful for backgrounds
and texture across various applications. Additionally, a comprehensive icon library will be developed for wayfinding,
category identification, and seamless digital interface integration. This maintains brand consistency whilst providing

visual interest and a contemporary sophistication, appealing to modern Indian design sensibilities.

| Typography System

The implementation approach will involve rolling out the visual identity refresh gradually across all touchpoints, beginning
with the highest-visibility digital platforms and newest physical installations. Existing assets will transition over an 18-24
month period to manage costs and avoid jarring discontinuity for Indian customers. A pilot store, potentially in a key
metropolitan area like Mumbai or Delhi, will receive the full new identity application, providing a crucial proof point and an
opportunity for refinement before a broader network rollout. Customer communication will explicitly address this visual
evolution, framing the changes as an enhancement rather than a disconnection from heritage, a narrative that resonates
well in the Indian market. This phased approach meticulously balances the signalling of transformation with the
preservation of brand recognition and capital efficiency. [Source: Brand Identity Refresh Best Practices, Visual Evolution
Frameworks, Implementation Sequencing Strategy]
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90-Day Transformation Kickoff Plan: Critical
Path for Indian Market

The transformation journey for our retail presence in India comprises three phases spanning 36 months, but success
depends critically on the first 90 days establishing momentum, alignment, and early validation within the unique Indian
retail landscape. This kickoff period balances strategic planning with tangible execution, generating organisational
confidence through visible progress whilst building foundational capabilities supporting longer-term initiatives. The 90-day
plan encompasses six parallel workstreams with interdependencies managed through integrated programme governance,
all tailored to Indian consumer dynamics and market realities. The total Indian grocery retail market is estimated at

approximately 223 Lakh Crore, with organized retail having a penetration of around 12-15%.

Transformation Office Mobilisation (Week 1-2)

Establish a dedicated transformation team reporting directly to family leadership. Appoint a Transformation
Director (internal promotion or external hire with deep Indian retail experience), assign cross-functional
resources (operations, IT, marketing, finance), and engage a technology implementation partner like TCS or

1 Wipro and a brand agency with a proven track record in the Indian market. Define governance structure with a
weekly Steering Committee (family leadership + Transformation Director + workstream leads), establish
communication protocols, and set up project management infrastructure (tools, templates, cadences). Create a
transformation charter documenting vision, scope, principles, and success metrics for the entire transformation
program, considering local regulatory nuances, such as FSSAI guidelines for food retail, and specific Indian
business practices.

Pilot Store Selection & Design (Week 1-6)

Select an optimal pilot store location in a major Indian metropolitan area (e.g., Bengaluru, Mumbai, Delhi NCR,
Pune, Hyderabad) balancing demographic representation (mix of established customer base and target new-
age consumers), operational stability (avoiding underperforming locations with confounding variables),
accessibility for stakeholder visits, and manageable disruption during transformation. Conduct detailed current
state documentation—store layout, fixtures, technology, traffic patterns, and customer feedback. Develop future

2 state experience design incorporating modernised aesthetics, improved navigation, digital integration
touchpoints (e.g,, self-checkout, digital payment integration supporting UPI, Paytm, PhonePe), enhanced fresh
produce merchandising, and flexible space for local community events or pop-ups. Create a detailed
transformation plan with timeline, budget (estimated at 25-15 Crore for the initial pilot), and disruption
mitigation strategies, ensuring compliance with local construction and retail regulations, including GST
implications. Secure necessary approvals and vendor commitments for the pilot implementation, negotiating
terms suitable for the Indian market.

E-Commerce MVP Development Sprint (Week 1-12)

Finalise e-commerce platform selection (build vs. buy decision) based on capability requirements, cost,
implementation timeline, and integration complexity within the Indian digital ecosystem. Recommended
approach: partner with an established grocery e-commerce platform provider (e.g., Vinculum, Anchanto, or a
custom solution built on a robust framework widely used in India) offering configurable solutions rather than
extensive custom development, accelerating launch whilst reducing technical risk. Initiate a development sprint

3 focusing on MVP scope—product catalogue (limited to 800-1000 fastest-moving SKUs initially, focusing on
high-demand categories for Indian households), shopping cart and checkout, delivery zone definition (limited
catchment around 2-3 stores), payment gateway integration (supporting UPI, net banking, cards, Paytm,
PhonePe), basic loyalty programme integration, and order management system. A parallel workstream
establishes fulfilment operations—delivery partner selection (e.g., local logistics providers like Dunzo, Shadowfax,
partnerships with hyperlocal delivery services), picker training, packaging materials suited for Indian conditions,
and quality assurance protocols. Target a soft launch in Month 4 with limited customer access for validation
before a broader rollout, ensuring a robust user experience adapted for Indian digital consumers.

Brand Refresh Conceptualisation (Week 2-10)

Engage a brand strategy and design agency through a structured selection process evaluating portfolio,
methodology, cultural fit, and resource commitment, specifically their experience with Indian consumer brands.
Conduct brand positioning workshops with family leadership, management team, and staff representatives—
aligning on heritage preservation priorities (e.g., trust, community connection), evolution ambitions, and
repositioning territory (e.g., modern convenience with local flavour). Develop 2-3 strategic positioning directions

4 with supporting narratives, visual identity concepts (considering Indian cultural aesthetics, festivals, and colour
psychology), messaging frameworks, and customer segment application examples. Conduct quantitative
concept testing amongst diverse customer segments across different Indian cities (150-200 respondents per
cohort) measuring appeal, differentiation against local competitors (DMart, Big Bazaar, Reliance Fresh, More),
credibility, and purchase intent. Refine preferred direction based on feedback, develop comprehensive brand
guidelines documenting positioning, identity system, messaging architecture, and application examples. Present
the final recommendation to family leadership for approval, targeting Month 3 completion enabling
implementation planning for the refreshed brand.

Customer Research & Segmentation Validation (Week 3-8)

Execute a comprehensive primary research programme validating hypotheses and filling knowledge gaps about
the Indian consumer. Conduct a quantitative online survey (n=600, representative sample across Tier-1, Tier-2,
and perhaps some Tier-3 cities) measuring brand awareness, perception, shopping behaviours (offline vs. online,
preferred channels like kiranas, supermarkets, quick commerce apps like Zepto or Blinkit), satisfaction drivers,
and demographic details. Conduct qualitative depth interviews (n=30-40 across segments) exploring jobs-to-
5 be-done, pain points (e.g., quality of fresh produce, delivery reliability), emotional connections with local brands,
competitive shopping patterns, and transformation receptivity. Conduct store intercept interviews (n=100)
gathering immediate reactions, capturing perspectives from traditional shoppers and those moving to modern
retail, and understanding visit missions and satisfaction. Analyse transaction data identifying RFM segments,
category preferences (e.g., regional specialties, private labels), visit patterns, and basket characteristics.
Synthesise findings into a validated segmentation framework with detailed personas, journey maps, and
strategic implications informing all transformation initiatives to ensure customer-centric decision-making in the

Indian context, considering annual household income ranges of 23-6 Lakh, 26-12 Lakh, and 12-25 Lakh.

Quick Wins Execution for Early Momentum (Week 2-12)

Implement high-impact, low-complexity improvements demonstrating commitment and generating belief
among Indian consumers. Launch Instagram and Facebook business pages with a consistent posting cadence
(3x weekly) showing behind-the-scenes content, product features (e.g., local produce, traditional Indian ready-
to-eat meals), community involvement, and customer stories—building digital presence and engagement.
Establish a WhatsApp Business number enabling text ordering for regular customers (a common practice in

6 India), testing demand and operations before a full app launch. Upgrade the loyalty programme—digitise the
card through mobile number lookup at checkout, introduce tiered benefits, and launch a welcome offer for new
sign-ups. Enhance the fresh produce section—expand local farmer partnerships, improve merchandising and
lighting, and introduce daily fresh guarantees. Execute staff training intensive—customer service excellence
(emphasizing regional hospitality nuances), product knowledge, technology adoption readiness, and
transformation vision alignment. Deploy customer feedback mechanisms—digital survey kiosks in-store, post-
purchase email surveys, and regular focus groups soliciting input and demonstrating responsiveness to

customer needs, incorporating regional language options where appropriate.

These six parallel workstreams require coordinated execution with explicit interdependency management, all within the
dynamic Indian market. Weekly transformation office meetings will review progress, resolve blockers, manage risks, and
maintain cross-workstream alignment. Monthly steering committee sessions will engage family leadership in key decisions,
resource allocation, and strategy refinement. The 90-day kickoff culminates in a comprehensive readout showcasing pilot
store design, e-commerce platform readiness, brand refresh concepts, validated customer insights, and early quick wins
impact—building conviction for continued transformation investment and a full-scale rollout across various Indian regions.
This structured approach ensures a strong foundation for the overarching 36-month transformation journey, optimized for
success in India. [Source: Transformation Programme Management Frameworks, Retail Change Implementation Playbooks,
Agile Delivery Methodologies adapted for Indian market specifics]
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Success Metrics & KPI Framework

Transformation success measurement requires a comprehensive KPI framework spanning financial performance, customer
engagement, operational excellence, and strategic positioning dimensions, tailored for the Indian grocery retail landscape.
Metrics cascade from enterprise objectives through transformation initiatives to tactical activities, enabling progress

tracking, course correction, and accountability within the Indian context.

Financial Performance Metrics

e Total revenue growth: Stabilise traditional retail decline, grow online channels to achieve a net positive growth trajectory
(Year 1. -3%, Year 2: +2%, Year 3: +8%). This will be achieved by optimising product assortment for Indian preferences
and leveraging new digital channels.

e Gross margin improvement: Increase from 23.1% to 25-26% through strategic category mix optimisation, particularly
focusing on high-margin fresh produce and private label expansion tailored for the Indian consumer.

e Operating margin recovery: Improve from 4.8% to 7-8% through revenue growth deleveraging fixed costs and
operational efficiencies across all business units, reflecting typical Indian retail operating structures.

e Online revenue contribution: Achieve 245 Crore by Year 3, representing 25-30% of total revenue, signifying successful
digital transformation and penetration into the rapidly growing Indian e-grocery market.

e Return on transformation investment: Generate 3.2x return over five years with breakeven by Month 28, demonstrating
the long-term financial viability and strategic value in the competitive Indian retail environment.

Customer Engagement Metrics

e Customer base growth: Increase active customers by 25% through targeted acquisition of younger demographics
(Millennials/Gen Z) in urban and Tier 2 cities, effectively offsetting natural attrition and expanding market reach.

e Generational mix evolution: Shift Millennial/Gen Z representation from 32% to 45% of the customer base, reflecting
successful adaptation to evolving Indian consumer preferences for digital and convenience.

e Wallet share improvement: Increase from 34% to 45-50% through enhanced omnichannel engagement and loyalty
programs, encouraging Indian customers to consolidate grocery purchases with our brand over competitors like DMart,
Big Bazaar, or More Retail.

e Net Promoter Score: Improve from +32 to +50, reflecting significant enhancements in customer experience and loyalty

among our diverse Indian customer base.

e Digital engagement: Achieve 60% active omnichannel customers (shopping both online via app/website and offline),
indicating seamless integration and adoption of digital platforms akin to the rise of quick commerce players like Zepto
or Blinkit.

Operational Excellence Metrics

e Inventory turnover: Improve from 18.2x to 24x through advanced demand forecasting for Indian seasonalities and

assortment optimisation based on regional preferences, leading to reduced holding costs and improved cash flow.

e Shrinkage reduction: Decrease from 2.8% to 1.8% through technology adoption (e.g., RFID, improved surveillance) and

stringent process controls, minimising losses common in high-volume Indian retail.

e Labour productivity: Increase revenue per employee from 212.5 Lakh to 16 Lakh through automation, effective training

aligned with Indian skill development programs, and strategic growth initiatives, optimising human capital utilisation.

e On-time delivery rate: Maintain 95%+ for online orders across major cities like Mumbai, Delhi, Bengaluru, ensuring
reliability and customer satisfaction, crucial for competing with instant delivery services.

e Stock availability: Increase from 92% to 98%, significantly reducing out-of-stocks and preventing customer frustration,
thereby enhancing shopping experience and sales, particularly for high-demand staples.

Strategic Positioning Metrics

e Brand awareness: Increase unaided awareness from 34% to 55% amongst target demographics in key Indian markets
through targeted marketing investment and compelling brand narratives that resonate locally.

e Consideration rates: Improve from 42% to 65%, reflecting enhanced brand relevance and appeal among potential
customers in the highly competitive Indian grocery market, including traditional kiranas and modern retail.

e First-choice preference: Grow from 18% to 32%, indicating a stronger competitive positioning and a higher likelihood of

customers choosing our brand over established players like Reliance Fresh or More Retail.

e Digital capability maturity: Progress from "nascent” to "intermediate” on a standardised assessment framework,

demonstrating continuous improvement and adaptation in digital infrastructure to match evolving Indian tech adoption.

e Employee engagement: Improve from 68% to 80%, reflecting successful culture transformation, increased morale, and

stronger alignment with company goals within our Indian workforce.

A comprehensive KPI dashboard with monthly reporting will track progress, highlight variances from targets, and trigger
intervention protocols when metrics deviate. This balanced scorecard approach prevents single-metric optimisation that
could potentially harm other dimensions—for example, revenue growth pursued through margin-eroding promotions or
customer satisfaction improvements through unsustainable cost increases. The framework explicitly balances short-term
performance maintenance (protecting the base business) with long-term transformation success (building future
capabilities), ensuring sustainable growth and resilience within the dynamic Indian market. [Source: Transformation
Measurement Frameworks, Balanced Scorecard Methodology, Indian Retail KPI Benchmarks]
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Transformation Governance Structure

Family Leadership
BoardProvides strategic
direction, executive
oversight, and ensures
alignment with ownership
vision and values.

Transformation
OfficeCoordinates all
workstreams, manages
program delivery, and
facilitates communication
across the entire
initiative.

Transformation Steering
CommitteeDrives key
decisions, resolves
interdependencies, and
removes blockers to
ensure project
momentum.

Six Workstream
TeamsDigital Platform,
Store Experience, Brand &
Marketing, Operations &
Fulfilment, Technology &
Data, People & Change.

Effective transformation governance balances decisive leadership, cross-functional coordination, and frontline

empowerment. The recommended structure establishes clear accountability whilst enabling agile decision-making and

adaptation. The Family Leadership Board retains ultimate authority on strategic direction, major investment decisions, and

brand positioning—ensuring the transformation aligns with ownership vision and values, common in many Indian business

houses. Monthly board sessions will review transformation progress, address escalated decisions requiring ownership

input, and provide strategic guidance on emerging challenges or opportunities to maintain overall strategic alignment.

The Transformation Steering Committee comprises family leadership representatives, senior management (including

operations, finance, and marketing heads), and the transformation director. This body meets weekly during the intensive

transformation phase (Months 1-12), transitioning to fortnightly as implementation stabilises. Steering committee

responsibilities include workstream prioritisation, resource allocation, cross-functional issue resolution, risk management,

and maintaining momentum through active engagement and unblocking barriers. This forum enables rapid decision cycles

critical for transformation pace whilst ensuring functional leadership alighment and commitment, reflecting the dynamic

nature of the Indian retail sector.

The Transformation Office provides dedicated programme management capacity, coordinating workstreams, tracking

progress against plans, managing interdependencies, facilitating communication, and supporting the steering committee

with analysis and recommendations. Led by a dedicated transformation director (a full-time role, not an additional

responsibility), the office includes programme managers for each major workstream plus specialists in change

management, analytics, and vendor management. This dedicated capacity prevents the transformation from becoming

"just another project” competing unsuccessfully for attention alongside business-as-usual priorities, thereby ensuring

consistent focus and resource allocation within the competitive Indian market.

Six workstream teams execute specific transformation domains with clear ownership and deliverables. The Digital Platform

team develops e-commerce, mobile app, and online capabilities, considering platforms popular in India like those used by

Reliance Retail, BigBasket, or JioMart. The Store Experience team redesigns physical environments, implements store

technology (e.g., self-checkout or smart carts seen in modern Indian retail), and enhances the service model for diverse

Indian customer segments. The Brand & Marketing team manages brand repositioning, creative development, and

integrated campaigns tailored for the Indian consumer landscape. The Operations & Fulfiiment team establishes online

order processing, delivery operations (including last-mile logistics challenging in India), and supply chain enhancements.

The Technology & Data team builds the necessary technical infrastructure, integration architecture, and analytics

capabilities, leveraging India's strong IT talent pool. Finally, the People & Change team drives organisational readiness,

training, capability building, and culture evolution throughout the company, sensitive to local work culture nuances. Each

workstream has a dedicated lead, cross-functional membership, a weekly cadence of meetings, and reports monthly to the

steering committee, ensuring coordinated and efficient execution across all fronts. [Source: Transformation Governance

Best Practices, Programme Management Standards, Indian Retail Change Leadership Models]
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Risk Assessment & Mitigation Strategies

Successful business transformation in India’s dynamic retail landscape is inherently complex and fraught with potential
pitfalls. A thorough and proactive risk assessment is paramount to identify, analyze, and plan responses to challenges that
could derail progress, undermine objectives, or negatively impact stakeholders. This section outlines key risks identified for
the transformation initiative and details comprehensive mitigation strategies designed to safeguard the project's success
and ensure a smooth transition within the Indian market context.

Execution delays represent a high probability, high impact risk in complex transformations with multiple interdependencies,
creating schedule vulnerability, especially given the scale and logistical complexities often encountered in India. Delays
cascade, eroding momentum and consuming contingency. Mitigation: Implement dedicated transformation resources to
prevent distraction, adopt agile methodologies for adaptive replanning, incorporate buffer times in critical path timelines,

and establish weekly progress tracking with early warning indicators to trigger intervention.

Customer alienation risk manifests through legacy customer reaction to change, particularly among older demographics or
those in Tier 2/3 cities valuing familiarity, who may perceive transformation as abandonment of traditional shopping
experiences. Mitigation: Employ respectful change communication emphasizing enhancement, not replacement;
grandfather current experience availability alongside new options; conduct pilot testing in specific Indian cities like Pune or
Jaipur to validate concepts before broad rollout; establish a customer advisory panel for direct input; and implement
dedicated legacy customer retention programs tailored to Indian consumer preferences.

Financial strain can emerge if transformation investment timing coincides with continuing revenue decline, leading to cash
flow pressure that could compromise implementation quality or force premature cost cutting, thereby undermining
strategy. Given the significant investment typically involved (often in 2 Crores), meticulous financial planning is crucial.
Mitigation: Adopt a phased investment approach matching cash flow capacity, secure external funding if needed (e.g., bank
facilities or strategic investment), protect critical initiatives from budget cuts, conduct financial scenario planning to
identify early warning signals, and prioritize quick wins that generate near-term cash benefits to offset investment.

Technology implementation failures—such as platform bugs, integration issues, or performance problems—can create
customer frustration, operational disruption, and damage transformation credibility, especially with increasing digital
adoption across India. Mitigation: Prioritize selection of proven technology partners (e.g., TCS, Infosys, or Wipro) over
cutting-edge but unproven solutions, conduct extensive testing before launch, employ phased rollouts (e.g., city by city or
region by region) to limit the blast radius of potential failures, ensure strong vendor accountability with performance
guarantees, and develop robust technical contingency plans.

Competitive response intensifies as rivals observe the transformation; quick commerce platforms like Zepto, Blinkit, and
Swiggy Instamart may increase promotional intensity, and modern format chains such as DMart, Reliance Fresh, or even
local kiranas adapting with digital tools may accelerate omnichannel capabilities, creating a moving target. Mitigation:
Achieve speed to market on critical capabilities to reduce the window for competitive reaction, continuously monitor the
market to inform strategy adaptation, focus on differentiated positioning that competitors cannot easily replicate (e.g.,
community connection, fresh produce specialization, trusted neighborhood presence), and accept some competitive
parity inevitability on baseline features.

Talent gaps can constrain execution, particularly regarding digital skills, omnichannel experience, and change leadership,
which may be scarce in the current organization given the competitive Indian job market. Mitigation: Implement strategic
hiring for critical missing capabilities (e.g., digital marketing, e-commerce operations, data analytics, last-mile delivery
management), partner with agencies or consultants to provide interim capacity, develop comprehensive training programs
to upskill existing staff (potentially targeting specific skill sets required for rural or urban markets), and introduce retention
initiatives to prevent key talent departure mid-transformation.

Change resistance can manifest through passive or active opposition from various levels—middle management protecting
territory, staff fearing job changes or technology displacement, or cultural inertia favoring the status quo. In India, factors
such as regional diversity, language barriers, and traditional hierarchies can amplify resistance. Mitigation: Ensure visible
championship of the transformation by leadership, provide transparent communication addressing concerns directly
(possibly in multiple regional languages), involve staff in solution design processes, celebrate early adopters and
transformation champions, and address legitimate concerns (e.g., job security, training support) rather than dismissing
resistance. [Source: Transformation Risk Management Frameworks, Indian Retail Change Risk Patterns, Mitigation Strategy

Playbooks]
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Contingency Planning: Scenario Responses

The transformation strategy explicitly incorporates contingency scenarios with pre-defined response protocols. This
proactive approach enables rapid adaptation without succumbing to strategy paralysis when significant challenges
emerge. Three primary scenarios have received detailed contingency planning to ensure resilience: slow customer
adoption, competitive disruption, and resource constraints.

1 Slow Adoption Scenario

Trigger: This scenario is triggered if the online platform achieves less than 30% of its Month 6 target usage, or if
less than 40% of customers demonstrate measurable omnichannel engagement 12 months post-launch. These
metrics serve as critical early warning indicators, particularly reflecting Indian consumer patterns which can be

slower to adopt new digital retail formats without clear value propositions.

Response Protocol: The immediate response involves intensive customer research, particularly in Tier Tand Tier 2
cities like Pune and Hyderabad, to identify specific adoption barriers, including digital literacy gaps or preferences
for traditional kirana' experiences. This will be followed by implementing enhanced onboarding processes in
vernacular languages and offering attractive trial incentives. The user experience will be simplified to address
friction points, with local customer support. Targeted marketing campaigns will be launched, leveraging regional
influencers and community engagement to increase awareness and drive engagement. Staff will receive additional
training on customer assistance and encouragement for omnichannel adoption. Furthermore, the possibility of a
quick commerce partnership with players like Zepto or Blinkit will be explored to accelerate convenience delivery
options. A key decision point will be reached at Month 9 to determine whether to continue developing the
independent platform or pivot to broader marketplace participation, potentially with Indian e-commerce giants

like Flipkart or local delivery aggregators.

7  Competitive Disruption Scenario

Trigger: This scenario is activated when a major Indian competitor, such as a modern format chain like DMart
or Reliance Retail, or a well-funded quick commerce platform like Swiggy Instamart, aggressively enters our key
catchment areas in cities like Mumbai or Delhi. Another trigger could be significant online grocery consolidation
in the Indian market, leading to a dominant player with substantial competitive advantages that threaten our
market position.

Response Protocol: The primary response is to accelerate our differentiation strategy, placing strong
emphasis on our fresh specialisation adapted to Indian dietary habits, deep community connection with local
'kiranas', and personalised service offerings. A tactical promotional response will be deployed, tailored to
festival seasons like Diwali and Holi and local consumer spending patterns, to prevent massive market share
loss, while carefully avoiding unsustainable price wars. Strategic partnership opportunities will be actively
explored, including potential acquisition interests in smaller regional chains, enhanced supplier collaborations
with local farmers, and technology platform partnerships relevant to the Indian retail ecosystem. The severity of
the scenario will dictate the intensity of the response, ranging from close monitoring of competitor moves to

more aggressive defensive strategy pivots to protect core business interests and local market share.

3 Resource Constraint Scenario

Trigger: This scenario is triggered if transformation investment requirements demonstrably exceed
available capital, or if overall business performance deteriorates faster than initially planned, necessitating
urgent cash preservation measures in the Indian market context, such as if quarterly revenue falls below 25
Cr or if the organized retail penetration rate remains stagnant below 15% for two consecutive quarters.

Response Protocol: Initiatives will be rigorously re-prioritised, focusing resources exclusively on activities
with the highest impact and fastest payback, such as immediate digital enhancements for high-volume
products. Non-essential or "nice-to-have" enhancements will be deferred or eliminated entirely. External
funding options will be thoroughly explored, including securing additional bank debt from Indian financial
institutions, engaging with strategic investors in the retail tech space, or leveraging vendor financing
arrangements. There may be a need to potentially scale back the store network by addressing chronically
underperforming locations, particularly those not viable within a 1-2 year payback period. Financial
projections and timeline expectations will be adjusted accordingly and communicated transparently with all
stakeholders. Critical capabilities, such as the core e-commerce platform and initial pilot store operations in
key cities, will be protected, while secondary initiatives are paused to conserve resources and optimize
capital expenditure in line with Indian market realities, ensuring compliance with relevant Indian retall

regulations.

This comprehensive contingency planning provides psychological safety essential for executing a bold strategy in the
dynamic Indian retail landscape. By knowing that robust response protocols exist for various adverse scenarios, the
organization can maintain confident commitment rather than succumbing to paralysing caution. These predefined
scenarios undergo a quarterly review process, updating trigger definitions, response protocols, and decision authority
based on emerging market learnings and changing internal or external contexts specific to India. This disciplined approach
prevents reactive decision-making during crises, replacing it with thoughtful, adaptive responses that operate within
established strategic guardrails and uphold long-term objectives. [Source: Scenario Planning Methodologies, Contingency

Framework Design, Adaptive Strategy Management, with specific considerations for the Indian retail market]
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Change Management & Communication
Strategy

Successful transformation requires not just strategy clarity and execution excellence but also organisational readiness,
stakeholder alignment, and cultural evolution. The change management strategy addresses the human dimension—helping
individuals and teams navigate the transformation journey, building capabilities, and cultivating mindsets supporting
sustained change beyond initial implementation. The approach follows proven change management frameworks (Kotter,
Prosci) adapted for the traditional Indian retail (kirana) context with emphasis on local community respect, inclusive
growth, and practical, on-the-ground support.

1 Create Urgency & Vision (Months 1-3)

Articulate a compelling case for change, transparently addressing the "why transform now" question, particularly for
traditional kirana owners and their staff. Share evolving market trends, competitive threats from large format
retailers (e.g., DMart, Reliance Retail) and quick commerce players (e.g., Zepto, Blinkit, Swiggy Instamart), and
customer research findings demonstrating transformation necessity in urban and tier-2 Indian cities. Balance
urgency communication (highlighting risks of inaction) with an optimistic vision (exciting possibilities arising from
transformation, such as increased footfall, wider product range, and better profit margins). Engage staff, including
long-term employees and family members, in vision development through workshops and feedback sessions,
ensuring transformation feels co-created rather than imposed. The leadership team aligns on consistent messaging,
modelling transformation commitment through visible involvement and appropriate resource allocation. Town halls
(e.g., at a regional level for a cluster of stores), team meetings, and regular communications reinforce urgency and
vision repeatedly—change management research indicates that 7x message repetition is typically needed for
retention across diverse workforces.

2 Build Guiding Coalition (Months 1-6)

|dentify and activate transformation champions across the organisation—individuals with credibility, enthusiasm,
and influence who can advocate for change amongst peers, especially within the established hierarchy of family-
run businesses. Provide champions with early involvement, insider information, and visible recognition, empowering
them as change agents. Establish cross-functional transformation workstream teams deliberately mixing tenured
staff (bringing institutional knowledge and relationships within the local community) with newer employees (offering
fresh perspectives and digital fluency, often younger family members or new hires). This coalition provides
distributed leadership, amplifying transformation office capacity, addressing resistance through peer influence, and
building grassroots momentum to complement top-down direction effectively. Crucially, involve respected

community elders or long-serving employees as champions to foster trust and buy-in.

3 Communicate Transparently & Frequently (Ongoing)

Establish a multi-channel communication cadence, maintaining visibility and addressing concerns proactively.
Monthly all-hands meetings (or digital town halls for geographically dispersed teams) share progress updates,
celebrate wins, acknowledge challenges, and solicit questions. Weekly newsletters (or WhatsApp
broadcasts/internal app updates) highlight transformation activities, spotlight champions, and provide practical
information (training schedules, process changes, customer stories from different regions of India). Leadership
walkabouts to various store locations across different states and cities like Mumbai, Delhi, and Bangalore enable
informal dialogue, demonstrate accessibility, and gather unfiltered feedback from the front lines. Digital
collaboration platforms (such as WhatsApp groups for store managers and an internal communication app)
facilitate real-time updates and peer support. Crucially, communication acknowledges difficulties honestly rather
than presenting unrealistic optimism—Dbuilding trust through authenticity rather than eroding it through perceived
spin or evasion.

4 Enable Action & Remove Barriers (Months 3-18)

|dentify and address obstacles preventing individuals from embracing transformation within the Indian context.
Technology barriers are tackled by providing locally-suited devices (e.g., affordable smartphones, POS systems in
local languages), practical training, and on-site technical support to ensure digital fluency, especially for those
unfamiliar with new tech. Process barriers are removed by simplifying unnecessary complexity, eliminating
redundant activities, and streamlining decision authorities within traditional operational structures. Resource
barriers are managed by allocating sufficient time, a budget of approximately 215 Lakh per month initially (within the
25-15 Cr transformation range), and people for transformation activities, rather than expecting "day job plus
transformation” without appropriate trade-offs. Cultural barriers are addressed by fostering risk-tolerant behaviours
through a focus on learning from failure, challenging hierarchical decision-making through delegation where
appropriate, and confronting passive resistance directly but respectfully to foster a more adaptive environment that

values innovation alongside tradition.

5 Generate Short-Term Wins (Months 3-12)

Create and celebrate early successes, demonstrating transformation progress and building belief throughout the
organisation. Quick wins need not be comprehensive; celebrating a significant increase in online orders (e.g., via
Swiggy Instamart or Blinkit integration), positive customer testimonials about an improved store experience (e.g., at
a pilot store in Bengaluru or Mumbai), staff mastering new inventory management technologies, or achieving sales
targets of 25 Lakh from a new category, all reinforce momentum. Public recognition of individuals and teams
delivering wins—highlighting their contributions in communications, providing tangible rewards (e.g., bonuses,
recognition in staff meetings), and ensuring heroes feel appreciated—is vital. Short-term wins serve a crucial
psychological function—proving transformation viability, rewarding effort, and building confidence for larger
challenges ahead. It is important to balance celebrating wins with acknowledging work that remains, avoiding
premature "mission accomplished" declarations that can demotivate continued effort.

6 Consolidate & Sustain (Months 12-36+)

Embed transformation changes into the organisational DNA, preventing regression to old ways. Update policies,
processes, and systems to reflect new approaches—making desired behaviours the default rather than requiring
conscious effort. Integrate transformation expectations into performance management—evaluating managers on
change leadership, assessing staff on new capabilities (e.g., digital order fulfillment, customer data analysis), and
linking incentives to transformation goals. Refresh hiring criteria and onboarding programmes, ensuring new
employees enter a culture already oriented towards transformation values. Communicate transformation progress
as the "new normal” rather than a special initiative, signalling permanence and continued expectation. However,
maintain flexibility, recognising transformation as a journey, not a destination—avoiding rigid adherence to initial
plans when adaptation is needed, but changing with discipline rather than reverting from difficulty, especially in
India's dynamic retail landscape.

Change management success metrics include employee engagement scores, transformation champion network size and
activity, resistance incident tracking, capability assessment results, and cultural indicator surveys tailored to the Indian
workforce. Regular assessment identifies pockets requiring additional support, celebrates progress, and informs strategy
adaptation. The change management effort receives dedicated resources—including a change management lead within the
transformation office, trained change network coordinators across different regions, and a budget of approximately 50
Lakh per annum for communication materials and events—recognising that technical implementation without human
readiness delivers limited sustainable impact over the long term. [Source: Kotter Change Management Model, Prosci ADKAR
Framework, Indian Retail Transformation Change Leadership Research]
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Training & Capability Development Programme

Transformation success depends fundamentally on organisational capability evolution—equipping individuals and teams
with knowledge, skills, and confidence to operate effectively in transformed environment. The training and development
programme addresses capability gaps systematically across technical skills (digital platform usage, data analysis,
omnichannel operations), customer engagement skills (consultative selling, personalisation, problem resolution), and
leadership capabilities (change management, agile decision-making, coaching).

Needs assessment conducted during kickoff period identifies specific capability gaps by role and individual through skills
inventory, technology proficiency testing, job requirement analysis, and individual development planning conversations.
This assessment informs customised training curriculum rather than one-size-fits-all approach, acknowledging diverse
starting points and development needs. Store staff require different emphasis versus corporate team members; senior
leaders need change leadership skills whilst frontline employees focus on customer service excellence using new tools.

Training delivery employs a blended learning approach combining classroom instruction (for conceptual learning and group
discussion), hands-on practice (with technology platforms and new processes in a low-stakes environment), job
shadowing and mentoring (pairing learners with expert practitioners), micro-learning (short online modules for just-in-time
reference), and on-floor coaching (supervisors providing real-time guidance during live operations). This variety
accommodates different learning styles whilst recognising time constraints and preventing extensive time away from their
roles for classroom training.

Digital Platform Training Customer Experience

E-commerce administration, mobile app usage, POS Omnichannel service delivery, consultative selling
systems (e.g., from Khatabook, PayNearby), inventory techniques, digital assistance, effective complaint
management, and customer data platform access for resolution, and personalisation strategies.

relevant roles.

Data & Analytics Leadership & Change

Reporting dashboard usage, insight interpretation, data- Change leadership principles, agile methodologies

driven decision-making processes, A/B testing implementation, effective coaching conversations,

methodologies, and performance analysis. performance management strategies, and strategic
thinking.

The training sequence follows the transformation rollout—prioritising foundational capabilities before launch, advanced
skills during early operation, and optimisation capabilities once basic proficiency is achieved. For example, store staff
receive POS training before new system implementation, basic e-commerce operations training at launch, and advanced
merchandising and analytics training six months post-launch. This sequencing prevents overload whilst ensuring capability
availability matching the precise timing of need.

Capability development extends beyond formal training to include job aids (cheat sheets, video tutorials in local languages,
FAQ documents), peer learning communities (regular knowledge sharing sessions), innovation time (dedicated hours for
experimentation with new approaches), and external learning opportunities (conferences, industry visits, online courses).
The programme explicitly addresses the digital divide—providing extra support for technology-anxious individuals, creating
buddy systems, and celebrating progress over perfection to foster an inclusive learning environment.

Training effectiveness measurement tracks completion rates, knowledge acquisition (through assessments), skill
application (through observation and performance metrics), and confidence growth (through self-reports and manager
evaluation). Investment in capability development totals 25 Lakh over two years—approximately 20,000 per employee—
representing a substantial commitment that reflects the centrality of capability building to transformation success.
[Source: Adult Learning Principles, Blended Learning Design, Indian Retail Workforce Development Best Practices]
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Performance Management & Incentive
Alignment

Transformation requires a fundamental evolution of performance management, aligning individual goals, evaluation criteria,
and incentive structures with new strategic priorities and desired behaviours. Current performance management systems
often emphasize operational efficiency, sales volume, and task completion—metrics appropriate for steady-state
operations but insufficient for a transformation context that demands experimentation, customer-centricity, collaboration,
and a willingness to embrace change within the Indian retail landscape.

1 Goal Setting Alignment

Key to successful transformation is cascading overarching objectives into individual goals, ensuring a clear
line-of-sight between enterprise strategy and personal accountabilities. For instance, store managers in a
grocery chain in Delhi or Bengaluru will receive goals spanning financial performance (e.g., sales, margin),
customer experience (e.g., Net Promoter Score, complaint resolution time), transformation execution (e.g.,
pilot participation, capability development), and team development (e.g., training completion, employee
engagement scores). This approach aims to balance outcome goals (the results achieved) with behaviour
goals (how work is conducted), recognizing that transformation necessitates both new results and new ways
of working to drive sustained change in a competitive market against players like Reliance Fresh or local
kiranas.

2 Evaluation Criteria Evolution

The evaluation criteria must expand beyond traditional metrics to incorporate transformation-relevant
dimensions, particularly for the Indian consumer market. This includes customer-centricity, evidenced
through customer feedback mechanisms prevalent in India (e.g., local language surveys, WhatsApp feedback,
Google reviews), problem resolution efficiency, and personalization efforts that resonate with diverse regional
preferences and cultural nuances. Collaboration will be demonstrated through cross-functional teamwork,
knowledge sharing across different regions, and active support for peers. Innovation will be shown through
process improvement suggestions (e.g., last-mile delivery optimisation for quick commerce like Zepto/Blinkit),
successful experimentation with new approaches (e.g., integration of regional payment gateways like UPI or
Paytm), and an overall embrace of change. Digital fluency will be measured through technology adoption
rates, effective data usage for inventory and customer insights, and omnichannel capability utilization (e.g.,
seamless integration between store and app experiences). These new criteria effectively shift emphasis from
individual heroics to collective team success and from precedent-following to creative problem-solving,

fostering a culture essential for innovation in the dynamic Indian retail sector.

3 Feedback Frequency Increase

Moving from traditional annual performance reviews to a continuous feedback culture, supported by quarterly
formal check-ins and regular informal coaching conversations, is critical for the rapid pace of change in India.
The rapid pace of transformation demands agile course correction, which is impossible to achieve with
outdated annual feedback cycles. Managers will conduct monthly one-on-one sessions, providing ongoing
coaching, removing obstacles, celebrating progress, and addressing concerns proactively. Real-time
recognition through spot bonuses (e.g., small cash incentives of 2500-22,000 for exceptional service), public
praise, and experiential rewards will reinforce desired behaviours immediately, rather than delaying positive
reinforcement until annual reviews, thereby accelerating behaviour adoption.

4 Incentive Structure Redesign

The variable compensation structure will be revised to incorporate transformation goals alongside traditional
financial metrics, especially for the Indian context. For example, store managers' bonuses will be weighted
with 50% for financial performance, 25% for customer experience metrics, and 25% for transformation
execution—explicitly signalling a balanced priority. Additionally, team-based incentives will be introduced to
reduce zero-sum internal competition and reward collective achievement, fostering a collaborative
environment, particularly in a diverse workforce. Transformation milestone bonuses (e.g., 50,000-22 Lakhs
for key project teams) will recognize successful pilot store launches in cities like Mumbai or Chennai, e-
commerce platform achievements, and brand refresh rollouts, celebrating major accomplishments beyond
routine performance. Care will be taken to ensure incentive design avoids unintended consequences; for
example, online sales goals must not penalize stores providing fulfiiment services that support other locations’
customers, considering the increasing hyperlocal delivery models of Swiggy Instamart.

The performance management transformation proactively addresses fairness concerns by acknowledging the inherent
difficulties of change, providing extensive support resources, and distinguishing clearly between performance and capacity
issues. Remediation efforts will be offered before any punitive consequences are considered. However, accountability
remains an essential component of this framework; consistent non-performance or active resistance will receive direct
intervention, up to and including role changes or separations when deemed necessary, adhering to Indian labour laws and
established HR policies. This comprehensive approach combines high support (through extensive resources, patience, and
coaching) with high expectations (through clear standards and consequences for sustained non-performance),

establishing a framework that is both compassionate and effective for the Indian market.
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Vendor & Partner Ecosystem Development for

the Indian Market

Transformation success in India necessitates augmenting capabilities through strategic vendor and partner relationships,

providing specialized expertise, technology, and operational capacity beyond internal resources. The partner ecosystem

strategy emphasizes selective, robust partnerships with proven specialists, such as those adept in managing the

complexities of diverse Indian demographics and geographies, rather than attempting comprehensive in-house capability

building. This approach accelerates transformation while effectively managing resource constraints. Partner selection

follows rigorous evaluation assessing capability, cultural fit with Indian market nuances, commercial terms (often including

flexibility for local market conditions), and a strong commitment level—prioritizing long-term, mutually beneficial

relationships over purely transactional engagements.

AN

Technology Implementation Partners

Key technology partners are essential, including e-
commerce platform providers (often leveraging SaaS
models tailored for scalability across India), mobile app
development agencies specializing in multilingual interfaces
and feature phone compatibility, POS system vendors
integrated with UPI, Paytm, PhonePe and other local
payment solutions, inventory management software
optimized for multi-location and varied stock-keeping,
customer data platforms compliant with Indian data
regulations, payment gateway providers supporting a wide
array of local payment methods, and cloud infrastructure
providers with local data centers. Partner selection criteria
emphasize deep retail domain expertise within the Indian
context, verifiable customer success stories from other
Indian retailers, proven implementation methodologies
adapted for local challenges, robust ongoing support
quality, seamless integration capabilities with existing Indian
retail systems, and transparent pricing models suitable for
the Indian market. Establish clear governance with joint
steering committees, comprehensive service level
agreements (SLAs), defined escalation protocols, and
regular performance reviews to ensure alignment and
accountability specific to project timelines and cultural

expectations.

B

Operational Service Providers

Last-mile delivery partners are critical for providing logistics
for online orders across India's vast geography, including
hyperlocal delivery platforms (like Zepto, Blinkit, Swiggy
Instamart, Dunzo) or dedicated fleet services that can
navigate urban and rural challenges. Packaging suppliers are
needed for efficient e-commerce fulfillment, alongside
reliable payment processing providers that offer seamless
integration for various digital payments. A robust customer
service platform, potentially with Al-driven chatbots in
multiple Indian languages, is vital for omnichannel support.
Furthermore, partnerships with local kiranas or micro-
fulfillment centers could significantly enhance last-mile
efficiency and customer convenience. These relationships
are critical for operational execution—evaluate partners
based on service reliability, extensive coverage geography
(pan-India capability), cost structure efficiency (e.g., cost
per delivery in ), technology integration capabilities, and
scalability to support rapid future growth in the Indian
market effectively.

T

Marketing & Brand Agencies

A brand strategy and design agency with expertise in
diverse Indian consumer segments and regional
preferences is essential for repositioning and visual identity
refresh. A digital marketing agency proficient in managing
social media campaigns across platforms popular in India
(like Instagram, YouTube, WhatsApp), search engine
marketing (SEOQ/SEM) tailored for local search behavior,
display advertising in vernacular languages, and influencer
partnerships with regional reach. A content production
agency will be responsible for creating high-quality
photography, videos, and written content resonating with
Indian cultural contexts, often leveraging local festivals and
family shopping patterns. Finally, a media buying agency will
optimize marketing budget allocation (e.g., in E Crores)
across various traditional and digital channels, considering
peak festival seasons and regional media consumption
patterns. Agencies are selected based on portfolio quality,
depth of strategic thinking for the Indian consumer, proven
retail sector experience in India, and a collaborative working
style to ensure integrated execution and consistent
messaging across all diverse Indian platforms and
languages.
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Strategic Advisors

A retail transformation consultant with a proven track
record in the Indian retail landscape will provide strategic
guidance, change management expertise tailored for Indian
organizational structures, and implementation support
throughout the journey. A technology architect specializing
in scalable, India-centric digital solutions will advise on
platform selection and integration strategies. A customer
experience designer fluent in Indian consumer behavior and
preferences will be instrumental in optimizing customer
journeys and touchpoints for enhanced satisfaction. Lastly,
a financial advisor knowledgeable about Indian market
investment structuring and robust performance
management will support capital allocation (e.g., in
Crores). These advisors complement internal capabilities,
provide invaluable external perspective grounded in Indian
realities, facilitate knowledge transfer to local teams, and
accelerate decision-making through pattern recognition
gained from prior transformations in India.

Partner ecosystem management requires dedicated resources, including a vendor management lead within the

transformation office, deeply familiar with Indian business practices and regulatory frameworks. This role ensures clear

contracting with well-defined performance expectations and consequences, alongside regular business reviews assessing

value delivery and adherence to local compliance. Investment in relationships through joint planning, transparent

communication, and cultural sensitivity is also crucial for long-term success in India. The strategy explicitly avoids vendor

lock-in through modular architecture, enabling provider changes when necessary, whilst simultaneously building deep

partnerships with core strategic providers that warrant long-term commitment. Financial terms are structured with

performance incentives (e.g., bonuses tied to achieving specific market share or customer acquisition targets in India) and

risk-sharing where appropriate, aligning interests and ensuring commitment extends beyond mere contract signing. An

investment of €5-15 Cr is typically budgeted for such comprehensive vendor and partner ecosystem development in a

mid-sized Indian retail transformation.
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CONCLUSION

Transformation Journey: From Vision to Reality

FamilyMart stands at a pivotal juncture—15 years of heritage and hard-won customer trust meet the imperative for
fundamental business model evolution. This comprehensive strategic audit and transformation roadmap charts a path
from traditional local grocery chain to contemporary omnichannel retailer, balancing heritage preservation with innovation
necessity, loyal customer retention with younger demographic attraction, and foundational values continuity with digital-
age relevance in the Indian market.

The transformation journey encompasses multiple parallel
dimensions—brand repositioning amplifying heritage
whilst injecting contemporary appeal for the Indian
consumer, omnichannel infrastructure enabling seamless
customer engagement across digital and physical
touchpoints, operational excellence improvements
enhancing margins and efficiency, organisational capability
building equipping teams for new ways of working, and
cultural evolution cultivating mindsets supporting
sustained change. This holistic approach ensures all facets
of the business are aligned towards the singular vision of a
modernized FamilyMart, tailored for the dynamic Indian
retail landscape.

Success requires acknowledging transformation difficulty
honestly—implementation challenges will emerge,
customer segments may resist change, competitive
responses from players like Reliance Retail, D-Mart, Big
Bazaar, More, Spencer's, and quick-commerce platforms
like Zepto, Blinkit, and Swiggy Instamart will intensify,
resource constraints will demand prioritisation discipline,
and organisational change fatigue will test resolve.
However, the alternative—maintaining status quo amidst
accelerating digital disruption—guarantees continued
decline and eventual irrelevance. The transformation path
offers a challenging journey but a viable future; inaction
guarantees deterioration. Therefore, unwavering
commitment and adaptability will be crucial for navigating
this complex landscape.

The recommended strategy pursues pragmatic ambition—
bold transformation vision grounded in realistic
implementation planning, investment requirements in the
25-15 Cr range, substantial but proportionate to business
scale for the Indian market, timeline aggressive but
achievable with disciplined execution, success metrics
aspirational but evidence-based benchmarking. The
approach explicitly balances top-line growth ambitions
with bottom-line efficiency imperatives, customer
experience enhancements with operational sustainability,
and speed-to-market pressures with quality non-
negotiables. This ensures a balanced and sustainable
growth trajectory within India’s unique retail environment,
addressing a total grocery retail market estimated at over
223 Lakh Crore.

The transformation timeline spans 36 months from kickoff through scaled implementation, but the journey continues
beyond as sustained evolution rather than a discrete project. Indian markets evolve rapidly, competitors adapt, customer
expectations rise—requiring ongoing innovation, capability development, and strategic refinement. The transformation
establishes a foundation and capabilities enabling perpetual adaptation rather than one-time modernization followed by
stasis. This continuous improvement mindset is key to long-term success in the dynamic Indian retail landscape.

FamilyMart's greatest assets entering this transformation—its heritage of trust, deep customer relationships rooted in
community, the patient capital provided by family ownership, profound local market knowledge, and an established
reputation for quality—provide sustainable competitive advantages that large competitors cannot easily replicate. The
transformation amplifies these inherent strengths through contemporary capabilities, creating a differentiated positioning
as a community-centred convenience enabler bridging generations. This synthesis of tradition and innovation, heritage
and contemporary relevance, personal service and digital convenience offers a compelling value proposition defensible
against multi-format competition in India, including modern retail chains, agile e-commerce players like BigBasket and
JioMart, and the resilient local kiranas. This unique blend will distinguish FamilyMart in a competitive retail landscape.

The transformation journey ahead demands courage—challenging comfortable norms, making difficult investment
commitments during revenue shifts, tolerating experimentation risks, and persevering through inevitable setbacks.
However, it also promises immense opportunity—reconnecting with younger demographics securing long-term viability,
recapturing lost customer wallet share, rebuilding a strong revenue growth trajectory, demonstrating the resilience and
relevance of a family business, and creating an enterprise positioned for sustained success across a changing Indian retail
landscape. The path forward requires transformation boldness tempered with execution discipline, innovation ambition
grounded in customer understanding, and change embrace balanced with heritage respect. FamilyMart's transformation
journey begins with a committed first step—mobilising the transformation office, launching pilot initiatives, engaging key
stakeholders, and building momentum by demonstrating visible progress and the possibility of success. From these initial
steps emerges a comprehensive transformation creating a modern retail enterprise that honors its 15-year heritage whilst
embracing a dynamic future. The opportunity exists; the roadmap provides direction; success depends on committed,
disciplined, customer-centric execution transforming vision into sustainable competitive reality and ensuring FamilyMart's

prosperity for decades to come.
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Executive Summary: Key Recommendations for
Indian Retail Transformation

01

02

Immediate Action (Days 1-90)

Establish a dedicated transformation office and governance
structure, select a pilot store in a key Indian metro city (e.g.,
Bengaluru, Mumbai, Delhi) and commence design, initiate an
e-commerce platform development sprint tailored for
Indian logistics, engage a local Indian brand agency for
repositioning, execute granular customer research validation
focusing on diverse Indian demographics, implement quick
wins demonstrating momentum (e.g., regional social media
launch, WhatsApp ordering integration, loyalty program

digitalization, enhancing fresh produce and staples section).

03

Foundation Building (Months 4-12)

Launch e-commerce MVP with a curated assortment and
limited delivery zones (e.g., specific pin codes in a metro
city), complete pilot store transformation and rigorously
monitor performance against local benchmarks, finalize
brand positioning and visual identity refresh resonating with
Indian consumers, begin targeted brand awareness
campaigns (e.g., through regional media, digital ads),
implement UPl-enabled self-checkout and expand digital
payment options like Paytm and PhonePe, deploy
comprehensive staff training programs focused on
customer service and omnichannel operations, establish
robust local delivery partnerships and fulfillment operations
(e.g., with local logistics providers or hyper-local quick
commerce platforms).

04

Scaled Rollout (Months 13-24)

Expand e-commerce to full assortment and wider
geographic coverage across key Indian states,
systematically roll out store modernization across the
network (phased approach, aiming for 2-3 stores quarterly),
execute an integrated national brand relaunch campaign,
scale omnichannel capabilities (e.g., click-and-collect,
unified loyalty across physical and digital, real-time
inventory visibility), implement advanced analytics for
hyper-local personalization, expand product assortment
incorporating regional specialty items and premium
offerings catering to evolving Indian tastes.

Optimization & Innovation (Months 25-36)

Optimize operations based on 18+ months of learning from
Indian market realities, introduce localized subscription
boxes and regional meal kit offerings, develop social
commerce capabilities integrated with popular Indian
platforms, implement Al-driven personalization engines for
unique customer journeys, explore strategic partnerships
(e.g., with quick commerce players like Zepto/Blinkit,
specialty regional suppliers, complementary service
providers), evaluate expansion opportunities into Tier 2/Tier
3 Indian cities, and embed the transformation mindset into

"business as usual” operations for continuous growth.
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Investment Summary: Capital Allocation

B Technology B Store B Marketing B Training & Working Contingency
Platform Renovations Capital

Total Transformation Investment: 10.5 Crore

The investment plan is phased over 24 months, aligning with expected cash flow capacity and critical milestone
achievements. Technology investments are front-loaded within the initial 12 months to establish a robust digital
infrastructure, crucial for subsequent omnichannel initiatives. Store modernisation will commence with a pilot store in
Month 6, followed by a phased rollout across 2-3 stores quarterly, focusing on high-potential urban and semi-urban
locations. Marketing expenditure will be strategically concentrated around the brand relaunch (Months 10-15) to maximise

impact in the competitive Indian retail landscape, with sustained efforts thereafter.
Return Projections:

e Break-even: Month 28 post transformation initiation

e Year 3 incremental revenue: 9 Crore (primarily from online channels competing with players like Zepto, Blinkit, and
Swiggy Instamart)

* Year 3 EBITDA margin: 7.5% (vs. current 4.8%), reflecting operational efficiencies and enhanced customer basket values
e 5-year cumulative return: 3.2x investment

e NPV at 12% discount rate: 29.6 Crore

Our comprehensive investment scenario analysis indicates strong resilience across various adoption curves, accounting for
India's diverse consumer base and market dynamics. Even a conservative scenario (50% of base case online adoption,
factoring in slower uptake in Tier 2/3 cities) generates positive ROl by Year 5. Conversely, an optimistic scenario (150% base
case, driven by strong adoption in metros and competitive pricing against organized retailers like DMart and Reliance
Retail) delivers a substantial 4.5x return on investment. These robust projections underscore the strategic imperative and
significant financial upside of this transformation initiative in the evolving Indian grocery retail market, which is projected to
reach 223 Lakh Crore.
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Financial Projections: Three-Year Outlook
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Revenue trajectory shows modest Year 1 decline as offline erosion continues whilst the online channel, bolstered by quick
commerce platforms like Zepto and Blinkit, scales from launch. Year 2 returns to growth as the omnichannel model gains
traction, leveraging a blend of modernized kiranas and online delivery, and the brand refresh attracts a broader base of

Indian consumers.

EBITDA margin improvement is driven by revenue growth deleveraging fixed costs (200 bps), gross margin enhancement
through a refined category mix including regional specialties and private label penetration (120 bps), and operational
efficiency gains reducing shrinkage and optimizing labour costs (80 bps). This total margin expansion of 340 basis points
over four years transforms profitability while maintaining competitive pricing crucial for the Indian market. The margin
trajectory positions FamilyMart within industry benchmarks (7-9% EBITDA margins for regional supermarket chains) after
transformation, versus the current below-benchmark performance, making it competitive against players like D-Mart and

Reliance Retail.
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Success Metrics Dashboard: Tracking Progress

P16.2 Cr

Year 3 Revenue Target

8% growth from current 215 Cr,
reversing 3-year decline trend

+50

Net Promoter Score

From current +32, indicating
experience transformation success for

our Indian customers

P4.5 Cr

Year 3 Online Revenue

30% of total revenue from
omnichannel operations, mirroring

digital growth in Indian retail

1.5%

EBITDA Margin

From current 4.8%, demonstrating

sustainable profitability in the Indian

grocery sector

45%

Millennial/Gen Z Mix

From current 32%, aligning with India's
young consumer base

48%

Wallet Share

From current 34%, recapturing lost
customer spending amidst intense
competition

The monthly KPI dashboard tracks leading and lagging indicators, enabling proactive management within the dynamic

Indian retail landscape. Leading indicators (online traffic from Tier-2/3 cities, app downloads, brand awareness, customer

trial rates, staff capability assessments) signal future performance, triggering intervention before lagging results suffer.

Lagging indicators (revenue, margin, NPS, wallet share, customer growth across both offline and online channels, including

competition from local kiranas and quick commerce players like Zepto, Blinkit, and Swiggy Instamart) validate strategy

effectiveness. The dashboard employs traffic-light colour coding (green = on/ahead of target, amber = within 10% of target,

red = >10% below target) facilitating rapid executive attention to concerning variances. Quarterly business reviews present

dashboard results alongside narrative context, root cause analysis for variances, and corrective action plans addressing

gaps—maintaining accountability whilst enabling learning-oriented adaptation relevant to India’'s diverse consumer base

and market regulations, including GST compliance and FSSAI standards.
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Competitive Positioning: Sustainable
Differentiation

In India's rapidly evolving retail landscape, establishing a clear and defensible competitive position is paramount for
sustained growth and market relevance. This section outlines FamilyMart's strategic shift to leverage its core strengths
while adapting to contemporary Indian consumer demands. By analyzing the current competitive environment and
identifying unique value propositions, FamilyMart aims to carve out a distinct space that capitalizes on both its legacy and

its future capabilities.

FamilyMart's transformation repositions it from a vulnerable "traditional quality” stance towards a defensible
‘contemporary quality convenience’ space. Hereg, its inherent strengths are amplified through modern capabilities, rather
than being a handicap in a competitive market. This positioning acknowledges the impossibility of competing purely on
hyper-speed convenience against players like Zepto or Blinkit's 10-minute deliveries, or purely on assortment against e-
commerce giants like Amazon India or JioMart's vast virtual shelf space. Instead, the strategy carves out differentiated
territory, combining multiple advantage sources into a holistic value proposition that Indian competitors cannot easily
replicate.

Differentiation Pillars:

e Trusted Quality Heritage: A 15-year reputation built on rigorous vendor selection, often with family ownership
accountability, ensuring consistent excellence in product and service delivery trusted by Indian households.

e Fresh Specialisation: Superior local produce quality, daily selection, and direct farm-to-store sourcing relationships,
establishing a strong advantage in fresh perishable goods and healthy options, often surpassing local kiranas and larger
chains.

e Personal Service Heritage: Cultivating strong staff-customer relationships, offering shopping assistance, and providing
consultative recommendations enhanced through data, creating a highly personalized and engaging customer

experience reminiscent of trusted neighborhood stores.

e Community Connection: Deep local roots, active neighborhood involvement, and values alignment with local traditions

and festivals, fostering strong loyalty and trust within the diverse Indian communities served.

e Omnichannel Convenience: Flexible shopping across physical stores and digital channels, integrated loyalty programs,
and a unified experience, providing seamless access to products and services whether in-store, online via app, or
through doorstep delivery in Indian cities.

e Discovery & Curation: Offering specialty products, promoting local Indian brands, and providing premium offerings
absent in the commodity focus of quick commerce, positioning FamilyMart as a destination for unique and high-quality
items catering to evolving Indian tastes.

No single pillar provides insurmountable advantage—Indian quick commerce players like Swiggy Instamart can improve
quality, modern formats like DMart or Reliance Fresh can enhance service, and e-commerce giants like BigBasket can add
fresh categories. However, the combination creates a defendable positioning. Quick commerce optimizing for speed often
sacrifices service depth. Modern formats pursuing scale can lose the personal touch. E-commerce lacking a physical
presence struggles to deliver the assurance of fresh produce or authentic community connection. FamilyMart's integrated
value proposition addresses multiple customer needs simultaneously—convenience, quality assurance, discovery, and
community belonging—creating stickiness through comprehensive need fulfillment versus point-solution alternatives

requiring portfolio shopping across different Indian retailers.

The positioning explicitly accepts deliberate trade-offs—FamilyMart will not be the fastest (Zepto wins), the cheapest
(local kiranas or value chains like Big Bazaar might win), or have the broadest selection (JioMart wins). Instead, the
positioning optimizes for balanced excellence across dimensions important to target Indian segments—sufficient
convenience through omnichannel presence, demonstrable quality leadership in fresh produce, meaningfully superior
personal service, and authentic community connection. This "‘good enough on hygiene factors, differentiated on unique
strengths” positioning creates sustainable competitive advantage in the Indian market.
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Critical Success Factors: Non-Negotiables

Family Leadership Unwavering Commitment

Transformation demands sustained leadership and visible championing through inevitable challenges—be it
customer feedback during change, staff resistance, financial pressures, competitive responses from other Indian
retailers, or execution setbacks. Leadership commitment manifests through consistent message reinforcement,
protection of resource allocation (e.g., safeguarding transformation budgets even amidst market fluctuations), rapid
decision-making to maintain pace, and personal transformation modelling (e.g., actively using digital platforms,
championing change, and honestly acknowledging difficulties). Any wavering commitment—such as reducing
investment during tough times, signalling equivocation, or tolerating resistance—will undermine the transformation's
credibility and significantly increase the probability of failure. The family leadership must embrace this
transformation as an existential imperative, not merely an optional initiative, demonstrating commitment through

decisive actions rather than just words.

Relentless Customer-Centricity

Every transformation decision must be viewed through a customer lens: "does this genuinely serve Indian customers
better, or does it primarily serve internal convenience?" This discipline is crucial to prevent investments in
technology for technology's sake, feature proliferation without genuine user value, operational efficiency
optimisations that degrade the shopping experience, or brand repositioning that loses customer resonance in the
Indian market. Customer-centricity demands humility—testing assumptions through local market research (e.g., in
cities like Bengaluru or Mumbai), validating concepts through pilots in diverse Indian cities, actively listening to
feedback even when uncomfortable, and adapting approaches when customer response indicates gaps. The
transformation succeeds when Indian customers enthusiastically embrace changes that improve their shopping

experiences; all else represents a means to that end.

Agile Adaptation Without Strategy Abandonment

Transformation implementation in a dynamic market like India inevitably encounters surprises—technology
challenges, rapid market shifts, aggressive competitive responses from players like Zepto or JioMart, or customer
reactions differing from expectations. Success requires distinguishing between strategy adjustment (adapting the
approach whilst maintaining direction) versus strategy abandonment (reverting to comfort zones when difficulty
emerges). Agile adaptation embraces continuous learning—piloting new initiatives in smaller markets before scaling
nationally (e.g., starting in Pune before expanding to Delhi), measuring performance rigorously, pivoting tactics when
evidence indicates better paths, and celebrating productive failures that generate insights. However, adaptation
differs fundamentally from wavering—the core strategic direction (e.g., omnichannel retail, multi-generational
positioning, or the quality-convenience combination) must remain constant even as tactics evolve to suit the Indian
context. Disciplined flexibility navigates this critical balance.

Capability Investment Sustaining Transformation

While technology and brand refreshes capture attention, it is people capability that determines the sustainability of
transformation. Insufficient capability investment—such as skimping on training for new digital tools, tolerating skill
gaps among frontline staff (e.g., store associates in local kiranas), or expecting transformation execution atop
unchanged workloads—will guarantee suboptimal implementation and significant reversion risk in the Indian
operational landscape. The transformation requires treating capability development as a first-class priority with
protected resources, dedicated time, and clear accountability for measurement. Investing in people—through
comprehensive training programs, hiring strategic capabilities for areas like e-commerce logistics or data analytics,
providing robust change support, and managing workloads realistically—enables transformation ownership
throughout the organisation rather than relying solely on a central transformation office. Sustainable change

embeds in the organisational muscle memory through repeated practice with capable performers.

Execution Discipline Delivering Strategy

A brilliant strategy delivers zero value without execution excellence. Transformation success demands rigorous
project management discipline—clear accountability across teams, realistic timelines with buffer for unforeseen
challenges, regular progress tracking against milestones, proactive issue escalation, resource allocation matching
commitments, vigilant vendor performance management (critical given the diverse vendor ecosystem in India), and
decision velocity to maintain momentum. Weekly transformation office stand-ups, monthly steering committee
reviews, and quarterly board strategy sessions create a governance rhythm ensuring visibility, timely intervention
when needed, and sustained momentum through a multi-year journey. Execution discipline may appear mundane
compared to the strategic vision, but it is ultimately the determinant of success versus failure.
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Risks & Mitigation: Honest Assessment

Transformation presents substantial risks warranting honest acknowledgment and proactive mitigation rather than

optimistic dismissal. This section presents a realistic risk assessment with pragmatic mitigation strategies, enabling

informed decision-making and preparedness for potential challenges within the dynamic Indian market.

Execution Complexity Overwhelming
Capacity

Risk: Transformation scope exceeds organisational
absorption capacity, resulting in implementation delays,
quality compromises, or initiative abandonment,
thereby jeopardizing the intended benefits and return
on investment, particularly in a diverse market like India

with varying regional consumer preferences.

Mitigation: Implement a phased rollout preventing
overload, deploy dedicated transformation resources
not distracted by business-as-usual operations,
leverage external partner augmentation (e.g., local
consulting firms) to provide a temporary capacity
surge, establish realistic timelines with built-in buffer,
maintain scope discipline to avoid feature creep, and
conduct regular capacity assessments to trigger re-
prioritisation when needed, potentially focusing on key
metropolitan areas like Mumbai, Delhi, or Bangalore, or
Tier 2 cities first.

Financial Pressure Compromising
Investment

Risk: Continued revenue decline during the
transformation ramp-up could create cash flow stress,
potentially forcing investment reductions or quality
compromises that undermine the overall success
probability and long-term viability of the initiative,
especially given competitive pricing pressures in the
Indian retail landscape.

Mitigation: Secure committed funding upfront (e.g.,
family investment, bank facilities, strategic investor),
protect transformation investment from routine budget
pressures through ring-fencing (e.g., allocate 250-100
Crore specifically for the initial phase), phase
investment to match cash flow generation, prioritise
quick wins with near-term payback, conduct scenario
planning (e.g., for INR fluctuations, market downturns) to
enable proactive intervention, and explore vendor
financing or deferred payment terms where
appropriate.

Customer Alienation Through Change

Risk: Loyal customers, particularly those accustomed to
traditional kirana store interactions or specific service
levels, may perceive digital transformation as an
abandonment of familiar services or products,
generating backlash, negative word-of-mouth, and
potentially accelerating customer attrition if not
managed carefully across diverse Indian consumer

segments.

Mitigation: Employ respectful change communication
emphasising enhancement not replacement, preserve
traditional service options (e.g., assisted shopping, cash
on delivery, UPI on delivery) alongside new capabilities,
conduct pilot testing in varied demographics and cities
like Pune and Hyderabad to validate acceptance before
broad rollout, establish a customer advisory panel
including representatives from different regions and age
groups to provide direct input, implement dedicated
retention programmes for at-risk segments, and
transparently address concerns rather than offering
dismissive responses. Consider leveraging local
language support and culturally sensitive messaging,

especially during major festivals.

Technology Implementation Failures

Risk: E-commerce platform bugs, integration issues
with existing ERPs, performance problems (especially
during peak festive seasons like Diwali or Eid), or
security breaches can create significant customer
frustration and severely damage the transformation's
credibility and the brand's reputation, potentially losing
customers to agile competitors like Zepto, Blinkit, or
Swiggy Instamart.

Mitigation: Prioritise proven technology partner
selection with experience in the Indian market (e.g., local
SaaS providers, Indian system integrators) over
unproven cutting-edge solutions, conduct extensive
user acceptance testing (UAT) across various devices
and internet speeds prevalent in India before launch,
implement a phased rollout limiting the failure blast
radius, ensure strong vendor accountability with clear
service level agreements (SLAs), develop robust
technical contingency planning and rollback
procedures, provide dedicated technical support during
the launch period with multi-lingual capabilities, and
maintain honest communication acknowledging issues
with rapid resolution.

Additional risks pertinent to the Indian market include intense competitive response intensification from both large players

like Reliance Retail and nimble quick-commerce platforms, key talent departure mid-transformation due to attractive

startup opportunities, supplier relationship disruption in a complex and often informal supply chain, unforeseen

regulatory/compliance issues (e.g., FDI norms, e-commerce policies, FSSAI regulations), and unexpected market shocks

(e.g., economic slowdowns, regional disturbances). A comprehensive risk register, maintained by the transformation office,

documents these with a detailed probability-impact assessment, specific mitigation strategies, contingency plans, and

clear ownership accountability. Quarterly risk reviews update this assessment based on emerging intelligence and Indian

market dynamics, ensuring proactive rather than reactive risk management across the entire transformation journey.
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Stakeholder Communication & Engagement

Transformation success requires active stakeholder engagement beyond internal organisation—customers, suppliers, local

community, potential investors, media, and industry peers all represent constituencies requiring tailored communication

and relationship management, crucial in the diverse Indian market.

Customer Communication Strategy

Proactive transparency about the transformation
journey through multiple channels, acknowledging the
varied linguistic and cultural landscape of India. This
includes in-store signage in regional languages and
staff communication explaining changes, positioning
them as enhancements, and demonstrating continued
commitment to customer service, particularly in local
kirana integrations. Digital channels such as social
media (e.g., WhatsApp, Instagram, Facebook), email,
and a multi-lingual mobile app will be utilized to
showcase transformation progress, share customer
success stories reflecting diverse Indian demographics,
and actively solicit feedback. A customer advisory
panel, comprising 15-20 representative customers
across various segments and regions of India, will
provide regular input on initiatives, test new concepts
relevant to Indian preferences, and generate brand
advocates. Regular surveys will measure satisfaction,
identify concerns specific to Indian consumer patterns,
and demonstrate responsiveness. Grand reopening
events for transformed stores in key Indian cities will
generate excitement and encourage trial. Loyalty
programme incentives will encourage digital adoption
and the usage of new capabilities, including popular
Indian digital payment options like UPI, Paytm, and
PhonePe.

Community Engagement Continuity

It is important to maintain and amplify community
involvement throughout the transformation process,
particularly in the diverse socio-economic fabric of
Indian communities. This includes continuing local
event sponsorships (e.g., festivals like Diwali, Eid,
Christmas, Onam, cultural events, sports tournaments),
charitable partnerships, and school programmes (e.g.,
nutritional support). Communication about the
transformation will be framed through a community
lens, highlighting aspects like job creation for local
youth, support for local suppliers and farmers, and
neighbourhood investment. The community will be
invited to provide input on store designs reflecting
local aesthetics, product assortments catering to
regional tastes, and services tailored to community
needs. Hosting community open houses will showcase
transformed stores and foster local pride.
Environmental sustainability initiatives, such as waste
reduction, energy efficiency, and sustainable packaging
(e.g., reducing plastic usage), will be visibly
implemented in the community. Social media will be
used to highlight community impact stories, employee

volunteer activities, and local supplier spotlights.

Supplier Partnership Evolution

Maintaining transparent dialogue with vendor partners,
including local farmers and small businesses, about
transformation implications is crucial. This includes
discussing volume projections, payment terms (e.g.,
credit cycles), quality requirements for diverse Indian
produce, and digital integration needs for efficient
supply chains. Collaborative problem-solving will
address challenges such as last-mile delivery logistics
for online orders, specific packaging requirements for
regional products, and enhanced inventory visibility,
potentially leveraging technology from Indian logistics
partners. Strategic supplier partnerships will be
fostered for local sourcing initiatives (e.g., direct from
farm procurement), private label development, and
sustainability programmes aligned with Indian
agricultural practices. Supplier recognition events will
celebrate strong partnerships and demonstrate
appreciation. Fair negotiation will balance cost
management needs with supplier sustainability,
recognizing mutual dependency rather than adversarial

procurement practices.

Media & Industry Relations

Proactive media engagement is essential to position
the transformation as an inspiring story of a traditional
Indian family business evolving into a modern retail
entity. This will involve issuing press releases at major
milestones, such as pilot store openings (e.g., in a Tier 2
city like Pune or Jaipur, or a major metro like Chennai),
e-commerce launches, and brand refreshes. Media
facility tours, executive interviews highlighting the
vision for Indian retail, and arrangements for customer
testimonials will be organized. Participation in
prominent Indian industry conferences (e.g., India Retail
Forum, FICCI Retail Summit, NASSCOM) will allow for
sharing transformation learnings and building thought
leadership. Articles in leading Indian trade publications
(e.g., IndiaRetailing, Retail4Growth, Economic Times) will
contribute insights on the evolution of traditional retail.
The overall strategy is to position the brand as a case
study for sustainable Indian family business
modernization, attracting positive coverage and
potential partnership interest from across the industry
and investor community.

Stakeholder engagement emphasizes authenticity over spin—acknowledging transformation challenges honestly whilst

maintaining an optimistic forward vision. This transparency builds credibility and trust, converting stakeholders into

transformation advocates rather than sceptical observers. Regular engagement prevents surprises, addresses concerns

proactively, and generates valuable input, ultimately improving transformation outcomes and ensuring long-term success

in the dynamic Indian market.



>{Bridge

Long-Term Vision: Beyond Transformation

Years 1-3

= Transformation foundation: establishing omnichannel retail, brand refresh, and achieving financial

stabilisation in the Indian market.

Years 4-5

$
+<> Experience enhancement: focusing on advanced personalisation, expanding service
offerings (e.g., regional meal kits), and developing a private label portfolio.

Years 6-7

QP Platform evolution: building a comprehensive food & wellness
ecosystem, fostering strategic partnerships, and enabling geographic
expansion via potential franchise/kirana models.

Years 8-10

Market leadership: solidifying a regional presence,

@ diversifying the brand portfolio, and pioneering
sustainability initiatives within the Indian retail
landscape.

The 36-month transformation roadmap establishes a robust foundation for sustained evolution rather than merely an
endpoint. Our long-term vision extends beyond the establishment of an omnichannel retail presence, aiming towards a
comprehensive lifestyle platform that supports Indian customers' broader food and wellness needs. This vision builds
progressively on the capabilities developed during the initial transformation, while maintaining a clear strategic focus to
prevent premature diversification and ensure sustainable growth in the dynamic Indian market.

Phase 1(Years 1-3): Transformation Foundation

During this foundational phase, the primary objectives are to establish a modern omnichannel retail model, refresh the
brand identity to resonate with Indian consumers, modernise physical stores (including a focus on enhancing the kirana
store experience where applicable), and build robust digital capabilities. The goal is to stabilise the existing customer base
while actively attracting younger, tech-savvy demographics, thereby achieving financial sustainability with a positive
growth trajectory. Success metrics for this phase include achieving profitable operations, ensuring online revenue
contributes 30% to the total, fostering a balanced generational customer mix, maintaining a competitive Net Promoter
Score (NPS), and securing a sustainable market positioning amidst growing competition from both organised and
unorganised retail players like DMart, Reliance Retail, and local kiranas.

Phase 2 (Years 4-5): Experience Enhancement

This phase focuses on deepening customer relationships through advanced personalisation strategies and expanding
service offerings tailored to Indian preferences. This includes introducing regional meal kits, recipe subscriptions, and
interactive cooking classes. We will also strengthen our community positioning through engaging local events and
partnerships, develop a distinctive private label portfolio addressing local tastes and affordability, and explore
complementary categories such as fresh flowers, pet food, and household basics to increase customer convenience.
Success metrics for this phase include increasing average basket size and visit frequency, achieving a 5-8% contribution
from services revenue, realising significant private label margin accretion, and expanding customer wallet share to 55-60%.

Phase 3 (Years 6-7): Platform Evolution

The ambition for Phase 3 is to evolve from a traditional grocery retailer into a holistic food and wellness platform. This
involves seamlessly integrating grocery services with meal planning tools, personalised nutrition guidance based on Indian
dietary habits, inspiring regional recipe content, and comprehensive cooking education. We will actively seek partnerships
with complementary services, including fitness applications, health tracking platforms, and sustainable living brands. To
facilitate broader reach, we will explore a franchise model to enable geographic expansion across diverse Indian cities and
regions beyond the constraints of owned stores, potentially through a robust kirana-integration model. Additionally,
potential acquisitions of specialty retailers or technology platforms will be considered to accelerate capability
development. Success metrics will include enhanced platform engagement beyond transactional interactions, successful

diversification of ecosystem revenue streams, and demonstrable progress in market expansion.
Phase 4 (Years 8-10): Market Leadership

The final phase aims to establish a dominant regional market leadership position, with FamilyMart becoming a recognised
brand that extends significantly beyond its local origins in India. This involves cultivating a diverse portfolio of owned and
partner brands serving various customer segments, while solidifying our reputation as a leader in sustainability and values-
driven business practices. At this stage, consideration for public market listing or strategic partnerships with major Indian
conglomerates will be explored to fund the next chapter of substantial growth. Success metrics for this phase include
achieving a top-3 market position in all operating regions (e.g., Delhi NCR, Mumbai, Bengaluru), surpassing a 2500 Crore
annual revenue scale, ensuring widespread brand recognition beyond immediate markets, and demonstrating clear, values-
based differentiation within the industry.

This comprehensive long-term vision serves as a crucial North Star, guiding all near-term decisions within the Indian
context. It mandates investing in platforms that enable future evolution, building capabilities with applications beyond
immediate needs, cultivating a brand positioning with ample room for expansion, and developing an organisational culture
that champions continuous innovation. However, strict discipline is required to prevent premature pursuit of this vision; the
transformation foundation must solidify before platform evolution can effectively commence. This patient sequencing
ensures that each phase achieves its intended success before the initiation of the next. Ultimately, while the vision inspires,
pragmatic phasing guarantees achievable and sustainable execution, building resilience and market advantage over time in
the competitive Indian retail sector.



>{Bridge

Closing Reflection: The Imperative for
Transformation

FamilyMart's transformation journey represents more than business strategy—it embodies the continuation of a family
legacy, the protection of employee livelihoods, the honouring of customer relationships, and the fulfiiment of community
commitments. These responsibilities elevate transformation from an optional enhancement to a moral imperative. The
comfortable option—maintaining the status quo and avoiding the difficulty of change—guarantees deterioration, ultimately
failing all stakeholders through business decline. The courageous option—embracing transformation with clear-eyed
acknowledgment of challenges—offers a pathway to a sustainable future, effectively serving stakeholders whilst adapting
to an irrevocably changed marketplace.

Transformation inevitably generates discomfort—for family
ownership questioning whether change respects heritage,
for tenured staff adapting to new ways of working, for loyal
customers encountering unfamiliar experiences, for the
management team stretched by implementation demands.
This discomfort tempts retreat to familiar patterns.
However, meaningful growth requires discomfort—the
transformation journey deliberately ventures beyond
current capabilities, testing organisational limits,
demanding skills development, and challenging
assumptions. Discomfort signals growth rather than failure;

comfort often signals stagnation.

The transformation roadmap balances ambition with
realissmm—pursuing a bold vision through disciplined
execution, acknowledging difficulty honestly whilst
maintaining optimism, investing substantially but
proportionately to scale, moving quickly but not recklessly.
This balance stems from a deep respect for the family
ownership's 15-year investment in building a trusted brand
and a loyal customer base—transformation must honour
rather than squander this equity whilst adapting for
continued relevance. It is a testament to the foresight and
dedication that has underpinned FamilyMart's success
thus far, ensuring its legacy is not just preserved but
enhanced for future generations in the vibrant Indian retail
landscape.

The opportunity exists. The roadmap provides direction. The capability can be built. Success depends on committed
execution transforming a compelling vision into a sustainable competitive reality. FamilyMart's next chapter awaits writing—
this transformation strategy provides the narrative outline, but family leadership, empowered employees, and engaged
customers will author the actual story through daily decisions and actions bringing the strategy to life. The journey
promises challenge and reward in equal measure, testing resolve whilst offering immense satisfaction in legacy
continuation and stakeholder service. The transformation begins now, promising a vibrant and prosperous future for
FamilyMart and all its stakeholders in India.



