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Amul’s Strategic Leap: Can Dairy Heritage 
Drive India’s New Protein Future?
Shweta Kishore1* and Jitender Kumar2

ABSTRACT
Amul, a well-known brand in the Indian dairy sector, had a reputation for empowering farmers and providing a range 
of  dairy products to the Indian populace. In order to address the nation’s present widespread protein shortfall, Amul was 
deliberately joining India’s rapidly expanding protein sector, building on its heritage in the dairy industry. By adding 
protein to meals like milk, curd, lassi, and other items, Amul hoped to democratize access to protein by leveraging 
its strong dairy heritage. This carefully considered approach aimed to reach the increasingly health-conscious Indian 
consumer base, who were eager to incorporate protein into their regular eating routines through dietary choices. The 
case study looked at Amul’s distinct competitive advantages, which included its extensive supply chain, unparalleled 
distribution system, and innovative pricing strategy that set it apart from a wide range of  domestic and international 
rivals.

Dilemma: Amul had a strong brand identity and a remarkable presence in the Indian dairy sector. But could Amul 
transform its protein startup into a household staple, especially in tier 2 and 3 cities? Was it a good market to enter? 
Was it a good decision to target Tier 2 and 3 cities instead of  Tier 1, where the population of  health-conscious people 
was on the higher side? If  they had decided for Tier 2 and 3, then what should Amul’s strategy be for the new product in 
Tier 2 and 3 cities? Should it stay committed to transforming protein into a mass-market staple or recalibrate its focus 
to pursue quicker, lower-risk opportunities? The next move could either solidify Amul’s legacy in India’s nutritional 
revolution or leave it playing catch-up in a market it helped seed.

Type of Teaching Case: This case is developed from secondary sources. 

Theory: The case study illustrates how a well-known brand uses its identity to investigate and diverge into a new 
product category, and it connects to the theory of  brand extension and diversification. The theory of  competitive strategy 
is also explored in the case, which examines Amul’s cost leadership and differentiation approaches in comparison to 
both new and existing rivals in the emerging functional food market. 

Hook of the Case: Particularly outside of  urban and fitness-focused communities in India, protein—a crucial 
macronutrient for immunity, muscular growth, and general health—continued to be poorly understood and inadequately 
ingested. Amul joined the market in 2022 with a variety of  protein-fortified goods after recognizing an opportunity in 
the protein shortage. It aimed to minimize dietary changes by incorporating protein into well-known Indian patterns. 
Amul had a clear goal in mind: to rule the emerging nutritional market. This raised the question: Could this dairy 

	 1	Institute of  Engineering & Management, University of  Engineering and Management, Kolkata, India 
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Disclaimer: This case has been developed for academic purposes or classroom discussion and is not intended to 
illustrate either effective or ineffective handling of an administrative situation or to represent successful or unsuccessful 
managerial decision-making or endorse the views of the management.
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king, which supplies milk, butter, and curd to most Indian homes, change to become the nation’s protein powerhouse, 
changing consumer behavior and health outcomes in the process? 

Protagonist Details: The case represents Amul as protagonist. 

Options to Resolve the Dilemma: Amul had to carefully weigh the complex trade-off  between preserving the 
widely accepted taste of  its popular products and enhancing their nutritional value by increasing the amount of  protein 
in them. 

Discussion Questions: The case will discuss how Amul can manage niche urban health-conscious consumer 
engagement as they are known for mass-market penetration. How can they position themselves in the market and what 
will be there GTM strategy?

Keywords: Amul, Dairy Products, Protein Deficiency, Health, Diversification, Competitive Strategy


