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This case study traces Asian Paints' evolution from an accidental wartime startup to India's dominant consumer brand — and examines the first existential

competitive challenge in the company's history.
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February 1942: The Accidental Company

TheContext

Indiawas simultaneously preparing theQuit IndiaMovement and

navigating aworldwar that had severed global supply chains. TheBritish

administration had imposed a temporary banonpaint imports— leaving

an enormousmarket underserved.

The Founding Moment

Four young Gujarati friends — Champaklal Choksey, Chimanlal Choksi,

Suryakant Dani, and Arvind Vakil — rented a garage in Gaiwadi, Girgaon,

Mumbai for ₹75 per month and began manufacturing paint with coal

furnaces and hand-stirring.

The company name — "The Asian Oil & Paint Company" — was picked at
random from a telephone directory. It was not a strategic decision. It

became one of India's most valuable brand assets.





The Founding Philosophy: DecorativeOver Industrial

The Industrial Trap

Champaklal Choksey observed that industrial paint contracts were won

purely on price. Whichever company quoted lowest won the business for

that year — no brand loyalty, no relationship value, no premium for quality.

A structural race to the bottom.

The Decorative Advantage

Decorative retail was structurally different. A homeowner choosing paint

for their living room was making an emotional decision, not aprice-
optimisation calculation.Dealer relationships mattered. Brand

reputation mattered. The right shade at the right moment mattered.

Asian Paints bet its entire identity on decorative retail in the 1940s — when decorative paints were mostly dry distemper and basic lime wash. That

bet compounded for eighty years.





Innovation 1: TheDirect-to-Dealer DistributionRevolution
In the 1950s, India's paint distribution ran through powerful wholesalers who controlled access to dealer networks. Any paint company wanting retail access paid significant margin to these intermediaries — and surrendered pricing
control and customer data in the process. Asian Paints wasrejected by dominant wholesalers in Mumbai and Pune. That rejection became the company's greatest strategic gift.
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Choksey took his products directly to small hardware stores in smaller towns, bypassing the wholesale structure entirely — and in doing so, built the architecture of a moat that no competitor has matched in seven decades.



Why theDirectModel Changed Everything

Margin Arithmetic

Traditional distribution gave ~75% of MRP as revenue after distributor

margins. Asian Paints' direct model retained ~95%. Applied to

thousands of crores in revenue, that 20-percentage-point advantage

compounded into structural reinvestment capacity.

Owned Relationships

Asian Paints owned the dealer relationship directly — offering training,

financing support, merchandising assistance, and loyalty programmes

without intermediary interference. No wholesaler aggregated and

anonymised their data.

Proprietary Data

Dealer transaction data came directly to Asian Paints. The company

knew exactly which dealers were growing, which were declining,

which needed product training, and which needed working capital

support.

Switching Costs

By the time competitors understood what had been built, dealers had

restructured their entire business model around Asian Paints' service

frequency. Switching was not just commercially costly — it was

operationally disruptive.







Innovation 3: Gattu—Moving Paint fromCommodity to
Emotion

TheMascot That Changed an Industry

In the early 1950s, paint was a commodity. Homeowners

bought paint because walls needed covering — not

because paint expressed who they were. Asian Paints

challenged this logic by commissioningR.K. Laxman—

creator of India's beloved "Common Man" — to design a

mascot.

Laxman created a mischievous young boy with

dishevelled hair, holding a paintbrush beside a paint can.

The winning name from a company contest:Gattu.

The Strategic Shift

Gattu represented the idea that painting your homewas a joyful, expressive act—not a

maintenance chore. He connected paint to the Indianmiddle-class aspiration of

homeownership, self-expression, anddomestic pride.

The 1980s tagline"HarGharKuchKehtaHai" (Every homehas a story to tell) completed

the repositioning— frommanufacturer of protective coatings to enabler of identity and

emotional expression.

This brand positioning justified premium pricing, created dealer loyalty, and

gave Asian Paints emotional resonance that industrial paint companies could

never achieve.





1997: The Founder's Death and the Attempted Acquisition
By the 1990s, disputes had emerged among the four founding families over international rights and strategic direction. Champaklal Choksey died in July 1997, and his son Atul
inherited the family's position. Collaboration talks with Imperial Chemical Industries (ICI)— then one of Britain's largest chemicals conglomerates and a direct global
competitor — broke down entirely.

1ChokseyNegotiation
Choksey family negotiates a two-stage deal with ICI to sell their ~9.1%

stake for ₹128.70 crore at ₹347.50/share via KMCC

2 TheThreat Identified
The three remaining families recognise ICI's entry as "an attempt by a
multinational rival to acquire a foothold" — Ashwin Choksi, Chairman

3CollectiveDefence
Choksi, Dani, and Vakil families invoke FIPB guidelines requiring board

approval; declare shares will not be transferred

4 Resolution
Three families and UTI collectively buy out the Choksey 13.7% stake. ICI's
acquisition neutralised. British multinational blocked.



TheWealth Consequence of the 1997 Exit

What the Chokseys Received

TheChoksey family's 13.7% stakewas bought out in 1997. The transaction

was structured throughKotakMahindra Capital Company at ₹347.50 per

share—a substantial sumat the time and, by the standards of the

moment, a profitable exit.

WhatThey Left Behind

The Dani family — who held their stake — is today worth $8.1 billion
(Forbes India Rich List, October 2024). As of 2008, the three remaining

founding families held a combined 47.81% stake (now 52.6%). The 1997

exit has proven, across three subsequent decades, to be one of the most

consequential wealth decisions in Indian corporate history.

Governance protection in a family-controlled company requires active coordination, not the presumption of shared interest— the central lesson

of the ICI episode.





Segment 1: Decorative Paints—TheCore
Interior and exterior wall paints, wood finishes, waterproofing, adhesives, and ancillary products for India's residential and commercial markets. This is where

Asian Paints' competitive advantages are most concentrated — approximately 80%+of India revenue.

1
Economy: Tractor Emulsion

Mass market, rural penetration — ensures the first paint purchase is an Asian Paints purchase

2
Mid-Range: Apcolite, Apex

The workhorse segment — broad urban and semi-urban coverage

3
Premium: Royale, Royale Aspira

Aspiration-driven — captures income growth and urban renovation cycles

4
Super-Premium: Royale Play, Royale Glitz

Textured finishes and metallic effects — the pinnacle of the product ladder





Segment 2: Industrial Coatings

TwoPPG JointVentures

Asian Paints operates its industrial coatings business through two 50:50
joint ventures with PPG Industries Inc. (USA):

PPG Asian Paints Pvt Ltd — automotive OEM, refinish, marine,

packaging, and certain industrial coatings. Second-largest supplier in

India's automotive coatings market.

Asian Paints PPG Pvt Ltd — general industrial coatings.

Strategic Role

Industrial coatings represents approximately 3–5%of consolidated
revenue—asmaller business thandecorative, but one that provides

technology access fromaworld-class global partner, captive volume from

automotiveOEM relationships, and a structural presence in a segment that

benefits from India'smanufacturing expansion.

The PPG partnership gives Asian Paints technology access that

would be prohibitively expensive to develop independently.



Segment 3: International Operations
Asian Paints operates in 15 countries through 27manufacturing facilities, serving consumers in 60+ countriesunder multiple brand names. International

operations represent approximately 10–12%of consolidated revenue.

Region Brands KeyContext

South Asia (Bangladesh, Nepal, Sri Lanka) Asian Paints, Causeway Strong positions; Bangladesh faces election

uncertainty

Middle East (Oman, UAE) Asian Paints Berger, APCO Oman JV with Al Hassan Group since 2000

Africa (Ethiopia, Egypt) Kadisco Asian Paints, SCIB Ethiopia acquired 2015; forex headwinds in

Egypt

Pacific (Fiji, Tonga, Solomon Islands) Taubmans, APCO Coatings Fiji presence since 1978 — longest

international tenure

Q3 FY26 international net sales were ₹869.6 crore (+6.3% YoY), led by UAE, Sri Lanka, and Ethiopia.







The Supply Chain by theNumbers

160K+
Retail touchpoints

No competitor in Indian paints approaches this density of direct dealer

coverage

3–4x
Daily restocking

Deliveries per day — nearest competitor: weekly or bi-weekly

143
Companywarehouses

Hub-and-spoke network covering all districts across India

8 days
Working capital cycle

Industry average: 30–45 days. A structural profitability advantage of 4–5x.



Why3–4Deliveries PerDay Is Strategy, Not Logistics

TheTraditionalModel

In conventionalwholesale distribution, a dealer received a large shipment

once aweek or fortnight. The dealer held significant inventory andbore

theworking capital cost. They accepted these termsbecause they hadno

alternative— thewholesale systemwas the only option.

The Asian Paints Model

Dealers order what they need for the next few hours. Asian Paints delivers

3–4 times per day. The dealer's working capital requirement drops

dramatically. Their stockout risk falls to near zero. Their dependence on
Asian Paints increases commensurately — because no other supplier

can match this service frequency.

The switching cost is no longer commercial — it is operational. Switching from Asian Paints means accepting a weekly delivery schedule, holding

inventory, managing stockout risk, and rebuilding customer colour expectation relationships. Most dealers in a new competitive environment

make only a marginal shift toward new entrants.



The Data Advantage: Four Properties That Define a Moat

1 It Cannot Be Purchased

Birla Opus can spend ₹10,000 crore on plants and marketing but

cannot buy 54 years of actual demand history. The data is

proprietary by virtue of its age and granularity.

2 It Compounds With Scale

Every additional dealer transaction, every new colour ordered, every

restocking event adds to the forecasting model's accuracy. The asset

grows richer with every delivery.

3 It Enables Microscopic Granularity

Asian Paints knows which shade of blue will be popular in coastal

Tamil Nadu in the post-monsoon period. This specificity is not

available to any competitor at any price.

4 It Creates Working Capital Advantage

Accurate forecasting means low unsold inventory, fast turns, and the

8-day working capital cycle that is 4–5x faster than the industry

average — translating directly into superior profitability.





Key FinancialMetrics (FY26)

₹34,696Cr
TTMRevenue (FY26)

Trailing twelve months consolidated revenue

₹3,910Cr
TTMProfit

Net profit after a stabilisation year following FY25's sharp decline

₹2.5L Cr
Market Capitalisation

As of May 2026 — approximately ₹2,49,929 crore

52.6%
PromoterHolding

Choksi, Dani, and Vakil families — unchanged in nature since the 1997 ICI

resolution



Quarterly Performance: FY26
Revenue (₹ crore) PAT (₹ crore)
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9M FY26 Cumulative: Revenue ₹26,288 crore (+3.2% YoY), PAT ₹3,209 crore (+6.7% YoY). FY26 represents a stabilisation phase after FY25's sharp decline — revenue growth has resumed at low single digits, with
margin recovery underway but incomplete.



FY25: The Steepest Decline inDecades

WhatHappened in FY25

FY25 was a reckoning year. Asian Paints' revenue declined 4.5% and

profits declined approximately 32%YoY— the steepest performance

decline in decades, and the first revenue contraction in the company's

modern history.

TheThreeDrivers

BirlaOpus competition—unprecedentedmarket share pressure from

a fully capitalised challenger entering at scale

Muted consumerdemand—macro slowdown in discretionary home

renovation spending

Defensive spending—highermarketing anddealer incentive costs to

defendmarket share drovemargin compression



Long-TermStockReturns: 30Years of Compounding
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From₹13.04 in 1995 to approximately ₹2,900 in March 2025 — a return of approximately 22,254%over 30 years, representing roughly 19–20% CAGR. This is among the highest sustained long-term returns of any
consumer company listed in India. The FY26 de-rating from₹3,400 to ₹2,100 reflects the market's reassessment of the structural competitive position.





February 2024: The EntryThat Changed Everything
Birla Opus — the paints arm of Aditya Birla Group company Grasim Industries — launched with an investment of ₹10,000 crore. One of the largest single investments
in the Indian paint sector in history. Grasim built six manufacturing plants, commissioned them largely on day one, and established a depot network of 137 locations
— second-largest in India after Asian Paints.

Pricing Strategy
Products priced 5–6% below comparable Asian Paints SKUs from launch

day

Dealer Incentives
Significantly higher margins, foreign trips, and commercial perks to

onboard dealers quickly

Talent Poaching
Hired mid-level managers and territory sales officers directly from Asian

Paints — bringing institutional knowledge of dealer relationships

Product Innovation
QR code traceability, AI colour visualisation, one-year repaint assurance —

features not previously available in Indian decorative paint





Dealer Testimony: The Ground Reality

"Asian Paints formed 70% of my annual paints sales in 2023. In 2024, the share was 30%."

— A Kolkata-based paint dealer, as reported in business media, 2025

Asian Paints' Admission

Management publicly admitted being"caught off-guardby the intensity
of competition."The response included increased dealer incentive

spending, accelerated product launches, additional marketing

expenditure, and an expanded digital and services push.

TheMargin Consequence

Indian paint companies increased advertising and promotional spending

by 15–20% as a sector-wide defensive response. For Asian Paints, this

contributed directly to the 32% profit decline in FY25. EBITDA margin

guidance has narrowed to 18–20%, from the 20–22% range enjoyed

during monopoly years.



TheCCI Complaint: July 2025
In July 2025, Grasim filed a complaint with theCompetitionCommissionof India (CCI) alleging that Asian Paints had engaged in anti-competitive practices

to hamper Birla Opus' growth.

Dealer Exclusivity Allegations

Asian Paints allegedly offered additional

discounts and foreign trips to dealers in

exchange for exclusivity, and withdrew

credit limits and perks from dealers who

stocked Birla Opus products.

Supplier Pressure Allegations

Asian Paints allegedly pressured raw

material suppliers, landlords, agents, and

transporters to avoid business relationships

with Birla Opus.

Tinting Machine Pressure

Dealers reported being pressured to return

Birla Opus tinting machines, effectively

removing the competitor's physical

presence at the point of sale.

The CCI ordered a formal investigation. Asian Paints denied the allegations. The case was ongoing as of May 2026. The outcome is uncertain and

the timeline undefined.



What the Birla Opus Challenge Actually Reveals

What the Moat Protects Against

Random new entrants without capital, distribution, or talent. Birla Opus

had all three —₹10,000 crore, Grasim's 200,000-dealer cement

distribution leverage, and direct talent poaching from Asian Paints — and

still captured only approximately 10% in year one. The moat held at

approximately 47–52%market share even under this assault.

What the Moat Does Not Protect Against

A competitor withunlimited capital, an existing dealer parent network,

willingness to sustain multi-year losses, and a strategic mandate from one

of India's most powerful conglomerates. Asian Paints operated for six

decades in a quasi-oligopoly. Birla Opus is the first entrant that forces

competition rather than simply growth.

The medium-term question is not whether Asian Paints survives the Birla Opus challenge — it will. The question is at what market share, at what

margin, and with what profitability profile the equilibrium settles.





Risk 1& 2:Market Share Erosion and the Incentive Spiral

Risk 1:Market ShareWithout Floor

BirlaOpus gained approximately 10%share in year one—5–10x analyst

forecasts. There is no historical precedent formodelling how far a ₹10,000

crore-funded, day-one full-scale entrant can go in India's paintmarket.

The pace of share capture has no comparable data point.

Risk 2: The Incentive Spiral

To defend share, Asian Paints increases dealer incentives. Birla Opus

responds with higher incentives. The dealer benefits from the bidding war.

But the net effect is systematicmargin erosion for all incumbents.Asian

Paints' EBITDA margin guidance has already narrowed from 20–22% to 18–

20% — a structural compression, not a one-cycle event.



Risks 3–6: Execution, Commodities,Valuation, and
Regulation

HomeDécor Execution

The Beautiful Homes pivot requires competing against Livspace, Godrej

Interio, Hindware, and Kohler — specialists in their domains. The 8–

10% revenue target from décor by FY26 has been slower to materialise

than projected.

RawMaterialVolatility

Titanium dioxide (TiO₂) and petroleum-based solvents are the two

largest input cost lines. Both are exposed to global commodity cycles,

currency depreciation, and supply chain disruption that can compress

gross margins faster than price increases can be passed through.

PremiumValuationRisk

Asian Paints historically traded at 50–65x trailing earnings — justified by

monopoly profitability. With Birla Opus demonstrably denting share

and margins, the structural justification for a monopoly premium is

weakened. The stock fell from₹3,400 to ₹2,100 in FY26.

CCI Regulatory Risk

If the investigation finds merit in anti-competitive behaviour

allegations, consequences could include forced changes to dealer

incentive structures, financial penalties, and reputational damage —

each with uncertain timelines and magnitudes.





Case Study 1: TheDirect-to-Dealer Revolution
When wholesalers blocked Asian Paints in the early years, Champaklal Choksey made a decision that defined the company's competitive structure for eighty

years — he went directly to small hardware stores in smaller towns rather than accepting the wholesale hierarchy.

1

Year 1

Reached smaller markets dominant competitors had not bothered to

serve — loyal, price-stable, relationship-driven

2

Year 5

Proprietary relationships with thousands of dealers. Direct data. No

intermediary. Training, financing, and loyalty at Asian Paints' discretion.

3

Year 20

Multiple daily deliveries operational. Dealers had stopped carrying

inventory and built their business models around Asian Paints' service

frequency.

4

Year 50

160,000+ dealers, 143 warehouses, 2,000+ trucks, 8-day working capital

cycle, and neighbourhood-level demand forecasting. Necessity had

become the primary competitive moat.



Case Study 2: The Supercomputer — Data Before Data
Was Strategy

The Investment Logic

In 1970, no business advisor would have recommended a paint company

spend ₹8 crore on a supercomputer. The decision was Choksey's, and its

logic was precise: if Asian Paints could forecast demand at the

neighbourhood-SKU level, it could run its supply chain with dramatically

lower working capital, offer dealers availability competitors could not

match, and price confidently.

The Compounding Advantage

A competitor starting today cannot close a 54-year data gapby buying the

same technology. Machine learning, modern demand sensing, and real-

time inventory management are all available off the shelf. What they

cannot access is 54 years of actual consumer behaviour data — granular,

consistent, validated against real purchase outcomes — that Asian Paints'

models have been trained on since 1970.

Asian Paints had a supercomputer 10 years before ISRO, 10 years before IIT Powai, and 21 years before any other Indian private company acquired

comparable technology. The competitive advantage was not the hardware — it was the institutional discipline to invest in data before data was a

strategy.



Case Study 3: Birla Opus—TheChallenger That Changed
theRules
In 2024, Grasim entered a mature oligopolistic market — where Asian Paints had held 50%+ share for decades — with the explicit intention of becoming

number two within five years. The strategy was not conventional new-entrant positioning.

01

Full-Scale onDayOne

Three of six factories operational at launch. Distribution in 1,000+ towns from

week one. 137 depots within twelve months.

02

Hiring from the Competitor

Mid-level managers and territory sales officers from Asian Paints brought

institutional knowledge of dealer relationships and regional demand

patterns.

03

Competing on theDealer Relationship

Higher margins, lower prices, foreign incentive trips, and premium

positioning deployed simultaneously at the exact same dealer network Asian

Paints had cultivated for decades.

04

Broader Product Portfolio

Over 2,300 colour shades at launch — more than Asian Paints' ~2,200. AI

visualisation tools, QR code traceability, one-year repaint warranty —

features unavailable from the incumbent.

d



Birla Opus: First-Year Outcomes
FY23/Pre-Entry FY25/Post-Entry
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Metric

The lesson for Asian Paints: a competitor with a parent company that has existing supply chain leverage, willingness to absorb multi-year losses, and a mandated long-term strategic commitment is a
categorically different challenge from the organic competition that Berger and Nerolac presented for decades.





Lesson 1: Build theDistribution BeforeYouNeed It

ThePrinciple

Asian Paints' direct-to-dealer model was built in the 1950s when the

company had no option — it was locked out of the wholesale system. By

the time the model's full strategic value became apparent, it had been

operational for decades and was structurally irreplaceable.

The Lesson

Companies thatwait to build distribution infrastructure until they need it

competitivelywill always find thatbuilding takes longer than the
competitive threat.Themost durable distribution advantages are built

incrementally, inmarket conditions that do not yet demand them, from

necessity rather than foresight.



Lesson 2: Data Is a DurableMoat— IfYouBuild It Before
It's Obvious

The 1970 supercomputer investmentwasmadewhen "data strategy"was not a business concept anyone used. The decisionwas operational: solve the

demand forecasting problem to run the supply chain better. The competitive consequence—54 years of proprietary demanddata—was not fully

understood at the timeof investment.

Moats are often built by solving operational problems, not by designing competitive strategy. Themost durable advantages are frequently

invisible at their inception.



Lessons 3–5: Occasion, Governance, andComplacency

Lesson 3: Move From Product to
Occasion

A consumer who trusts Asian Paints for their

walls has high propensity to trust Asian

Paints for their kitchen and bathroom — if

quality is there. The strategic question: how

far from the core product can the company

extend while retaining brand authority?

Lesson 4: Governance Requires
Active Defence

The 1997 ICI episode demonstrated that

founding family cohesion cannot be

assumed. When it fractured, a British

multinational was positioned to acquire a

foothold. The three remaining families acted

decisively and collectively. Governance

protection requires active coordination, not

passive trust.

Lesson 5: Monopolies Invite
Complacency

Six decades without a genuinely capitalised

challenger created organisational habits

built on the assumption of continued

structural advantage. Birla Opus' entry has

forced a recalibration. The principle is

universal: monopolies create conditions that

make incumbents systematically less

prepared for the day a serious challenger

arrives.





Five Remarkable Facts: Origins and Firsts

1
The Name Was Chosen at Random
"Asian Oil & Paint Company" was picked from a telephone directory in 1942. One of India's most valuable brand assets had no deliberate origin.

2
The Founding Garage Cost ₹75/Month
The company that today commands ₹2.5 lakh crore in market capitalisation began in a space that cost less than a daily lunch expense at its current Mumbai headquarters.

3
A Supercomputer Before ISRO
The CDC 6600 acquired in 1970 for ₹8 crore was India's first supercomputer — 10 years before ISRO, 10 years before IIT Powai, and 21 years before any other Indian private company
acquired comparable technology.

4
Gattu's Creator: The Common Man's Father
R.K. Laxman — whose "Common Man" character was the conscience of Indian journalism for five decades — designed Asian Paints' mischievous boy mascot in the 1950s. The
commercial and the cultural converged in one creative decision.

5
Continuous Market Leader Since 1967
58 years of uninterrupted market leadership — across multiple economic cycles, political regimes, and technological disruptions. Few companies in any sector anywhere in the
world can claim this.



FiveMoreRemarkable Facts: Culture, Competition, and Strategy

1
All Four Founders Were from Jain Families
Choksey, Choksi, Dani, and Vakil all came from Gujarati Jain business families. The Jain commercial tradition — conservative capital allocation, deep distributor relationships, community
trust — shaped the company's culture in ways that persisted for decades.

2
4–5x Nearest Competitor in Profits
Asian Paints earns approximately 4–5x the profits of Berger Paints, its nearest domestic competitor, despite Berger being a serious, professionally managed company. The supply chain
moat is the primary explanation.

3
Strategic Retreat From Asia and Europe
After loss-making operations in Malaysia, Hong Kong, Thailand, China, and Malta, Asian Paints made the disciplined decision to exit and concentrate on South Asia, the Middle East, and
Africa — geographies where its frugal engineering created genuine advantages.

4
Birla Opus Was Not the First New Entrant
JSW Paints (2019), Pidilite (2023), JK Cement (2023), and Astral (2024) all entered decorative paints before Birla Opus. Only Birla Opus had sufficient capital and distribution leverage to
materially dent Asian Paints' share. Severity depends on quality of capital, not number of entrants.

5
Akzo Nobel India Stake Exited in 2026
Asian Paints sold its entire 4.42% stake in Akzo Nobel India in 2026, raising approximately ₹734 crore. Akzo Nobel India was subsequently acquired by JSW Paints — further consolidating
the challenger's competitive position.





Timeline: 1942–1980
February 1942

Asian Oil & Paint Company founded in Gaiwadi, Girgaon, Mumbai. Garage rent: ₹75/month.
Name from telephone directory.

1945
₹3.5 lakh in revenue. Rudimentary coal furnaces, hand-stirring operations.

1952
₹23 crore annual turnover, but with a thin 2% PBT margin — the commodity challenge

clearly visible.

1954
Gattu mascot created by R.K. Laxman — the strategic shift from commodity to emotion
begins.

1967
Becomes India's leading paint manufacturer — a position held continuously ever since.

1970
Buys India's first supercomputer (CDC 6600) for ₹8 crore — 10 years before ISRO.

1978
First overseas subsidiary established in Fiji — the beginning of international expansion.



Timeline: 1980–2010

1980s
"Har Ghar Kuch Kehta Hai" tagline — brand repositioning from commodity

product to emotional expression completes.

1983
Nepal subsidiary established, deepening South Asian footprint.

1990s
Colour World tinting machine launched — thousands of shades now available at

the dealer level.

1997
Champaklal Choksey dies. ICI attempted acquisition blocked by three
remaining founding families. Choksey family exits with 13.7% stake.

1999–2002
First international acquisition (Sri Lanka). Oman JV with Al Hassan Group. 60%

stake in Egypt's SCIB Chemicals.

2004–2010
Malta subsidiary sold. Strategic exit from Malaysia, Hong Kong, Thailand, China
— discipline to concentrate on winning geographies.



Timeline: 2013–2026
2013–2015

Sleek International acquired (modular kitchens). Ess Ess bathrooms acquired. Kadisco
Paint, Ethiopia acquired. Home décor strategy crystallises.

2019–2023
Multiple new paint sector entrants: JSW Paints, Pidilite, JK Cement, Astral. None materially
dents Asian Paints' position.

2020
Beautiful Homes service and experiential studios launched — the home renovation

occasion play scales.

February 2024
Birla Opus launched by Grasim Industries with ₹10,000 crore. Six factories. 137 depots.
45,000–50,000 tinting machines.

FY25
Revenue -4.5%, profits -32% YoY. Asian Paints share falls from ~59% to ~52%. Steepest

decline in decades.

July 2025
Grasim/Birla Opus files CCI complaint alleging anti-competitive practices. Formal
investigation ordered.

2026
Akzo Nobel India stake exited (₹734 crore). FY26 stabilisation: revenue growth resumes.

Market cap ~₹2.5 lakh crore. 27 manufacturing facilities, 15 countries.



Risks 3–6: Execution, Commodities,Valuation, and
Regulation

HomeDécor Execution

The Beautiful Homes pivot requires competing against Livspace, Godrej

Interio, Hindware, and Kohler — specialists in their domains. The 8–

10% revenue target from décor by FY26 has been slower to materialise

than projected.

RawMaterialVolatility

Titanium dioxide (TiO₂) and petroleum-based solvents are the two

largest input cost lines. Both are exposed to global commodity cycles,

currency depreciation, and supply chain disruption that can compress

gross margins faster than price increases can be passed through.

PremiumValuationRisk

Asian Paints historically traded at 50–65x trailing earnings — justified by

monopoly profitability. With Birla Opus demonstrably denting share

and margins, the structural justification for a monopoly premium is

weakened. The stock fell from₹3,400 to ₹2,100 in FY26.

CCI Regulatory Risk

If the investigation finds merit in anti-competitive behaviour

allegations, consequences could include forced changes to dealer

incentive structures, financial penalties, and reputational damage —

each with uncertain timelines and magnitudes.



Market Share: Before and After Birla Opus

FY23 — The Stable Oligopoly

Asian Paints · 59%

Berger Paints · 13%

Kansai Nerolac · 10%

Akzo Nobel · 6%

Others · 12%

FY25 — Post Birla Opus Entry

Asian Paints · 52%

Berger Paints · 12%

Birla Opus · 10%

Kansai Nerolac · 9%

Others · 17%





KeyTakeaways for Strategists
Distributionbuilt fromnecessitybecomes the most durable moat — Asian Paints' dealer network was forced on them; it became irreplaceable

over 70 years.

Operational investments create strategic advantages— the 1970 supercomputer solved a logistics problem and built a 54-year data moat as a

side effect.

Brand repositioningmultiplies pricingpower— moving paint from commodity to emotional expression justified premiums that industrial paints

never could.

Governanceprotection requires active coordination— the 1997 ICI episode is a permanent lesson in the cost of assumed alignment among

founders.

Thenature of the challengermattersmore than thenumber— seven entrants came before Birla Opus; only one had the capital and distribution

to force genuine competition.



Asian Paints: 83 Years, One Enduring Truth
From a₹75/month garage in wartime Bombay to India's dominant consumer brand — built not through a single moment of brilliance, but throughdecades

of compoundingdecisions in distribution, data, and brand.

TheMoat Endures

160,000+ dealers. 54 years of proprietary demand data. An 8-day working

capital cycle. A brand that generations of Indian homeowners associate

with the aspiration of home. These advantages do not evaporate under

competitive pressure — they absorb it.

The Test Continues

Birla Opus has forced the first genuine reckoning in six decades. The

equilibrium market share, margin profile, and strategic posture that

emerges from this contest will define Asian Paints' next chapter — and offer

one of the most instructive case studies in Indian corporate strategy of the

2020s.





Legal Disclaimer
For Editorial, Research and Educational Use Only — Not Financial or Investment Advice

This document is prepared solely for editorial research, content development, and educational purposes. It does not constitute financial, investment, legal, or tax advice of any kind.

All information about Asian Paints Limited and its subsidiaries — including Berger International, SCIB Paints, Taubmans, APCO Coatings, Kadisco Asian Paints, Causeway Paints, Sleek
International, and Ess Ess Bathroom Products — and joint ventures including PPG Asian Paints and Asian Paints PPG has been compiled exclusively from publicly available sources, including
the company's own annual reports, investor presentations, exchange filings, earnings releases, press releases, and credible third-party media. No confidential, privileged, or non-public
information has been used or relied upon.

This document has no affiliation with and has not been reviewed, approved, or endorsed by Asian Paints Limited, Grasim Industries Limited, Berger Paints India Limited, Kansai Nerolac
Paints Limited, JSW Paints, PPG Industries Inc., or any entity referenced herein. The Asian Paints name, logo, brand names (Royale, Gattu, Beautiful Homes, Tractor, Apcolite, Sleek, Ess Ess,
Nilaya, Colour World, and others), and related trademarks are the property of their respective owners and are referenced purely for identification and factual reporting purposes.

Nothing in this document constitutes a recommendation to buy, sell, hold, or otherwise deal in any security, financial instrument, or investment product. Readers should not rely on this
document as the basis for any investment decision. Past performance of Asian Paints' stock, market share, profitability, or any other metric referenced herein is not indicative of future results.

References to the Competition Commission of India (CCI) investigation and allegations made by Grasim Industries/Birla Opus against Asian Paints are drawn from publicly filed documents,
published media reporting, and official regulatory disclosures. These allegations remain unresolved as of May 2026 and are presented for factual completeness, not as a determination of legal
liability.

The financial projections, analyst estimates, management guidance, and forward-looking commentary referenced in this document — including Asian Paints' home décor revenue targets,
margin guidance, and competitive market share projections — are drawn from publicly available sources and may differ materially from actual outcomes.

Any opinions, assessments, strategic observations, or forward-looking commentary in this document represent the author's independent editorial analysis based on publicly available
information. They do not represent the views of Asian Paints Limited, its management, its board of directors, or any regulatory authority.

Readers requiring financial, investment, legal, or tax advice should consult qualified professionals licensed to provide such advice in their jurisdiction.


