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Abstract: The food processing industry is one of the largest in India and is of huge significance because of its 

vital linkages and synergies between agriculture and industry. Socio-economic growth of rural India depends on 

small scale sector firms adapting marketing strategies from successful large scale firms, for sustainability and 

growth. Economic liberalization has opened up the export potential and rapid growth opportunities for the 

Indian food processing industry. To tap this growth potential two main issues should be addressed – a) quality 

b) brand image development. In this backdrop, an attempt has been made in this paper to undertake two case 

studies in the dairy sector to understand their market strategy of brand development based on quality and 

advanced technology.  
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I.   Introduction 

Economic liberalization has opened up the export potential and rapid growth opportunities for the Indian food 

processing industry, regarded as a “sunrise sector”. To tap this growth potential two main issues should be 

addressed – a) quality b) brand image development.  

 

II.   Context of the Study 

Present scenario of Indian agri-food industry 

India is the second largest producer of food (next to China) with natural advantages for producing a large variety 

of agricultural products. India has infinite opportunities for increasing the exports of processed food due to 

locational advantages. The challenge in this sector is to maintain the quality as per the international standards as 

that reflects in the branding of the food and agro-based products. Due to the diverse agro-climatic regions, India 

has plenty of agricultural resources; but the Indian food industry cannot capitalize on this due to insufficient 

infrastructural facilities, lack of technological sophistication, and lack of awareness about the importance of 

quality. This retards economic development and adversely affects social development.  

Present scenario of Indian milk and milk processing industry 

India is the world’s largest milk producer, contributing more than 13% of world’s total milk production. It is 

also the world’s largest consumer of dairy products, consuming almost 100% of its own milk production. Dairy 

products are a major source of cheap and nutritious food to millions of people in India and the only acceptable 

source of animal protein for the large vegetarian segment of Indian population, particularly among the landless, 

small and marginal farmers and women. Dairy industry is thus of crucial importance to our country. Dairying 

alleviates poverty and unemployment, especially in the rural areas in the rain-fed and drought-prone regions.  

The total amount of milk produced has more than tripled from 23 million tonnes in 1973 to about 121.8 million 

tonnes in 2010-11 [5]. The tremendous rise in milk production is primarily the fallout of the dairy farming 

policy reflected in Operation Flood. Following its success, the Government has set up a dairy processing policy, 

reflected in the Milk and Milk Products Order. Also, the Government uses a variety of import restrictions to 

protect its domestic dairy market. In the organized dairy industry, the cooperative milk processors have a 60% 

market share. The cooperative dairies process 90% of the collected milk as liquid milk whereas the private 

dairies process and sell only 20% of the milk collected as liquid milk and 80% for other dairy products with a 

focus on value-added products. 

The World Bank has ranked India as the fourth largest economy in the world based on purchasing power parity 

estimates [9]. India has the vastest domestic market in the world with over one billion consumers - a majority of 

whom are vegetarians with drinking of milk as habit. The untapped potential of the dairy sector is immense and 

opportunity to set up a new dairy venture is great.  

Export Potential 

Strangely, India’s share of dairy products in the global export is quite negligible. This is reportedly due to the 

sanitary and phyto-sanitary standards used by the developed countries [2][3]. The EU, USA and other countries 
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around the world, for instance, have imposed a new set of directives on import of milk products from India. 

Fulfilling these conditions require substantial investment [4]. To tap export potential of dairying sector, India 

needs to formulate a suitable export strategy by:   (i) adoption of international standards for production and 

processing of milk; (ii) increasing production through application of advanced technologies in the processing of 

dairy products; (iii) better and improved packaging; (iv) improving cold storage and transportation capacity, (v) 

developing an efficient export marketing network to optimize the production and exports; and (vi) setting up of 

more quality control laboratories for testing the quality of dairy products.  

Food quality and brand  

Rapidly increasing quality consciousness of consumers regarding food products, coupled with increasing 

disposable income, provides a huge market, mainly the untapped rural markets, for quality food products. These 

quality aspects are positively correlated with the branding of the organization.  

Agricultural and processed food products are dynamically growing areas for packaging and branding. Branding 

is necessary to create favourable emotional associations in the mind of the consumer thereby creating a distinct 

identity within the clutter of hundreds of labels, top of the mind recollect, favourable word of mouth, and 

ultimately inducing the customer to ask for products not as any commodity but by brand name. Branding in the 

food sector involves mainly focusing on health and quality, creating lifestyle brands, packaging, etc. The brand 

positioning strategy in the food sector must be based on emphasis on physical attributes mainly on quality 

perspective and enriching the brand with strong, non-functional values which add up to its reputation and image. 

Thus brand name creates a favourable perception in the mind of the consumer regarding need fulfillment, 

quality, image, etc. Therefore branding is deeply associated with the producer / marketer having essential 

quality assessments / certifications like HACCP, ISO 22000, etc. Successful brands are able to leverage its 

image for viral marketing, i.e., creating a “buzz”.  Thus, marketers are no longer dependent on elaborate 

advertising budgets. Rather they can focus on brand attributes and overall quality, thereby providing a product 

to the consumers, which is so satisfactory that they volunteer to be self-elected brand ambassadors. Thus, sales 

and profits follow automatically.  

 

III.   Purpose of the Study 

The main objectives of this paper are: 

1. To undertake the case study research method by selecting two  Indian organizations in the dairy sector 

to understand their market strategy of brand development based on quality and advanced technology  

2. To validate their marketing strategy, taking sales revenue and its growth as a measure of their brand 

development   

3. To estimate the fluctuations in their sales, their marketing standings and brand sustainability are 

evaluated  

 

IV. Methodology of the Study 

The present research uses case based research methodology considering two giant dairy firms of Eastern India, 

Mother Dairy Calcutta and Metro Dairy Limited, to understand the present status of the Indian Dairy sector and 

gain insights into the relationship between quality assurance and brand development. The techniques used 

include observation and unstructured, need-based interviews with top-level executives / decision-makers of the 

said organizations.  The financial performance of the two organizations for ten years during the time period 

1999-2000 to 2009-2010, has been considered to substantiate the success of their brand development strategy. 

This is basically reflected in the year wise sales growth i.e. compounded annual growth rate (CAGR) which is 

taken as a Brand Development Measure (BDM): r = [Sn/So] 1/n – 1, where, r is CAGR; So is the base year; Sn is 

the final year; n is the number of years between So and Sn. Standard error of the estimate in regression analysis, 

while regressing sales data for ten years on time is used to indicate the market volatility. Lower value of 

standard error indicates more stability with respect to the market, less fluctuation within the defined time period 

and a certain level of consistency.  

 

V.   Case Study 

Two case studies illustrate how Mother Dairy Calcutta [MDC] and Metro Dairy Limited [MDL] have 

consistently improved their product attributes (quality), which has created a strong brand image thereby gaining 

top-of-the-mind recall and favourable word of mouth. As a result, these companies now enjoy significant market 

shares.   

 

A.  Case Study: Mother Dairy Calcutta [MDC] 

Organization Profile: Mother Dairy Calcutta, a Govt. of West Bengal Project, was commissioned in 

December, 1978 with a capacity to process and market 4 lakh litres of fluid milk per day.  Initially, the 

management of the Dairy was entrusted with National Dairy Development Board (NDDB), who designed and 

installed the plant and also carried out the expansion project on turn-key basis. With effect from November, 
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1996 the Management of the Dairy has been handed over to West Bengal Co-operative Milk Producers’ 

Federation Limited. 

The Dairy Plant: State-of-the-art infrastructure and processes: The dairy produces and markets pasteurized 

and homogenized toned milk in bulk and polypouches, double toned milk, cow milk and full cream milk in 

polypouches. It procures wholesome fresh milk from different co-operative milk unions within and outside the 

State.MDC has sophisticated milk reception, storage, processing and despatch facilities. MDC also 

manufactures and markets milk products like Mishti Doi (Flavoured Yoghurt and Plain Yoghurt) having an 

installed capacity of 1500 kg. per day. The production technique developed by NDDB and adopted by the dairy 

includes preparation of mix by pasteurization of fresh milk and recombined milk from skimmed milk powder, 

addition of sugar, caramel, colour and flavour, use of freeze dried culture for Mishti Doi and those from 

National Dairy Research Institute, Karnal and manufactured in Canada, Denmark and France as Mother Culture, 

filling, sealing in cups in high speed packaging machines, incubation under controlled temperature and cold 

storing. Strict hygienic practice is followed in different stages of handling and production in the milk product 

section. It has started manufacturing “Paneer” from December 2005, with state-of-the-art technology and 

techniques and packed through modern and sophisticated packing machine.  

Strict adherence to quality: MDC adopts strict testing and quality assurance practices and programmes right 

from the stage of receipt through different steps of processing and packaging to the dispatch of finished products 

to the market, and also, that in the maintenance of quality in the field.  

Sophisticated machinery: Quality Control Laboratories in the Dairy as well as in the city office have 

sophisticated and costly testing equipments like 3 milkoscan machines, 2 lactostar machines and video 

microscope besides a host of other electronic equipments. Mobile Laboratory is used in the field to maintain and 

control quality milk at the outlets as well as to build consumers’ awareness. MDC has taken a strengthening 

programme and massive renovation activities of its plants, machineries, utilities and facilities by replacing old 

machines, upgrading existing ones and introducing process control.  

 

Quality Management 

 ISO certification: It helps an organization to establish a quality management system whereby needs of 

customers are taken care of in a cost effective way. MDC has been declared the first ISO 9002 organization 

in dairy industry in entire eastern India. It has got conversion to the latest of ISO 9001:2000. 

 HACCP implementation: Hazard Analysis and Critical Control Points (HACCP) is a certification process, 

where all identified critical points to production are taken care of enabling a safe food for customers. 

Mother Dairy is the only major dairy industry in eastern India with HACCP certification implying that it 

ensures total food safety to the consumers.  

 Quality inspections at every stage: Strict testing and quality assurance is maintained from the receipt of 

raw materials from villages through different stages of processing and packing to the dispatch of finished 

products to the market for use of the consumers. A well-equipped mobile laboratory in the field is used to 

maintain quality milk at outlets and to create awareness about Mother Dairy products to the consumers at 

their door steps.  

 Management tools and techniques: These are 5S (workplace management), Kaizen (small and continuous 

process improvement), TQM (all out effort to get efficiency), TPM (Structured Preventive Maintenance 

management), and small group activities like Quality Circles (Group work) to enhance business excellence 

for customers’ delight. 

 

Brand Development: The Mother Dairy concept 

The concept of the Mother Dairy was evolved as an integral part of the Dairy Development programme 

popularly known as “Operation Flood” launched in July 1970. The Delhi Mother Dairy was the first of its kind 

in India, embodying a new milk marketing concept oriented to the urban milk consumer. The Calcutta Mother 

Dairy is the second example of the system in the country. This unrelenting pursuit of quality has made it the 

undisputed leader in the milk market in the state of West Bengal. It was a long journey replete with obstacles 

and it has had to overcome them one by one. Procurement of good quality raw milk from rural milk producers 

was a real challenge. These factors and unhealthy competition particularly from the unorganized sectors affected 

its performance to some degree. Apart from focus on its impeccable quality of milk and milk products, dairy 

also undertook new relationship management development programmes to provide additional benefits to the 

milk consumers and for further improvement in the quality of its service. The primary focus is on all round 

quality. All its efforts are a part of its social responsibility to improve the socio-economic conditions of the rural 

milk producers. For more than 3 decades, MDC has been actively developing rural economy by milk 

procurement policy. This has helped protect the rural milk producers and their livestock from exploitation and 

has also helped preserve high yielding genetic stock. Mother Dairy lives by its ‘mantra’ of giving all its 

consumers ‘only the very best’. Thus Mother Dairy means healthy and happy lives to the people of West 

Bengal. A recent Brand Equity survey titled “Most Trusted Brands 2009” carried out by Nielsen, found that in 
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Kolkata, Mother Dairy was ranked as the 5th most trusted brand in the consumer products category and the 

number one brand for milk products. 

Sales turnover is a good measure for the estimation of organization performance and brand development as it 

not only considers the financial health of the organization but also the firm’s contribution to the development of 

society, since it includes the cost of labour, contribution to the GDP, stakeholders participating in the value 

chain. Here, standard error of the estimate is taken as measure of uncertainty in respect of the variables because 

it shows the degree of volatility of the respective market [7]. In the case of Mother Dairy, the CAGR value 

calculated is 4.2%. The year-wise sales data (Fig.1) and CAGR, clearly indicate the consistency of performance 

of Mother Dairy, leading to brand sustainability. 

Fig. 1. Yearwise Sales Revenue Growth of Mother Dairy Calcutta. 

[1999-2000 to 2009-2010] 

 
 

In the regression analysis the values of R square have turned out to be reasonably high. As we have suggested 

earlier, standard error of the estimate is taken as a measure of uncertainty in respect of the variables. [Refer 

Table 1].  

Table 1: Output of Regression Analysis 

Variable 
Unstandardized Coefficient 

R Square 
Adjusted 

R Square 

Std. Error of 

the Estimate Constant Time 

Sales Turnover 1628.157 67.047 .780 .756 124.3708 

Dependent variable: Sales Turnover (Rs. Crores); 

 Independent variable: Time (1999-2000 to 2009-2010) 

In the above case as far as market volatility is concerned, as derived from sales data, standard error of the 

estimate is very high. This indicates that Mother Dairy is facing a highly volatile market. Being a public sector 

organization, Mother Dairy Calcutta does not emphasize on advertisements and other forms of market 

communication aggressively. 

 

B.   Case Study: Metro Dairy Limited [MDL] 

Company Brief: Metro Dairy was launched in 1996 as India's first joint sector dairy project between Keventer 

Agro Limited and Government of West Bengal (Public Private Partnership model), under the aegis of the World 

Bank's Operation Flood III. Metro Toned Milk, the Company's flagship brand, is one of the leading packet milk 

brands in Bengal. Located at the Barasat campus, the dairy plant is one of Asia's most sophisticated. Perhaps its 

most noteworthy feature is the adoption of UHT (Ultra Heat Treated) technology in place of pasteurization, 

which retains the beneficial micro-organisms present in pure milk.  

The Dairy Plant: State-of-the-art infrastructure and processes: As shown in Table 2, the dairy uses the most 

sophisticated technology and equipment as available at the international level. 

 

Table 2: Main imported machinery in the Metro Dairy plant 
Milk Separator & Standardising 

Device 

Westfalia, Germany. 

Pasteuriser APV Baker, Denmark. 

Homogeniser APV Rannie, Denmark. 

Ice-cream equipment Gram, Denmark, and Schneider, USA. 

Compressor York, USA. 

Automatic Sack Slitter Beltyne, USA. 

Programmable Logic Controller Yasakawa, Japan. 

Automated online Quality Control 

System such as: 

 

Milko-scan Milk Analyser Foss Electric, Denmark. 
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Quality assurance: MDL banks on quality assurance to develop its brand image. Its focus on continuous 

process improvement is a result of its corporate strategy of maintaining customer loyalty through consistency, 

commitment and responsiveness to food safety and consumer health, affordability and availability. Quality in 

this dairy is not just adherence to certain pre-fixed specifications but it is a continuous development process. In 

order to achieve this, quality monitoring is embedded into the entire processing activity. The dairy plant is 

equipped with a sophisticated laboratory having the latest imported equipment, such as the Micro-processor 

based Milk Analyser or the bacteriological chamber for microbiological analysis, to name a few. 

Fig. 2. Yearwise Sales Revenue Growth of Metro Dairy Limited. 

[1999-2000 to 2009-2010] 

 
Brand development: From the inception Metro Dairy has built up a quality product image in the dairy sector in 

Kolkata market. Its promotions emphasize product quality and freshness. MDL consciously promotes its ice-

cream as Dairy Ice-cream as it uses fresh milk as ingredients, resulting in huge demand for the product 

compared to their competitors, and its pricing strategy also helps to increase market share.  A retail audit done 

by A C Nielsen [11] in 2006 (most recent study on the market share of individual manufacturers in the ice cream 

industry), indicated that Metro Dairy lead with 45 per cent market share, ahead of nearest competitors Kwality 

Walls (20.3 per cent), Rollicks (15.1 per cent) and Amul (6 per cent). The Hindu Business Line [11] reported in 

2011 that Metro dairy’s market share has dropped down to 40 percent in the face of increased competition from 

national players such as Mother Dairy, Amul, Kwality Walls and others but still retained market leadership. It 

has planned to nearly double its capacity to grab a bigger slice of the market pie. With this strategic objective, 

Metro Dairy has set up a new plant in the Malda Food Park at an estimated investment of Rs. 10 crore and will 

produce about 10,000 litres of ice cream a day. 

In this case study also, sales turnover is taken as a measure for the estimation of organization performance and 

brand development. In the case of Metro Dairy, the CAGR value calculated is 9.8%. The year-wise sales data 

(Fig.2) and CAGR, clearly indicate the consistency of performance of Metro Dairy, leading to brand 

sustainability. In the regression analysis the values of R square have turned out to be reasonably high. As we 

have suggested earlier, standard error of the estimate is taken as a measure of uncertainty in respect of the 

variables [Refer Table 3]. 

Table 3: Output of Regression Analysis 

Variable 
Unstandardized Coefficient 

R Square 
Adjusted 

R Square 

Std. Error of 

the Estimate Constant Time 

Sales Turnover 78.088 
 

11.673 0.973 0.970 6.824 

Dependent variable: Sales Turnover (Rs. Crores); 
 Independent variable: Time (1999-2000 to 2009-2010) 

 

 In the above case as far as market volatility is concerned, as derived from sales data, standard error of the 

estimate is very low. This indicates performance of the Metro Dairy is quite consistent for the last decade.  

     

VI. Conclusions Drawn from the Case Studies 

These two Kolkata-based Dairies are shining success stories, whose strong brands have earned them significant 

market shares and customer loyalty. The qualitative findings seem to emphasize a positive correlation between 

quality improvement and brand image development. The revenue growth for the last decade for both of them 

supports the qualitative findings. A fluctuation in sales that has been revealed by the regression analysis is more 

in the case of Metro Dairy than Mother Dairy. It indicates the success of aggressive marketing strategy of Metro 

Dairy highlighting its high technology based quality product. On the other hand, Mother Dairy has found itself 

restricted by its rigid organization and has not been able to adequately focus on promotional efforts to highlight 

its technological sophistication and high quality, as much as necessary in a highly competitive market. Thus, in 

the food sector, quality aspects as well as promotion of the same are the key factors for brand image 
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development. The growth of milk sector is also related to socio-economic growth of rural people. Therefore 

development of quality of milk products also fulfils the social responsibility of businesses. India has a growing 

population having increasing access to education. Therefore, the populace is gradually shifting from the 

unorganized sector to organized dairies and branded milk products. 
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