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ABSTRACT

Soap is used in every-day life and hence it needs to purchased, thus people choose brands that are in vogue. The
soap industry has many brands and these brands have their market share. The market share is to be analyzed for
understanding the industry in general. This paper is to understand how the industry makes-its moves in terms of
progress and competition. It’s a competitive market. It’s a product with less margins. It is categorized as fast
moving consumer goods. This segment needs good distribution set up. A good- distribution means deep
penetration in both urban and semi urban areas. Rural markets are also to be entered and hence rural markets
have its own challenges in terms of branding, language as well as pricing. This paper is to attempt to study four
brands of soaps selling in India. The brands that are selling good- in quantity make the difference. This paper is
an industry analysis case study paper. This encompasses various aspects like branding, pricing, consumer
behavior, critical thinking, new product development, launching of new products and many more.

Key words: Consumer behavior, product packing, new products, development of new markets, pricing,
distribution network, retailers, dealers, consumer offers, product launch.

1L.INTRODUCTION: The Indian soap industry stands as one of the most dynamic and competitive segments
within the Fast-Moving Consumer Goods (FMCG) landscape. With roots tracing back to the early 19th century,
this sector has evolved from basic hygiene products to an expansive market driven by innovation, branding, and
consumer preferences. Soaps, once a luxury, have now become an essential part of daily life across all socio-
economic classes, propelled by rising awareness of personal hygiene, increased disposable income,
urbanization, and aggressive marketing. India, being the second-most populous country in the world, presents a
vast and diverse market for soap manufacturers. The industry is broadly segmented into premium, mid-range,
and economy categories, catering to a wide spectrum of consumers. It also includes various product types such
as beauty soaps, health soaps, herbal and ayurvedic soaps, and medicated variants. Major players like Hindustan
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Unilever, Godrej Consumer Products, Wipro Consumer Care, and ITC dominate the space, while regional and
niche brands continue to innovate and disrupt. In the context of the Indian FMCG sector, which is among the
fastest-growing sectors in the economy, the soap industry contributes significantly to revenue and volume. With
increasing consumer focus on health, wellness, and sustainability, this industry is witnessing a shift toward
natural ingredients, eco-friendly packaging, and digital engagement. This analysis explores the structure, key
drivers, challenges, competitive landscape, and emerging trends shaping the Indian soap industry, providing
valuable insights into its current state and future prospects within the broader FMCG framework. Soap industry
is highly competitive. It is small in pack and it is used daily. Soap is critical to make major decisions in terms of
which brand to buy for the family. Some customers are loyal to one brand only. They would buy only one brand
regularly. Some customers choose to find variety and make their choices. Hence brand memory in the minds of
customers while buying is important.

Table No: 1 Overview of Indian Soap Industry-2023

ASPECTS DETAILS SOURCE

i Approx. 330,000 Crore (USD ~4 Market Research Future
Market Size (2023) Billion) (2022), IBEF (2023)
CAGR (2020-2025) 9% — 11% KPMG India (2021),

Deloitte India (2021)

Bathing Soaps, Toilet Soaps, Herbal/
Ayurvedic Soaps

Nielsen India (2020),

Key Segments Mintel India (2021)

HUL, P&G, Patanjali, Godrej
Consumer Products

Company Annual Reports

Major Players (2022-23)

Nielsen India (2020),
Economic Times Brand
Equity (2022)

Rural Market Contribution | 40% of total soap sales

Urban Market
Contribution

Nielsen India (202
60% of total soap sales Joien Jadia (79 N

Hygiene & Antibacterial, Beauty & Gupta (2018),

Consumer Preferences

Moisturizing, Herbal

Radhakrishnan (2021)

Distribution Channels

Traditional Retail, Modern Trade, E-
commerce

EY India (2021), Market
Research Future (2022)

Growth Drivers

Rising hygiene awareness, Increasing
disposable income, Digital penetration

KPMG India (2021),
Deloitte India (2021)

Intense competition, Price sensitivity,

Roy & Banerjee (2018),

Challenges
g Regulatory norms Bansal & Mehta (2022)
Source: Compiled by Author
[JCRT2507051 International Journal of Creative Research Thoughts (IJCRT) www.ijcrt.org a535


http://www.ijcrt.org/

www.ijcrt.org © 2025 IJCRT | Volume 13, Issue 7 July 2025 | ISSN: 2320-2882

2. OBJECTIVES OF THE STUDY:
The following are the objectives of this industry analysis:

(1) To remember and understand various concepts of brand building
(2) To analyze and compare various brands

(3) To apply new techniques that are used by companies

(4) To Create a new concept that can be implemented by companies

3.COMPANIES UNDER STUDY:

3.1 Hindustan Unilever Limited (HUL): HUL is a market leader in India’s personal care and soap segment. It
has a wide range of products catering to various consumer segments (mass to premium). Studying HUL
provides insights into branding, product differentiation, rural penetration, and sustainability practices. The
flagship soap brands are Lifebuoy, Lux, Dove, Pears, Lux, Hamam, Liril. It is headquartered in Mumbai, India.
It dominates the Indian Soap market, offers both mass- market and premium, segments. Strong focus on
hygiene and sustainability Branding strategies, rural penetration, product innovation and customer segmentation

[1].

3.2 Procter & Gamble (P&G): P&G is a global player with a legacy in consumer goods. Though its soap
segment is limited in India, globally it has played a role in shaping hygiene and product innovation. Useful for
analyzing global trends and R&D orientation, Flagship Soap Brand: Camay (historical), Safeguard (global),
Headquarters: Cincinnati, Ohio, USA, Multinational with global operations. Focus on dermatologically tested
and antibacterial soaps. Highly integrated marketing campaigns. Scope for Study: Global branding, product
lifecycle management, digital marketing in FMCG[2].

3.3 Godrej Consumer Products Limited (GCPL): GCPL is known for strong domestic presence, affordability,
and rural market penetration. It also has a presence in international markets (especially Africa), which helps in
understanding emerging market strategies. Flagship Soap Brands: Cinthol, Godrej No.1 Headquarters: Mumbai,
India, Key Highlights: Strong presence in India and emerging markets. Cinthol is positioned as a lifestyle soap
brand. Focus on affordable pricing and youth-centric branding. Scope for Study: Regional market strategy,
brand repositioning, use of celebrity endorsements[3].

3.4 Patanjali Ayurved Ltd: Patanjali represents the Ayurvedic and herbal product segment. Including it allows
you to study consumer preference shifts toward natural and traditional alternatives, and the impact of
nationalistic branding. Flagship Soap Brands are Patanjali Neem Kanti, Haldi Chandan. It is Headquartered in
Haridwar, India Key Highlights are it emphasizes Ayurvedic and natural ingredients. Appeals to health-
conscious and traditionalist consumers. Fast-growing player disrupting the FMCG space[4].

4.ORGANIZATION CULUTRE: Organizational culture in the FMCG sector is a critical driver of business
success, given the industry's fast-paced, consumer-centric, and highly competitive nature. In India, FMCG
companies operate in a rapidly evolving market where adaptability, innovation, and speed are essential[5]. The
culture within these organizations often reflects these priorities. It is performance-driven and target-oriented.
Indian FMCG companies typically foster a performance-oriented culture. With aggressive sales targets, tight
deadlines, and frequent product launches, employees are encouraged to be result-focused and proactive[6].
Metrics and KPIs (Key Performance Indicators) drive individual and team performance. Innovation and Agility
is the key thought process due to the ever-changing consumer preferences, FMCG organizations promote
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innovation at all levels—from product development to marketing and distribution[7]. The culture supports
agility, encouraging quick decision-making and experimentation, especially in response to market feedback and
competition. It is customer-centric approach. The heart of FMCG lies in the consumer. Most companies embed
a customer-first mindset across departments[8]. Employees are trained to understand evolving customer needs
and translate insights into actionable strategies for branding, product design, and communication. Generally
very collaborative and cross-functional teams bring in success in FMCG. It often requires cross-functional
collaboration. Teams from marketing, sales, R&D, supply chain, and finance work closely, creating a culture of
open communication, mutual respect, and shared ownership of results. Youthful and Dynamic Workforce as
many FMCG companies hire fresh graduates from top B-schools, bringing youthful energy and digital
savviness to the workplace[9]. The organizational culture is often vibrant, competitive, and conducive to
learning and growth. Learning and Leadership Development there is a strong emphasis on leadership
development and continuous learning. Leading firms like HUL, Nestlé, and ITC invest heavily in structured
training programs, rotational assignments, and talent development initiatives to build future-ready leaders.
Ethical and Responsible Business Practices As sustainability and corporate responsibility gain importance,
FMCG organizations in India are embedding ethical practices, environmental consciousness, and social impact
into their cultural fabric. Companies are moving toward sustainable sourcing, eco-friendly packaging, and
community engagement[10]

Table No: 1 MARKETING ANALYSIS MATRIX — SOAP INDUSTRY (INDIA)

Godrej
Parameter Hindustan Procter & Patanjali Consumer
Unilever (HUL) | Gamble (P&G) Ayurved Products
(GCPL)
Lux, Lif f N Kanti . .
Key Soap ux, Lifebuoy, Sa_ eguard eem anti, Cinthol, Godre]
Brands Dove, Pears, (Limited soap Haldi Chandan, No.1
Hamam, Liril presence) Herbal Soap '
L Price-sensitive, Youth-(Cinthol),
. Health-conscious .
Target Segment | Mass + Premium Ayurveda- Value-conscious
urban consumers . o
oriented masses | families (No.1)
Hygiene Herbal Freshness &
(Lifebuoy), Antibacterial A urvédic Energy (Cinthol),
Positioning Beauty (Lux), protection for y . Purity &
o . Swadeshi -
Moisturizing families identit Affordability
(Dove) y (No.1)
Diversified Nationalistic -
taraeting with Hvaiene and tone, low-cost Aspirational
Marketing geing YOIere advertising, (Cinthol), Family
emotional + scientific health : .
Focus functional messagin personality value branding
aopeals ging branding (Baba | (No.1)
PP Ramdev)
High-spend on L .
+
Promotion TV, digital, ;;g ("f:if:;";';a :;imi’og’ | TV.digital
Channels influencer . P g yod lifestyle branding
. campaigns) events
campaigns
Distribution Urban + Deep Strong urban, Own retail + Urban, semi-
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Strategy Rural (Project limited rural kiranas + rural urban, e-
Shakti) push commerce
Digital High (|_nteract|ve Growing, less Moder_ate to high
Engagement campaigns, Moderate iteractive (especially
gag influencers) Cinthol online)
Broad pricin Low-price Value-based
Pricing Strategy 10 top rem?um) Mid-premium stratep (No.1), Mid-
P 9y range (Cinthol)
Broad pricin Low-price Value-based
Pricing Strategy 210 top rem? m) Mid-premium stratep (No.1), Mid-
P Y 9y range (Cinthol)
. Brand portfolio | Global trust, Herbal & Legacy brands
Unique . Ayurveda . .
diversity, deep health-based . with strong mid-
Strength . dominance, cost
market reach niche segment appeal
advantage

Source: Author’s own findings

5. LITERATRUE REVIEW: The Indian soap industry, a vital component of the FMCG sector, has been
extensively studied for its market dynamics, consumer behavior, and brand strategies. According to reports by
Nielsen and KPMG, the Indian FMCG market is expected to grow steadily, with the personal care segment,
especially soaps, maintaining significant market share due to rising hygiene awareness and population growth.
Scholars such as Gupta (2018) and Sharma (2020) have emphasized the role of segmentation and brand
positioning in influencing consumer purchase decisions[11]. Their studies reveal that health-conscious
consumers tend to prefer germ-protection soaps like Lifebuoy and Safeguard, whereas brand-conscious users
are drawn toward premium offerings such as Dove and Cinthol. Further, rural market penetration strategies
have been identified as critical to growth, particularly in studies focusing on the success of HUL’s Project
Shakti and Patanjali’s Ayurvedic branding. Recent literature also explores the shift in consumer preferences
toward natural and herbal products, fueled by growing concerns over chemical ingredients and skin sensitivity.
Authors like Radhakrishnan (2021) and Bansal & Mehta (2022) observe that this shift has opened space for
brands like Patanjali and Godrej No.1 to gain market share by offering affordable, herbal-based soaps.
Additionally, digital transformation in FMCG marketing has been a recurring theme, with digital advertising,
influencer campaigns, and e-commerce platforms influencing brand visibility and purchase patterns. Studies
now also highlight the role of sustainability, ethical sourcing, and eco-friendly packaging as emerging factors
impacting consumer loyalty in the soap category[12]. Overall, the literature suggests that adaptability, value

6. MODEL OF STUDY: The present study on the Indian FMCG soap industry adopts a conceptual framework
that examines the interplay between market factors, consumer behavior, brand strategies, and industry
performance. The model identifies the following key constructs, Market Factors which Includes market size,
growth rate, segmentation (urban vs rural, herbal vs non-herbal), distribution channels, and competitive
intensity[13]. Consumer Behavior which Focuses on consumer preferences, purchase motivations (hygiene,
beauty, herbal), price sensitivity, brand loyalty, and digital engagement, brand strategies that encompass product
positioning, pricing strategy, promotional activities (traditional and digital), rural marketing initiatives, and
innovation (e.g., herbal and sustainable products), industry performance is Measured in terms of market share,
sales growth, brand equity, and consumer satisfaction[14].
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Market factors: Market Consumer Behavior: Brand Strategies: Product

A
A 4

size, Growth rate, Preference, Purchase positioning, loyalty &
Segmentation motivation Digital Engagement

:

Measured in terms of Market share, Sales growth,
Brand Equity and Consumer satisfaction

Fig No: 1 Model that depicts the connectivity of various vectors

Source: Author’s own Understanding
7. SWO T ANALYSIS:

S-Strengths: High Demand and Consumption Soap is a basic hygiene product with consistent demand across
urban and rural areas. Strong Brand Presence Dominated by established players like Hindustan Unilever (Lux,
Lifebuoy), Godrej (Cinthol), Wipro (Santoor), and ITC (Vivel). Diverse Product Range Variety of soaps
catering to different price points, ingredients (herbal, medicinal, beauty), and skin types, wide Distribution
Network Robust supply chain and retail presence in both urban and rural markets. Growing Awareness of
Hygiene COVID-19 and government campaigns (like Swachh Bharat Abhiyan) have increased hygiene
consciousness[15].

W-Weaknesses: High Competition and Price Sensitivity Fierce competition among brands often leads to price
wars and reduced margins. Dependence on Rural Market for Volume Though lucrative, rural markets are
vulnerable to agricultural income and seasonal variations. Limited Differentiation Most soaps offer similar
benefits, making product differentiation a challenge. Supply Chain Vulnerabilities Fluctuations in prices of raw
materials like palm oil and packaging materials can impact profitability[16].

O-Opportunities: Premium and Organic Product Segments due to rising urban incomes and health
consciousness drive demand for natural, herbal, and luxury soaps. The export potential Indian-made herbal and
Ayurvedic soaps have good demand in global markets, especially among the Indian diaspora. E-commerce and
D2C Channels Digital platforms provide scope for new entrants and existing brands to reach wider audiences
directly. Customization and Innovation Opportunity for brands to offer personalized products or functional
soaps (e.g., anti-acne, moisturizing, anti-aging).

T-Threats: New Entrants and Niche Players Start-ups and Ayurvedic brands (like Patanjali, Khadi,
Mamaearth) pose a threat to traditional FMCG giants. Changing Consumer Preferences Shift towards liquid
soaps, shower gels, and body washes can reduce bar soap market share. Regulatory Challenges Stricter
guidelines on ingredients and environmental norms (related to packaging and waste) can impact manufacturing.
Inflation and Input Cost Rise Raw material cost volatility and inflation can affect pricing strategy and consumer
purchasing power.

8.INFERENCE: The Indian soap industry, as a key segment of the FMCG sector, remains robust and resilient,
driven by basic hygiene needs and brand loyalty. Established brands have successfully built deep market
penetration, particularly in rural areas, where volume-based sales continue to dominate. However, the industry
is at a critical transition point due to changing consumer preferences, rising health consciousness, and
environmental concerns. Strengths like high demand and strong distribution networks ensure that soap remains
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an essential commodity. However, weaknesses such as high competition and low differentiation hinder brand
growth unless supported by innovation. The opportunities emerging from the premium, organic, and digital
segments offer significant growth potential for both existing players and new entrants. Nevertheless, the
industry faces threats from evolving consumer behavior, cost inflation, and disruptive entrants focused on
sustainability and personalization. Strategic Implication: To sustain and grow in this evolving landscape,
Indian soap manufacturers must:

(1) Innovate with natural, eco-friendly, and dermatologically safe products.

(2) Leverage digital marketing and e-commerce platforms for better reach.

(3) Expand exports by promoting Indian-origin Ayurvedic and herbal products globally.

(4) Invest in R&D for product differentiation and sustainability.

(5) Adapt pricing strategies to counter raw material price fluctuations without compromising quality.

9. CONCLUSION: The Indian FMCG soap industry stands as a vital and evolving segment within the broader
consumer goods market. Rooted in everyday necessity, it benefits from consistent demand, deep market
penetration, and strong brand legacy. However, the industry is currently navigating through a period of
transformation shaped by changing consumer preferences, rising demand for natural and organic products, and
increased environmental awareness. While traditional bar soaps continue to dominate, there is a marked shift
towards premium, customized, and eco-friendly alternatives, especially among urban consumers. The increasing
role of e-commerce, digital branding, and direct-to-consumer (D2C) models offers lucrative growth avenues for
both established and emerging players. To remain competitive, companies must go beyond conventional
strategies by focusing on Innovation in product formulation, Sustainable practices, Strategic pricing, Enhanced
consumer engagement.
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