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Established in 1910 as Imperial Tobacco Company, ITC Limited has transcended into
India’s largest and most diversified company [1] From its humble roots in its
traditional tobacco industry, ITC diversified its product portfolios across categories,
from FMCG to agribusiness, paperboards, hotels, and information technology [2].
ITC has successfully handled its immense list of offerings due to the tough and ever-
changing character of strategic planning; every business line is planned and
coordinated with the company’s profitability and long-term growth targets.

ITC’s evolution from a tobacco-based business to a diversified conglomerate
necessitated a meticulous reconsideration of its business segment in different markets,
such as high-margin and low-margin segments [5]. It was aware that its tobacco
business was solid and highly profitable, it had focused all its energies on establishing
new future-increasing companies like FMCG, agribusiness, and hospitality [2].

This enabled ITC to leverage its financial muscles in the tobacco business and yet
venture into newer domains. For example, FMCG is where ITC made a very bold
move because the market was controlled by behemoths like Hindustan Unilever,
Nestle, and Britannia [3]. However, ITC ventured into the market with a long-term
vision and invested heavily in branding, product development, and distribution
channels to create a niche in different subcategories of FMCG [7].

Entering the FMCG market was challenging as the existence of big brands saturated
the food market. Nevertheless, ITC noted that there was increased demand for
packaged snacks, biscuits, ready-to eat food, and staples [6].

Foray into the branded staples segment was initiated with “Aashirvaad” flour in 2002
as part of its FMCG business [4]. ITC discovered that the flour segment was a
category where consumer demand was strong and brand penetration was relatively
low. ITC brought “Aashirvaad” to Indian homes in millions with a wide
distribution reach
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network and investment in the new manufacturing units. It diversified into spices,
salt, and instant mixes soon to establish the brand as a household name. Aashirvaad is
currently the market leader in flour and contributes substantially in ITC’s FMCG
revenues [7].

The success of ITC’s Aashirvaad also opened up opportunities for investments in the
FMCG space, which subsequently resulted in the launch of “Sunfeast” in biscuits and
“Bingo!” in snacks [4]. Both brands were created to be positioned in specific
consumer segments, and ITC always invested heavily in aggressive advertisement
campaigns and innovative product concepts that enabled it to gain a competitive edge
in the market.

ITC’s consumer goods business was one of the fastest-growing parts of the business,
and the company saw a huge potential to work closely with its agribusiness unit [3].
ITC’s agribusiness started just as an intermediary in the sale of agricultural products,
but subsequently, it integrated its supply chain with its FMCG and paperboard
businesses to streamline efficiency and standardisation. The idea is perfectly
illustrated through the e-Choupal is an ITC initiative that was started in the early
2000s [1]. It set up internet kiosks in rural India and gave the farmers real-time
information, market intelligence, weather, and sound agronomic practices. ITC may
have developed a rapport with such farmers; therefore, it would have been able to
maintain a reliable supply of high-quality farm produce while having a very beneficial
influence on rural society growth.

Through the utilization of e-Choupal network data and insights, ITC was able to
optimize its sourcing and product development strategies. By ensuring that fresh fruits
and vegetables were available to its FMCG companies for the production of products
like Sunfeast biscuits, Bingo! snacks, and Aashirvaad flour, IIC’s e-Choupal initiative
directly catered to their needs [7]. It was a competitive advantage in the FMCG
industry since it retained most of the control over quality and cost-effectiveness. By
combining agribusiness with FMCG and paperboards, ITC increased its profitability
and gained a significant competitive advantage in those markets. ITC became a
mainstay in growth and revenue diversification thanks to the FMCG and agribusiness
segments, but the hospitality division stood out as a differentiator that shaped the
personality of the brand [2].

Over time, ITC’s hospitality portfolio grew to include premium and luxury hotels
which was recognized as one of India’s leading hospitality markets [1]. Despite being



94 Strategic Insights from Indian Corporates — Management Real-Life Case Studies

capital-intensive, ITC Hotels enabled the business to raise the prestige of its brand
and serve a high final clientele. ITC approached the hospitality market with eco-
friendly procedures and product sourcing in a sustainable-luxury manner. ITC Hotels
was able to differentiate itself from rivals in the luxury hotel market by establishing a
distinctive brand position in this manner. Additionally, by branding ITC-labelled food
items in hotel dining experiences and subtly enhancing guests’ brand recall, ITC
Hotels and the FMCG businesses were able to further synergize. Although hospitality
never generated income for ITC, it added strategic value by reintegrating
sustainability, luxury, and quality into all ITC brand segments.

ITC explains why strategic foresight is crucial for the effective management of a
diversified portfolio [5]. Once more, it appears that this is not possible without strong
strategic foresight and market positioning. As a result, it has been able to increase its
footprint in a few diverse industries, such as paperboards, agribusiness, hospitality,
and FMCG, by carefully analysing each business segment and its underlying
potential. ITC has become one of the top conglomerates in India thanks to its long-
term thinking, investments in industries with strong growth, and use of cross-segment
synergies. The strategic approach improved brand equity, operational resilience in the
erratic market, and ITC revenue stream diversification.

ITC’s journey from a tobacco-focused business to a multi-sector conglomerate is
evidence of the effectiveness of strategic portfolio management, which guaranteed
long-term growth and relevance in India’s rapidly evolving economy [1]. ITC keeps
reinventing itself, staying competitive in various markets, and adapting to shifting
consumer demands and worldwide trends by pursuing quality, innovation, and
consumer trust.
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