
 

C A S E   S T U D Y 

Strategy for a Generational Jeweller 

What jewellery means in India, how the category’s brands talk about it, and four routes for a 
family house facing organised retail. 

7 ways of relating to jewellery, drawn from cultural sources 

8 recurring devices in mass retail communication 

6 oppositions separating mass retail from premium boutique 

4 routes, each aimed at a different tier of competition 
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Foreword & Context 

The most prized piece of jewellery in the West is the diamond engagement ring, a concept 
manufactured almost entirely by an advertising campaign written for a single supplier in the 
1940s. In stark contrast, India’s attachment to precious stones and gold has ancient, 
profound, and deeply uncommercial roots. It traces back through mythological events like 
the Samudra Manthan, through temple rituals like the shringara that actively brings a murti 
to life, and through the deeply held cultural belief that a stone inherently chooses the 
person who wears it. 

A brand can either rent a superficial meaning or stand firmly on a legacy it already holds. 
Our client, a family house with four generations of history, had been sitting on immense 
cultural capital without ever articulating it out loud. Meanwhile, organized national chains 
were aggressively expanding, backed by massive corporate budgets and capturing 4-5% 
of revenue a year specifically for marketing. 

The Mandate 

The client held a strong position within a specific community and city, but the landscape 
was rapidly shifting. Large organized national chains were establishing massive storefronts 
and penetrating smaller cities at breakneck speeds. Furthermore, the client's brand name 
had come to be shared across a number of independently run family outlets, severely 
limiting the impact of any singular marketing effort. 

The core question posed to us was existential: What should the business become? To answer 
this, we had to determine the exact cultural and commercial trade-offs of a jewellery brand 
in India and identify which of these foundational pillars the client inherently possessed. 
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Methodological Framework 

Our research was built from five distinct source streams, designed to separate cultural truth 
from market noise: 

01   Cultural Sources 

We conducted deep readings of mythology, temple rituals, classical dance, and 
wedding customs to understand the true, historical meaning of adornment in the 
Indian context. 

02   Industry Data 

We performed a macro analysis of the published data on the Indian gems and 
jewellery sector, focusing on formalization policies, market size, and aggressive growth 
forecasts. 

03   Category Communication 

We executed a comprehensive audit of brand architectures, store formats, and 
campaigns from both mass national chains and premium boutique houses trading in 
major metros. 

04   Competitive Set 
We analyzed three distinct tiers of competition – local generational houses, national 
retail brands (e.g., Tanishq, Kalyan, Reliance Jewels), and online lightweight jewellery 
brands. 

05   Adjacent Categories 

We examined case studies of other traditional Indian trades that successfully 
formalized and reorganized around a central brand within a decade. 

While industry data provided the structural and economic context, the cultural material 
carried the heaviest analytical weight, revealing the deeply specific meaning of jewellery 
to the Indian buyer. 
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Analytical Moves 

01   Reading for Meaning Before Market Share 

We deliberately prioritized cultural meaning over simple market data. We discovered 
that in Indian mythological material, stones are viewed as divine ordination rather than 
geology – possessing a degree of sentience and acting as rewards for difficult 
journeys. Adornment is an active, spiritual process (activating the chakras of a bride), 
not just a passive aesthetic choice. 

02   The Control Case and Cultural Moats 

We contrasted Indian source material against the Western diamond engagement ring. 
This allowed us to separate manufactured corporate meaning (which requires endless 
marketing spend to maintain) from deeply rooted cultural practice (which sustains 
itself). This proved the client’s historical assets were innate, highly resilient, and 
essentially free to leverage, unlike their corporate competitors. 

03   Code Extraction over Standard Positioning 

We analyzed competitor advertisements not for their superficial positioning, but for 
underlying semiotic codes. We found 8 recurring devices (e.g., the blessing of elders, 
fertility, fashion, continuity) and mapped 6 oppositions (e.g., accessible vs. codified, 
mass-produced vs. handcrafted, discount-driven vs. product-driven). This matrix 
defined the exact strategic playing field. 

04   Splitting Brand vs. Retail – Exposing the Contradiction 

We exposed a massive, exploitable contradiction in the national chains. Their soaring, 
emotionally weighted brand films around weddings fundamentally contradicted their 
cheap, discount-driven seasonal retail campaigns (borrowed from fast food and 
e-commerce). This visible dissonance provided a strategic wedge for a challenger 
brand to offer true, consistent premium authenticity. 

05   The Tripartite Household Dynamics 

We modeled the buyer not as a single individual, but as a household with three distinct 
roles experiencing friction. The youngest generation (often educated abroad) acts as 
the taste-maker and wearer; the parents hold the capital and make the ultimate 
decision while balancing desires; and the grandparents act as the guardians of 
tradition. A successful brand message had to clear all three veto points simultaneously. 
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Strategic Architecture & Outcomes 

The study culminated in four distinct, highly detailed strategic routes. Each route was 
meticulously pinned to a specific tier of competition and evaluated against the client’s 
unique operational and familial constraints. 

•   Route 1 (The Lightest Route) 

Revitalize the existing brand to contest the first tier (generational houses), bringing it up 
to the standard the modern category expects without massive structural overhaul. 

•   Route 2 (The Heavy Expansion) 

Create an entirely new retail brand under a broader house structure to directly battle 
the second tier (national chains). We presented this as a sequential evolution from 
Route 1. 

•   Route 3 (Digital Disruption) 

Enter the third tier, focusing exclusively on the online lightweight jewellery segment to 
capture younger, lower-ticket buyers. 

•   Route 4 (Boutique Exclusivity) 

Bypass the traditional tiers entirely and focus strictly on ultra-high-net-worth direct 
relationships, functioning as a bespoke patron of tradition. 

Crucially, all four routes were built on a shared, unified foundation: the warmth of a 
generational jeweller combined with the consumer experience of a modern retailer. This 
ensured that foundational brand work was never wasted, regardless of the chosen path. 

To drive a definitive decision, we scored each route objectively on relative financial 
investment, required new organizational skills, implementation time, future relevance, and 
the potential for internal family conflict. Some routes scored brilliantly on commercial merit 
but failed on the likelihood of family agreement. By laying out these exact costs, 
competitive tiers, and internal difficulties, we allowed the client to make a grounded, 
realistic choice about their generational future. 
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