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Executive Summary

Reliance Consumer Products Limited (RCPL), the FMCG arm of Reliance
Industries Limited, launched Waggies — India's most aggressively priced
branded pet food — on November 19, 2025, in Bengaluru.

Waggies made its entry in India’s Pet Foods’ market valued at
approximately USD 0.87-0.98 billion (INR ~8,000-8,500 crore) in 2025 and
is growing at 11-18% annually.

Six months post-launch, Waggies has demonstrated strong strategic momentum: it has been
officially scaled by Reliance Retail in early 2026, is available on JioMart reaching millions of
households, and is rolling out through semi-urban general trade channels across southern and
central India. No specific revenue or market share figures have been publicly disclosed,
consistent with Reliance's practice of not reporting individual sub-brand financials.

The core strategic thesis — democratizing pet nutrition through the 'Jio
Playbook' of aggressive pricing and distribution scale — is well-established
in its positioning. The critical question for 2026—27 is whether Waggies can
convert India's estimated 80% of pet-owning households still feeding home-
cooked meals into branded commercial food buyers, while simultaneously
competing for the 20% already buying packaged food from entrenched
rivals.

1. Launch Parameters & Key Metrics

METRIC VALUE / STATUS SOURCE / NOTES

Announced in Bengaluru; RCPL press
release

Launch Date November 19, 2025

Base Price — Waggies ¥199/kg Starting price; trial packs at 20 for 100g

Two-tier strategy covering mass and
semi-premium segments

Premium Tier — Waggies

Pre ¥249/kg+

Price Ggp VS. 20-40% lower vS. 'Nestle Pu_rma, Mars Pedigree, Godrej
Competitors Ninja, Emami

Pedigree equivalent price  ~¥350-450/kg Market comparison benchmark

Bengaluru launch hub; northward

Initial Rollout Geography Southern India first ;
expansion planned
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Tier-2, semi-urban, Targeting underserved and price-

Distribution Tier Focus o
general trade sensitive markets

Leveraging Reliance's existing e-
Online Availability JioMart (live) commerce reach; Motilal Oswal 2026
analysis

Currently dogs only; cat food expansion

Phase 2 Pipeline Cat food (announced) )
in next phase

Manufacturing Model Third-party (Chennai) RCPL collaborating with Chennai-based
contract manufacturers

Market Scale by 2026 Officially scaled (Q1 2026) ~eliance Retail officially scaled Waggies

in early 2026 (Motilal Oswal)

Note: RCPL does not publish Waggies-specific revenue or unit volume data separately from the
Reliance Consumer Products segment. Financial performance figures, hence, are not publicly
available as of May 2026 at the time of writing this report.

2. Market Context: Why Pet Food, Why Now

2.1 India Pet Food Market Size

The India packaged pet food market was valued at USD 0.87—-0.98 billion in 2025-2026, with
projections ranging from USD 1.47-1.69 billion by 2031-2034 depending on the research
source, representing a CAGR of 9.6—-11.3%.

The market is growing at nearly 3—-5x the rate of general FMCG categories, driven by pet
humanization, rising urban incomes, and Gen Z / Millennial pet adoption rates.

2.2 The Home-Cooked Meal Opportunity

The single largest driver of Reliance's entry thesis is that approximately 80% of Indian pet-
owning households still feed their pets home-cooked food rather than commercial pet food. This
structural gap between ownership and commercial food consumption is the primary conversion
opportunity Waggies is designed to unlock — particularly through price accessibility at the tier-2
and semi-urban level.

2.3 Why 2025 Was the Inflection Year

Four parallel signals converged in 2025 to mark India as a moment-of-entry opportunity for large
FMCG players:

» Nestlé acquired a minority stake in Drools, valuing India's largest domestic pet food
brand at $1 billion — India's third unicorn of 2025

* Godrej Consumer Products launched Godrej Ninja in April 2025 with a ¥500 crore
investment plan
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« Redseer Research published projections of India's pet care market doubling from $3.5B
to $7-7.5B by FY2028

* Quick-commerce platforms expanded into pet food across 40+ Indian cities, creating
new demand access infrastructure

3. Product Strategy & Portfolio

3.1 Product Architecture
Waggies launched with a calibrated two-tier portfolio strategy:

*  Waggies (Base): Priced at ¥199/kg — the mass-market, entry-level offering targeting
first-time commercial pet food buyers and price-sensitive households. A 100g trial pack
at %20 was included at launch to minimize switching friction.

+ Waggies Pro: Priced from ¥249/kg — a semi-premium tier targeting households already
buying commercial food but looking for better nutritional value at lower cost than
incumbent premium brands.

3.2 Formulation Claims
Both variants are marketed on a science-backed, complete-and-balanced nutrition platform
including:

* DHA (docosahexaenoic acid) for brain and cognitive development

» Prebiotics for digestive health and gut microbiome support

« Extra protein and balanced macronutrient profiles for all-day energy

« Joint health, skin and coat health functional ingredients

» Herbs and essential vitamins formulated for Indian pets and climate conditions

3.3 Phase 2: Cat Food

RCPL has publicly confirmed cat food as the next portfolio addition. Given that cat ownership in
India reached a record high in 2026 (growing significantly faster than dog ownership among
urban Gen Z households), this expansion will be critical for Waggies' total addressable market.
Timing has not been officially disclosed.

4. Pricing Strategy Analysis

Waggies' pricing strategy is the centrepiece of its market entry thesis and has been widely
described by analysts as the 'Jio Playbook' applied to pet food — a reference to Reliance Jio's
2016 telecom disruption, which acquired 50 million subscribers in 83 days through aggressive
pricing.
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4.1 Competitive Price Positioning

Brand Parent Est. Price/kg \ Positioning Distribution

Mass-market

Waggies / . B " General trade,
Waggies Pro Reliance (RCPL) ¥199-249 aff_ordablllty * JioMart, Tier-2
science nutrition
Market leader, Pan-India,
Pedigree Mars Petcare 350450 trusted brand, Global  strong GT +
Company modern retail
) . . 40,000 stores,
Drools 1B _Groyp / Nestlé #250-380 Domestic cha_mplon, 22 country
(minority) value + premium
exports
Premium/vet- Vet clinics, pet
Royal Canin Mars Petcare %600-900+ recommended, specialty,
breed-specific modern retail
Godrej Consumer Gut health + :15\/%2t(r:nrent
Godrej Ninja ¥280-380 immunity, functional :
Products e plan, Nashik
nutrition
plant
Economv seament Eastern India
Purepet IB Group 3200-280 ; yseg ’ focus, GT
Indian conditions
presence
Science nutrition, life- Modern retail,
Purina/ Pro Plan  Nestlé 3450-700+ o ’ online, vet
stage specific
channels

4.2 Price Strategy Assessment

The 20—-40% price gap versus established players like Mars Pedigree and Nestlé Purina is
significant. At ¥199/kg, Waggies is:

* Approximately 40-50% cheaper than Pedigree (¥350—-450/kg range)

» Comparable to Purepet (IB Group's economy brand), making Waggies a direct
challenger in the economy-mass segment

* Roughly 65-75% cheaper than Royal Canin, though these serve structurally different
consumer segments

The %20 trial pack is a particularly strategic move. It mirrors FMCG sachets and telecom SIMs
— lowering the psychological and financial barrier to first-time purchase. For a category where
palatability trial and pet acceptance is critical, this is analytically sound.

The risk: at 2199/kg, Waggies must rely on Reliance's scale and private-label manufacturing
efficiency to maintain margins. With third-party Chennai manufacturers as the production base
(not captive manufacturing), input cost inflation or raw material shocks could compress margins
faster than for vertically integrated competitors like Drools (which owns six manufacturing units).
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5. Distribution & Channel Strategy

5.1 The Reliance Distribution Moat

Reliance Retail is the largest retailer in India by revenue, with nearly 10,000+ physical stores
across more than 6,500 cities and towns as of 2025. This pre-existing infrastructure gives
Waggies an extraordinary advantage that no pet food startup or even most MNCs can replicate
from scratch.

5.2 Channel Breakdown

* General Trade (GT): The primary launch channel. Products rolled out across mom-and-
pop stores and local grocery shops — the dominant retail format in semi-urban and tier-2
India. This is where incumbents like Pedigree have their deepest roots, making this a
direct competitive battleground.

+ JioMart: Confirmed live on JioMart by early 2026. JioMart reaches millions of
households and benefits from integration with WhatsApp Commerce — enabling
ordering via India's most widely used messaging app, a unique capability no competing
brand can match.

* Reliance Smart / Smart Bazaar: Modern retail rollout through Reliance's own
superstore chain provides premium shelf space and visibility without dependence on
third-party retailers.

+ Semi-Urban & Tier-2 Focus: The deliberate decision to target tier-2 cities first (rather
than metro/premium channels) is a defensible strategic choice — this is where the
largest unbranded conversion opportunity exists and where MNCs like Royal Canin and
premium brands have weak presence.

5.3 Geographic Rollout Progress

The launch was centred in Bengaluru (southern India) in November 2025, with a stated
northward expansion plan. By early 2026, Reliance Retail had officially scaled the brand
nationally. The phased south-first approach is consistent with Bengaluru's role as India's most
developed pet care market, providing both a high-density test market and strong media
coverage for launch.

6. Competitive Landscape Response

6.1 Market Reaction

Waggies' entry has been described by Bloomberg, Business Standard, and TKC's Arvind
Singhal as a 'market-shaping event' that changes the competitive calculus for all players. The
primary impacts observed to date:

* Price pressure: Established players are now under pressure to defend their value
positioning. Drools, already at a competitive price point, is less exposed, but mid-tier
imported brands face the sharpest threat.
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* Acceleration of domestic investment: Godrej Pet Care's 500 crore investment plan
and Nashik manufacturing facility build are partly a response to the intensifying

competitive environment.

* Increased consumer awareness: High search volume for 'Waggies vs Pedigree',
'Waggies vs Royal Canin', and '"Waggies ingredients' indicates strong consumer
curiosity, benefiting the entire category by drawing new buyers into the commercial pet

food funnel.

6.2 Competitive Vulnerabilities

Waggies faces two primary competitive vulnerabilities that will determine its long-term success:

* Vet channel exclusion: Premium brands like Royal Canin and Hill's dominate vet-
recommended and prescription channels. Waggies has no stated vet-channel strategy,
which limits it from the fastest-growing segment of the market (functional/therapeutic pet

nutrition).

» Brand trust building curve: Pedigree has 50+ years of brand equity in India; Drools
has over a decade of domestic brand building. Waggies must earn consumer trust on
product quality before the Reliance corporate halo fades as a decision driver.

7. SWOT Analysis

WEAKNESSES

STRENGTHS

Reliance brand equity and consumer trust

Unmatched distribution via Reliance Retail +
JioMart

20-50% price advantage over established
brands

Trial pack (320/100g) reduces adoption friction
Two-tier SKU strategy (Waggies + Waggies Pro)

Science-led formulation with DHA, prebiotics,
herbs

Tier-2 / semi-urban first-mover advantage

Third-party manufacturing (Chennai) limits
quality control

No captive production facility as of 2026
Currently dogs only — no cat food yet

New brand — limited track record vs. Pedigree
(decades)

Premium pet parent segment may resist RCPL
positioning

No published third-party nutritional
endorsements yet

THREATS

OPPORTUNITIES

~80% of Indian pets still fed home-cooked food
— massive conversion opportunity

India pet food market growing 11-18% annually

Cat food launch in Phase 2 could double
addressable market

Rising pet adoption in Gen Z / Millennial urban
households

Quick commerce (10-min delivery) expansion in
40+ cities

WhatsApp Commerce (JioMart + WhatsApp) for
rural reach

Entrenched Mars/Pedigree distribution network
and brand loyalty

Drools: unicorn valuation, backed by Nestlé,
40,000 stores

Godrej Ninja: ¥500 Cr investment + own
manufacturing planned

Premium pet parents may see affordability as
quality signal against

Input cost inflation could compress ultra-low
price margins
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Vet channel largely controlled by premium MNC
brands

8. Performance Assessment: What We Know vs. What Is Unknown

8.1 Confirmed Positive Signals (6 months post-launch)

Brand officially scaled nationally by Reliance Retail in early 2026 — indicates internal
confidence in early traction.

Live on JioMart with confirmed household reach — digital distribution is active and
functional.

Strong media and analyst coverage from launch through May 2026 maintains brand
awareness momentum.

Consumer search interest high: queries like 'Waggies vs Pedigree' and 'Waggies review'
indicate active trial consideration.

No reported product recalls, quality incidents, or palatability failures in trade press — a
clean launch from a food safety standpoint.

Trial pack (%20) strategy has drawn positive commentary from trade partners for
lowering adoption barriers.

8.2 Key Unknowns (Data Not Publicly Available)

Revenue contribution to RCPL segment — not broken out in Reliance Retail financials.
Volume / tonnage sold in first 6 months — no public disclosure.
Repeat purchase rate — palatability and loyalty data not published.

SKU count and range extensions since launch — no post-launch product updates
confirmed.

Cat food timeline — confirmed as Phase 2 but no launch date announced.

Retail numeric distribution achieved — number of GT outlets stocking the brand not
disclosed.

9. Strategic Assessment: The Jio Playbook Thesis

Multiple independent analysts — Arvind Singhal (Bloomberg), Motilal Oswal, and TradeBrains
— have characterized Waggies as an explicit application of Reliance's 'Jio Playbook': enter a
high-potential market with pricing that disrupts incumbents, leverage existing distribution
infrastructure to achieve rapid scale, and convert a largely unmonetized user base (home-
cooked pet owners) into commercial customers.

The thesis is structurally sound. Reliance Jio acquired 16 million subscribers within one month
and 50 million within 83 days of launch in 2016. Campa Cola, relaunched under RCPL with 20—
40% lower pricing than competitors, similarly achieved rapid trade acceptance. Waggies follows
this identical template.
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The key difference in pet food vs. telecom: palatability is a binary product attribute. A pet that
refuses to eat a food stops the purchase regardless of price. Unlike a human choosing a
telecom plan, the dog or cat must accept the food's taste, texture, and smell. This biological
veto power means Waggies' formulation quality — not just its price — will be the decisive factor
in repeat purchase and long-term brand equity.

The Chennai third-party manufacturing model is the most significant risk to the 'Jio Playbook'
replication. Jio's disruption was enabled by Reliance's own massive proprietary infrastructure
(spectrum, towers, fiber). Waggies currently depends on contract manufacturers for its core
product. If and when RCPL builds captive pet food manufacturing — as Godrej is doing with its
Nashik facility — the cost structure and quality control potential changes significantly.

10. Outlook & Recommendations

Near-Term (2026)

+ Cat food launch: The single largest near-term growth lever. Cat ownership is growing
faster than dog ownership in urban India; this segment is structurally under-served by
domestic affordable brands.

* Vet and clinic channel strategy: RCPL should develop a vet-recommendation
program. Even a limited vet-endorsed product line would provide credibility transfer to
the broader Waggies portfolio.

* Quick commerce expansion: Integration with Blinkit, Swiggy Instamart, and Zepto
(beyond JioMart) would extend reach significantly, particularly in metros where premium
brands are strongest and conversion is fastest.

Medium-Term (2026—2028)

« Captive manufacturing: Building owned manufacturing capacity would be the single
most impactful strategic move — reducing third-party dependency, improving margin,
and enabling proprietary formulation differentiation.

* Functional / wellness SKUs: As the market matures, Waggies Pro could be extended
into breed-specific, life-stage-specific, or condition-specific nutrition formats — moving
up the value ladder.

* Export potential: Drools exports to 22 countries from India. RCPL's global supply chain
relationships could enable Waggies exports to Southeast Asia and the Middle East.

11. Conclusion

Waggies has executed a textbook market entry in the first six months: correctly priced, correctly
distributed, correctly positioned. Reliance's structural advantages — brand trust, distribution
network, and JioMart — are genuine and not easily replicated. The brand is already nationally
scaled, which is a faster rollout than most new FMCG brands achieve in their first year.
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The brand's long-term performance will be determined by three factors: (1) whether first-time
buyers become repeat purchasers — a function of palatability and product quality; (2) how fast
and how well RCPL extends into cat food and functional nutrition; and (3) whether the company
transitions from third-party to owned manufacturing as volume scales.

India's pet food market growing at 11-18% annually with 90% of pet owners not yet buying
commercial food represents one of the most compelling FMCG whitespace opportunities in
Asia. Waggies is well-positioned to capture a significant portion of this transition — but
execution discipline, not just distribution muscle, will determine whether it becomes a category
leader or a well-distributed challenger brand.

Sources: RCPL press releases, Business Standard, Economic Times, Bloomberg (via TKC), Motilal Oswal, Petfood Industry,
IMARC Group, Mordor Intelligence, Persistence Market Research, TradeBrains, GlobalPETS, PetfoodIndustry.com, StatLedger,
News9Live, Indian Retailer, BusinessToday, The Week India. Report Date: May 23, 2026.
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