IKEA's Glocalization Blueprint For India

Idea In Short

IKEA's expansion into India offers a clear lesson for global brands entering a culturally
distant market: rebuild the operating model itself, not just the product catalog, before
scaling. The company spent years studying Indian homes, kitchens and shopping habits,
then reworked its menu, staffing approach, delivery fleet and pricing structure around those
findings instead of exporting its Swedish playbook unchanged. That groundwork helped the
Hyderabad store draw large crowds within its first year and gave the company confidence
to widen its footprint to Mumbai, Bengaluru, Delhi-NCR and Pune. Profitability has taken
longer to arrive than the early enthusiasm suggested, with revenue growth slowing sharply
in the 2023-24 fiscal year before recovering, and the parent company now targets India
profitability only by 2028. For executives eyeing similarly complex markets, the lesson is
that glocalization is a multi-year investment in operating detail rather than a marketing
overlay, and the payback follows patience.

The Logic Behind Glocalization

Global retailers entering India face a choice that shapes everything downstream: replicate
the home-market format and hope local customers adjust, or rebuild parts of the format
around local habits and accept a longer runway to scale. IKEA chose the second path,
following a strategy that consultants call glocalization, in which a global brand retains its
core identity while adapting specific products, services and operational choices to a
country's social, political and economic realities. Brands that got this balance right in India,
including McDonald's and Bata, built durable market positions over decades. Kellogg's, by
contrast, struggled for years after entering India with a breakfast cereal habit that did not
match how most Indian households ate their first meal of the day, a mismatch that illustrates
how costly a purely global approach can be.

IKEA, founded in Sweden in 1943 and now headquartered in the Netherlands, had every

reason to treat India cautiously. The company built its global identity around flat-pack, self-
assembly furniture, a category that assumes customers own basic tools and are comfortable
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using them, an assumption that does not hold for large segments of Indian households used
to hiring labor for home tasks. Rather than force that assumption onto a new market, IKEA
spent years studying how Indian families actually lived before opening a single store.

Reading India Before Opening a Store

IKEA's research teams visited more than a thousand Indian homes to observe how families
cooked, stored belongings and used living space before finalizing product ranges for the
country. That fieldwork led the company to conclude that food mattered far more to Indian
shoppers than it did in most other markets, reportedly by a factor of ten in terms of its
influence on whether a customer would return to the store.1 That single insight reshaped the
food court, the in-store restaurant and even the marketing plan for the Hyderabad launch.

The company also learned that affordability drove purchase decisions more directly than in
wealthier markets, with shoppers comparing prices across several retailers before
committing to a big-ticket furniture purchase. That price sensitivity pushed IKEA to rethink
its cost structure for India well before it opened its doors, rather than treating pricing as an
adjustment to make after launch. The research phase, in other words, was not a formality
ahead of a predetermined store design. It directly changed what IKEA built.

Hyderabad as the First Bet

IKEA opened its first Indian store in Hyderabad in August 2018, choosing a city known as a
technology hub with a young, urban, well-earning population that matched the retailer's
target customer profile closely. The state government's active courting of foreign retail
investment and the availability of land for a large-format store also made Hyderabad a
practical choice, not just a demographic one. The store drew heavy footfall in its opening
years, with cumulative visits reported in the millions within the first two years of operation.2

That early demand gave IKEA the confidence to expand beyond a single flagship. The
company has since opened large-format stores in Navi Mumbai and Bengaluru, along with
smaller city-format stores in Mumbai and West Delhi, and it opened a store in Pune in 2026.
Each subsequent location reflected lessons from Hyderabad, including a shift toward
smaller store formats and a stronger push into online retail rather than relying solely on large
suburban outlets.
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Rebuilding the Menu Around Indian Tastes

IKEA is known globally for its Swedish meatballs, a product popular enough that the
company sells them in ready-to-cook packages and that has been referenced in television
shows. In India, the company built roughly half its restaurant menu around dishes such as
samosas, dal makhani, idli and biryani, while adapting the meatball itself into vegetarian and
chicken versions to respect the dietary preferences and religious sensitivities of a market
where roughly 37 percent of the population identifies as vegetarian and many non-
vegetarians still avoid beef and pork. The Hyderabad store's restaurant seated around a
thousand customers and priced items such as samosas at 10 rupees, a figure aimed
squarely at making the food court a draw in its own right rather than an afterthought to
furniture shopping.

The menu adaptation did not proceed without setbacks. IKEA pulled its vegetable biryani
and samosas from sale at the Hyderabad store after a customer reported finding an insect in
the biryani, a lapse that underscored the operational complexity of running an unfamiliar
cuisine at scale inside a furniture retailer's food court. The company treated the episode as
a quality control failure to fix rather than a reason to retreat from local food offerings
altogether, and Indian-inspired dishes remained central to the format at subsequent stores.

Assembly as a Service, Not an Assumption

Self-assembly furniture is central to IKEA's global cost model, but the company recognized
that Indian consumers were far less likely to assemble furniture themselves, having grown
up in a culture where hired labor commonly handles home tasks that many Western
households do without help. IKEA responded by staffing roughly one-sixth of its store
personnel around assembly support and by partnering with Urban Company, then known as
UrbanClap, a mobile services marketplace that could send trained professionals to a

customer's home to assemble furniture purchased in store.

The partnership is a result of the mutual objective of the two brands to keep
customer experience and efficiency at the centre of everything
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Varun Khaitan, co-founder of Urban Company, framed the tie-up around a shared focus on
customer experience when the partnership launched ahead of the Hyderabad opening.3 The
arrangement let IKEA keep its self-assembly product design and its associated cost
advantages while removing the friction that would otherwise have discouraged first-time
Indian buyers from choosing the format at all.

Delivery That Blends Into the Streetscape

IKEA's choice of delivery vehicle in India illustrates how far the glocalization strategy
extended beyond the store itself. The company selected solar-powered auto-rickshaws for
last-mile delivery, a vehicle format that most Indians already associate with everyday
transportation rather than with a foreign retail brand. Using a familiar vehicle helped IKEA's
delivery fleet read as approachable rather than imported, while the solar-powered element
signaled environmental responsibility in a country that regularly ranks among the most air-
polluted in the world.

The delivery choice worked alongside the assembly partnership rather than competing with
it. A customer could order a wardrobe, receive it by rickshaw and have it assembled by an
Urban Company professional without ever touching an Allen key, a sequence of experiences
engineered specifically around what Indian first-time buyers found comfortable rather than
around what IKEA's other markets expected.

Local Sourcing and the Regulatory Bargain

India's foreign direct investment rules for single-brand retail require companies to source at
least 30 percent of the value of their goods locally, a threshold that can be met as an
average across the first five years of operations and annually thereafter. IKEA had a
considerable advantage here that few new entrants share: the company had already been
sourcing raw materials and finished goods from India for its global supply chain for roughly
35 years before it opened a retail store in the country, working with dozens of Indian
suppliers.4 A 2019 amendment to the FDI rules further helped IKEA by allowing all Indian
procurement for a brand to count toward the local sourcing requirement, regardless of
whether the sourced goods were sold in India or exported elsewhere.

That regulatory history meant IKEA entered India's retail market already compliant with a
rule that has slowed other foreign retailers. The company has continued expanding its
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domestic supplier base since the Hyderabad launch, working with suppliers across states
such as Karnataka and stating an ambition to source roughly half its India inventory locally
over the long term.

Pricing for a Value-Conscious Shopper

IKEA built its India pricing strategy around the research finding that shoppers there
compared prices unusually closely before buying. The Hyderabad store stocked around a
thousand of its roughly eight thousand products below 200 rupees, a price band the
company applied more aggressively in India than in almost any other market it operates.5
Hundreds of items, including cutlery, hangers and small storage boxes, sold for less than
100 rupees, positioning the store as accessible to middle-income households rather than
only to the affluent segment its brand might otherwise imply.

This pricing approach required the company to absorb India's import duties and logistics
costs rather than pass them fully to customers, a decision that reduced margins in the near
term but supported the volume growth IKEA needed to justify further store openings.
Localizing materials and sourcing more inventory domestically served the same goal, since
Indian-made components typically carried lower landed costs than furniture shipped from
IKEA's traditional manufacturing base in Europe and Asia.

Expansion, Slower Growth and the Road to Profitability

IKEA's India revenue reached roughly 1,852 crore rupees in the 2023-24 fiscal year, a 5
percent increase that marked the slowest growth pace since the company's 2018 entry into
the country.6 Growth recovered somewhat in the following fiscal year, with sales rising
around 6 percent through August 2025 and earnings before interest, taxes, depreciation and
amortization, excluding fixed costs, improving by more than 10 percent, evidence that the
underlying store economics were strengthening even as headline growth stayed modest by
the standards of a young market.

Despite the uneven growth curve, IKEA's parent company, Ingka Group, has committed to a
far larger footprint in India, targeting roughly four to five new stores annually across major

metros and aiming to nearly quadruple its total store count over the next five years.

India is one of our most important markets globally, and we are putting even greater
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focus on it as a place for growth

Javier Quinones, Ingka Group's global commercial manager, described the scale of that
commitment when the company outlined its expansion plans.7 IKEA India's chief executive,
Patrik Antoni, struck a similar note when discussing the company's growing confidence in its
market understanding.

We feel we have built a solid understanding of our customers across different parts
of the country to take a bolder leap in the coming period

India still contributes a modest share of IKEA's global revenue, and Ingka Group does not
expect the country's retail operations to turn profitable before its 2028 fiscal year. For a
company willing to treat glocalization as a decade-long project rather than a launch
campaign, that timeline looks less like a warning sign and more like the expected cost of
building a durable position in one of the world's largest consumer markets.

IKEA's entry into India shows that adapting a global format to a local market requires more
than translated signage or a rupee-denominated price list. The company rewrote its menu,
trained assembly partners, chose delivery vehicles that matched local roads and habits and
complied with sourcing rules that shaped its supply chain long before it opened a store.
Growth has not moved in a straight line. Revenue expansion slowed in the 2023-24 fiscal
year, prompting questions about how quickly a foreign retailer can turn scale into profit in
India, before improving again the following year. IKEA now plans to nearly quadruple its
store count within five years while continuing to expect losses until 2028. Executives
studying India, or any market with sharp cultural and regulatory differences from a
company's home base, should treat this timeline as the realistic cost of glocalization done
properly, not as a sign of strategic failure.

e THow IKEA Went Local For Its First Indian Store
* 2IKEA Market Entry Strategy In India
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Summary

IKEA's entry into India shows that adapting a global format to a local market requires more
than translated signage or a rupee-denominated price list. The company rewrote its menu,
trained assembly partners, chose delivery vehicles that matched local roads and habits and
complied with sourcing rules that shaped its supply chain long before it opened a store.
Growth has not moved in a straight line. Revenue expansion slowed in the 2023-24 fiscal
year, prompting questions about how quickly a foreign retailer can turn scale into profit in
India, before improving again the following year. IKEA now plans to nearly quadruple its
store count within five years while continuing to expect losses until 2028. Executives
studying India, or any market with sharp cultural and regulatory differences from a
company's home base, should treat this timeline as the realistic cost of glocalization done
properly, not as a sign of strategic failure.
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