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Morning glory
Working with Google Cloud and Gemini, Asian Paints built a visualisation 
tool that helped customers choose the perfect colours for their homes.
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About this series
Agents of Change is a human-crafted narrative series 

about how people inside organisations use technology 
to change the systems around them. These stories are 
deeply reported, researched and produced through 
the combined force of human intelligence and machine 
capability, not as replacements for one another, but 
as collaborators. In each story, the customer team is 
the agent of change; Google Cloud is the enabling 
technology partner.
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Asian Paints became an agent of change by taking on one of the 
most intimate frictions in Indian home-making: people could be 
inspired by color, but very few could confidently visualize it on their 
own walls. For years, that gap was bridged slowly: through fan 
decks, reference photographs, designers, or a software interface 
that took time and expertise.

Working with Google Cloud and Gemini, Asian Paints built a generative-AI 
visualizer that could turn a room photo, a reference image, or a prompt into a 
realistic direction for that same space in roughly thirty seconds. The breakthrough 
was not just image generation. It was making visualization usable inside the actual 
decision moment while the customer, the family, and the field representative were 
still in the room.

That was hard for several reasons. Home-decor language is domain-specific. 
Consumers do not describe rooms the way designers do. AI output is not 
deterministic. And a company with more than 5,000 paint shades, a large wallpaper 
and texture library, years of trend forecasting, and regional color preferences had to 
make all of that behave with enough consistency to earn trust.

The system was built iteratively. Asian Paints began on one model path, switched 
when Gemini’s output proved materially better, worked through repeated backend 
changes, and kept designers and engineers in one loop so the machine could learn 
how real consultations actually happen. Google Cloud became the enabling layer: 
first through the company’s broader cloud relationship, and then through Gemini’s 
multimodal capability and engineering support as the product took shape.

The first visible change showed up in the field. Sales representatives who once 
defaulted to safe near-whites could suddenly generate options in real time and 
guide families through color with confidence. What had been a slow, expert-led 
service began turning into a shared conversation. The story that follows is about 
how Asian Paints got there and why the company believes this could make India a 
little more color confident.

The Breakthrough
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The safest answer

FOR YEARS, THE EASIEST WAY OUT OF A CUSTOMER’S 
COLOR QUESTION WAS A SHADE SO SAFE IT SAID 
NOTHING AT ALL.

When a customer asked the oldest question in the business: Which shade 
should I use? The safest answer was Morning Glory.

It was not everyone’s 
favorite. It was simply 
the lowest-risk advice. 
A near-white. A harmless 
answer. A way to avoid 
being wrong in someone 
else’s home.

Which shade 
should I use?

Morning 
Glory.
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A colorful country, careful homes

INDIA LIVES IN COLOR. ITS HOMES OFTEN DON’T.

“Paint ka Hindi 
rang,” Karan said. 
Color sits close 
to everyday life 
here—in food, 
fabric, artifacts, 
festivals, 
language.

And yet the walls people 
live inside are often far 
more careful than the 
world outside them.

See our 
culture… 
and then 
see our 
homes.

For a large part of India, paint is not one 
decorative choice among many. It is the most 
accessible form of decor itself.
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You don’t buy the can

A CAN OF PAINT IS EASY TO PURCHASE. A PAINTED WALL 
IS A CHOICE YOU HAVE TO LIVE WITH.

The problem was never only the 
product. It was commitment.

And that wall will be judged. It will 
be lived with. It may reveal taste, 
aspiration, caution, or regret.

When people buy paint, they are not 
really buying the can. They are buying 
the wall after it changes.

A lot of people wanted more color. 
Many simply didn’t know how it would 
look in their home.
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The old ways of seeing

BEFORE AI, VISUALIZATION LIVED IN DESIGNER TOOLS, INDIRECT 
CUES, AND A LOT OF BACK-END WORK.

Asian Paints had long tried to 
approach the unsaid thing in the 
customer’s mind.

Turn the card over, 
and there would be a 
corresponding color 
direction.

At the other end of 
the process was a 
battery of people in 
Photoshop—cleaning 
images, placing shades, 
building visual mockups 
as a service.

Inspiration existed. 
Visualization did too. 
But it was slow, 
assisted, and limited to 
the few.

Sometimes that meant showing 
photographs and asking which image 
felt closest to what the customer 
wanted.
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This did not start with Gemini

THE VISUALIZER CAME OUT OF A COMPANY THAT HAD BEEN 
TREATING TECHNOLOGY AS STRATEGY FOR DECADES.

Asian Paints had been betting early on 
technology long before AI became 
fashionable. 
There was a mainframe at Bhandup in the early 
1970s. There were handheld SAP tools in the 
field when internet speeds were still poor.

About six years ago, the 
company began asking a 
more serious question: how 
do you make all this data 
talk?

From there came dozens of predictive 
models, and then a larger ambition 
Deepak liked to name aloud: a “God-
like enterprise,” where intelligence 
becomes distributed and increasingly 
self-correcting.

A digital twin of a plant—fed by 
sensor data, ERP data, and machine 
data—became one of the first big 
internal proofs. It could help 
predict defects before they 
happened.
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The dream home problem

ASIAN PAINTS NO LONGER WANTED TO LIVE ONLY ON THE WALLS. IT 
WANTED TO WORK IN THE SPACE BETWEEN THEM.

For at least a decade, Asian Paints had been moving from a paint company to a 
home décor company.

The business was no 
longer just about walls. 
It was about helping 
people visualize a dream 
home.

And dream homes are rarely designed by 
one person. They are negotiated by families, 
across generations, moods, fears, budgets, 
and private tastes.
The real challenge was not only suggesting 
a palette. It was helping those many views 
converge.
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The stack turns

THE PRODUCT WAS BUILT ON MOVING GROUND.

The team had not planned 
to begin with Gemini. They 
started with a popular 
AI model and pushed the 
prototype close to the 
demo stage.

By the time they locked the 
path for launch, the backend 
had changed three times in 
about six months.

A broader Google Cloud relationship—
strengthened through Asian Paints’ SAP 
migration and the experimentation room that 
followed—gave the team both confidence 
and runway to keep rebuilding.

Then Gemini’s output 
arrived and the team 
felt they could not 
ignore the jump.

The project turned 
to mid-flight. Then 
another model 
release created 
fresh doubt. Then 
Gemini moved again.
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Teaching the machine a room

THE HARD PART WASN’T JUST MAKING AN IMAGE. IT WAS TEACHING A 
SYSTEM HOW PEOPLE ACTUALLY TALK ABOUT HOMES.

Engineers in India and the U.S. kept 
reworking prompts with the team, 
trying to make the model behave 
less like a guesser and more like a 
design collaborator.

Asian Paints did not release the tool 
widely at once. It first put it into 
the hands of its own field teams. 
Roughly 4,000 people in the field, 
young men who used to execute 
painting jobs and dodge color 
questions, suddenly had a new kind 
of authority. The daily volume of 
image generation during this limited 
rollout was high enough to become 
a signal in itself: people were 
actually using it. The power had 
started to move, from the select 
few toward the ordinary frontline 
worker.

Generative AI does not 
answer the same way every 
time. For a consumer-
facing tool, that is not a 
small issue. It can make the 
product feel unreliable. 
The team had to codify how 
people ask for things—
and how those requests 
should resolve into 
outputs the company could 
stand behind. That meant 
bringing designers into the 
room, because consumers 
do not describe homes the 
way professionals do.
The vocabulary of curtains, 
ledges, textures, trims, 
and surfaces had to be 
translated into prompt 
logic.

What do you 
technically 
call that?
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Thirty seconds in the living room

WHEN THE CUSTOMER ASKED, THE ANSWER WAS NO 
LONGER A SHADE. IT WAS A CONVERSATION.

The visualizer lets the conversation start from wherever the customer is.

Which shade 
should I use?

Let’s find out 
what you like.

Already inspired? Upload the 
reference image too.
Not sure? Start with a 
questionnaire.
Already know the code? 
Apply it to the wall.

What once took multiple visits and backend 
work could now happen in front of the 
customer, in roughly thirty seconds.

The salesman was no longer escaping into 
white. He was becoming color confident.
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“This is what you meant”

ONCE PEOPLE COULD SEE, THEY COULD FINALLY TALK.

One of the strongest signs that the tool 
was working was not technical. It was 
conversational.

Deepak remembered a father 
and daughter trying to 
explain a choice to one 
another.

The generational barrier 
softened because language 
was no longer doing all the 
work.

The image had given shape 
to something that had been 
difficult to say aloud.

Oh. This is what 
you meant.
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When proof travels

GOOD TOOLS RARELY STAY IN THE LANE THEY WERE BUILT FOR.

The team also tried a fabric version of the 
visualizer. When they showed it to a fabric 
dealer, the reaction came quickly.

He wasn’t asking for a 
toy. He was asking for 
confidence. A way to 
appear more informed, 
more professional, more 
design-savvy in front of 
the customer. Proof had 
started traveling beyond 
paint.

Deepak’s longer vision is not 
a single app but a foundational 
layer. One end of the spectrum 
will remain “Do it for me.” The 
other will become “I’ll do it 
myself.” And in between sits the 
richest possibility: “Let’s do it 
together.” Over time, the same 
visualization layer could extend 
across interiors, exteriors, 
wallpapers, fabrics, and 
international markets.

Karan called Asian Paints the 
“color custodian of India.” 
Deepak called this larger 
ambition a way to make the 
country “color confident.” What 
they are building is not just a 
prettier interface. It is a shared 
space between intuition and 
proof.

Boss, I’ll be 
ready to pay 

for this.



For years, Asian Paints could inspire people toward color 
without taking them all the way to certainty. The gap 
between liking a mood and living with a wall stayed wide 
enough to keep most homes safe.

The visualizer does not eliminate taste. It does not eliminate 
disagreement. It does something more practical. It gives intuition a 
surface. It lets hesitation become discussable. It gives the ordinary 
field worker the tools of a consultant, and gives families a common 
image to argue over.

In a country that already lives among bright fabrics, foods, festivals, 
and symbols, maybe that is enough.

Once people can see the wall before they commit to it, they may 
choose more colors than anyone has been able to sell them so far.

See it for yourself: How AI turned 
shopping into self-expression

Coming up Next 
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