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Why sustainable growth is not
measured by revenue alone,
but by the value a business

creates as it scales?



Building Retail Businesses that
Grow Profitably
Growth is one of the most closely watched measures of success in
retail. New stores open. Revenue increases. Customer counts rise.
Product ranges expand. From the outside, the business appears to be
moving in the right direction. Yet many retail businesses discover that
growth does not always translate into stronger profitability.

Sales increase, but margins remain under pressure. Operating costs rise
faster than revenue. Working capital requirements expand. Management
attention becomes increasingly consumed by day-to-day execution.
The result is a business that is larger, but not necessarily stronger.
Sustainable success in retail is not simply about growing revenue. It is
about growing profitably.

As retail businesses expand, complexity naturally increases. More
locations require more inventory. More customers require greater service
capability. More products require better planning and control. Growth
creates opportunity, but it also creates costs. Common challenges
include:

Rising store operating costs
Increased inventory requirements
Margin erosion from discounting
Inefficient product assortments
Higher logistics and fulfilment expenses
Inconsistent performance across locations
Reduced visibility into profitability drivers

When these issues are not actively managed, revenue growth can mask
underlying weaknesses in business performance.
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The business continues to grow, but profitability becomes increasingly difficult to sustain.

Many retailers measure success primarily through top-line growth. While revenue is important, it provides only part of the picture.

High-performing retail businesses focus on the quality of growth. They ask:
Which products generate the strongest margins?
Which customers create the most value?
Which locations contribute most effectively to profitability?
Which investments create sustainable returns?
Which activities consume resources without generating sufficient value?

These questions help leaders move beyond sales growth and focus on creating stronger economic performance.

A ValueScope  Question?TM

If your revenue doubled over the next three years, would profitability
improve at the same pace—or would growth expose weaknesses in

the economics of your business?

(cont.)



Retail businesses that achieve profitable growth tend to share several characteristics. They
maintain discipline around:

Product portfolio management
Pricing and margin optimisation
Inventory productivity
Customer profitability
Store performance measurement
Capital allocation
Operational efficiency

Most importantly, they understand that growth should strengthen the economics of the
business, not weaken them. They view profitability as an outcome of deliberate decisions rather
than a by-product of increasing sales.

The goal of retail growth is not simply to become larger. It is to create a business that generates
stronger returns, healthier cash flow and greater resilience over time. This requires balancing
customer experience, operational performance and financial discipline. 

Businesses that achieve this balance are better positioned to invest, adapt and compete in
changing market conditions. Growth becomes sustainable because it is supported by a stronger
business model.

(cont.)



Understand the true drivers
of profitability across
products, customers,

channels and locations.
Identify where growth is

creating value and where it is
eroding it.

The Value Lens

DISCOVER

Profitable growth is not created by increasing sales alone. It is created by ensuring that growth
strengthens the financial, operational and strategic foundations of the business.

RECOVER

Address margin
leakage, inventory

inefficiencies, pricing
challenges and

operational practices
that reduce the

profitability of growth.

Build a retail business that
scales with stronger

margins, healthier cash
flow and greater

resilience, enabling
sustainable long-term

value creation.

CREATE

The most
successful

retail
businesses

do not
pursue

growth at
any cost.

They pursue
growth that

creates
value.
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Where Do You Go From Here?
Many retailers focus on growing revenue. Fewer focus on ensuring that growth strengthens
the economics of the business.

At Cuma, we help retail and distribution businesses improve profitability by aligning strategy,
operations and financial performance. The result is a business that can grow with greater
confidence, resilience and value creation potential.

The next question isn't whether
your business is growing.

It's whether it is becoming more
profitable as it grows?



About Cuma
Cuma is a strategy and performance advisory firm helping India's mid-
market businesses create sustainable enterprise value through strategic
clarity, operational excellence, financial discipline and organisational
capability.
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