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Designing Distribution Networks for Scale
Growth is often celebrated as a sign of business success. More
customers. More orders. More territories. More products. But growth
also places increasing pressure on the systems that support it.

Many retail and distribution businesses discover that the network which
helped them reach ₹10 crore in revenue is not necessarily the same
network that will help them reach ₹50 crore or ₹100 crore. As
businesses expand, distribution networks become more complex.
Delivery distances increase, service expectations rise, inventory
requirements grow and operational costs begin to escalate. Without
deliberate network design, growth can become increasingly expensive,
difficult and inefficient. 

Distribution is often viewed as a logistics function. In reality, it is one of
the most important strategic capabilities in a retail and distribution
business. A well-designed distribution network influences:

Customer service levels
Order fulfilment speed
Inventory efficiency
Transportation costs
Working capital requirements
Market expansion capability
Profitability

Every decision about where inventory is held, how products move and
how customers are served has a direct impact on business
performance. The question is not whether a business has a distribution
network. The question is whether that network has been designed for
the scale the business is trying to achieve.
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Many distribution networks evolve rather than being intentionally designed. New warehouses are added to solve immediate problems.
Delivery routes are adjusted to accommodate growth. Inventory is positioned based on historical patterns rather than future demand.
Over time, this creates inefficiencies that become difficult to see from within the organisation.

Common indicators include:
Rising logistics costs
Increasing delivery lead times
Excess inventory across multiple locations
Inconsistent customer service levels
Frequent stock transfers between warehouses
Difficulty entering new markets
Reduced profitability despite revenue growth

These symptoms often point to a network that has become reactive rather than strategic.

A ValueScope  Question?TM

If your business were to double in size over the next three years,
would your current distribution network enable that growth—or

become the constraint that limits it?

(cont.)



Businesses seeking sustainable growth must move beyond simply adding capacity. They must
design for scale. 

This means asking different questions:
Are warehouse locations aligned to customer demand?
Is inventory positioned where it creates the greatest value?
Are transportation costs increasing faster than revenue?
Can the network support future expansion?
Are service levels consistent across markets?
Is the network providing visibility for better decision-making?

The objective is not to build a larger network. The objective is to build a smarter one.

Leading retail and distribution organisations treat network design as a competitive advantage.
They continuously evaluate how products, information and inventory flow across the business.
They focus on creating networks that are:

Responsive to customer demand
Cost-efficient to operate
Scalable for future growth
Resilient during disruptions
Supported by accurate data and visibility

Most importantly, they recognise that distribution networks are not fixed assets. They are
strategic systems that must evolve alongside the business.

(cont.)



Understand how products,
inventory and information

move across the business.
Identify bottlenecks,

inefficiencies, service gaps
and cost drivers that limit

scalability.

The Value Lens

DISCOVER

A distribution network is more than a collection of warehouses, routes and delivery vehicles. It
is the operating infrastructure that connects growth ambitions with customer outcomes.

RECOVER

Address network
imbalances, inventory

positioning issues, logistics
inefficiencies and

operational practices that
increase costs and reduce

responsiveness.

Build a distribution
network that supports

profitable growth,
improves customer
service, enhances

visibility and provides the
flexibility to scale with

confidence.

CREATE

Distribution
networks

create value
not when

they move
products

faster, but
when they

help
businesses
grow more
effectively.

(cont.)



Where Do You Go From Here?
Many businesses focus on expanding their distribution footprint. Fewer focus on whether that
footprint is creating the value it should.

At Cuma, we help retail and distribution businesses evaluate network performance, improve
inventory positioning and align distribution capabilities with long-term growth objectives. The
result is a network that supports scale, improves service and strengthens profitability.

The next question isn't whether
your distribution network can

support today's business.

It's whether it is designed for
tomorrow's growth?
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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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