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TMWhy the most successful consumer
brands focus not only on growing

revenue, but on strengthening
profitability, cash generation and
enterprise value as they scale?



Scaling Profitably in Fragmented
Markets
Growth is often celebrated as the ultimate measure of success for consumer
brands.

More customers.
More markets.
More distributors.
More revenue.

Yet many mid-sized consumer brands discover that growth does not always
translate into stronger profitability. In fact, some brands become less
profitable as they scale. This challenge is particularly common in fragmented
markets, where customer preferences vary significantly, distribution channels
are complex and competition is intense. In these environments, growth alone
is not enough. The real challenge is scaling profitably.

Many consumer brands operate across multiple regions, customer segments
and sales channels. What works in one market may not work in another.
Consumer preferences differ. Competitive dynamics change. Distribution
economics vary. As brands expand, they often find themselves managing:

Multiple product variants
Diverse customer segments
Different channel partners
Regional pricing structures
Varied promotional strategies
Complex distribution networks

Each decision may create growth opportunities. Collectively, however, they
can introduce significant operational and financial complexity.

Many brands assume that higher sales volumes automatically improve
profitability. The reality is often more nuanced.

(cont.)



As businesses scale, costs can increase faster than revenue. Examples include:
Higher trade promotions
Increased logistics costs
Product proliferation
Inventory inefficiencies
Channel conflicts
Rising working capital requirements
Increased sales and marketing spend

Without visibility into these drivers, organisations may continue growing while generating diminishing returns. The business becomes
larger, but not necessarily more valuable.

One of the most important lessons for growing consumer brands is that all revenue is not equally profitable. Some products generate
stronger margins. Some channels create higher returns. Some customer segments require significantly greater investment to serve.
High-performing brands understand these differences. They evaluate growth not only through revenue but through profitability, cash
generation and strategic value. This allows them to make more informed decisions about where to invest and where to optimise.

A ValueScope  Question?TM

If your revenue doubled over the next three years, would
profitability grow at the same pace—or would increasing

complexity begin to erode the value of that growth?
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Brands that scale profitably focus on disciplined growth rather than growth at any cost. They
invest in:

Portfolio rationalisation
Channel profitability analysis
Pricing discipline
Demand forecasting
Working capital management
Distribution effectiveness
Performance visibility

Most importantly, they develop the ability to understand the true economics of growth. This
enables them to expand confidently while protecting profitability.

Many leaders view profitability as a financial outcome. The strongest brands view it as a
strategic capability. They build decision-making processes that balance growth ambitions with
commercial discipline. They continuously evaluate how resources are allocated. They focus
on creating value rather than simply increasing volume. Over time, this discipline becomes a
competitive advantage. It allows brands to grow sustainably while competitors struggle with
the unintended consequences of expansion.

The purpose of scaling is not simply to increase size. It is to create a stronger, more resilient
and more valuable organisation. When growth improves profitability, cash generation and
market position, it creates long-term value.

When growth introduces complexity without corresponding returns, it can weaken the
business despite higher revenues. The difference lies in how effectively the organisation
manages the economics of scale.

(cont.)



Understand the profitability
dynamics across products,

channels, customer
segments and markets.
Identify where growth is

creating value and where it
is creating complexity.

The Value Lens

DISCOVER

Profitable growth is achieved when brands expand in ways that strengthen both market
presence and economic performance.

RECOVER

Address margin
leakage, portfolio

inefficiencies, working
capital pressures and
commercial practices

that weaken
profitability.

Build the capabilities,
visibility and decision-

making discipline
required to scale

revenue, profitability and
enterprise value

together.

CREATE

The strongest
consumer

brands are not
those that
grow the

fastest. They
are the ones

that grow
profitably,

sustainably
and with
purpose.

(cont.)



Where Do You Go From Here?
Revenue growth is important, but sustainable value is created when growth strengthens
profitability, cash generation and long-term business resilience.

The strongest consumer brands understand the economics of growth. They continuously
evaluate product portfolios, channel performance, pricing strategies and working capital
requirements to ensure expansion creates value rather than complexity.

At Cuma, we help mid-sized consumer brands improve commercial visibility, strengthen
profitability and build operating models that support sustainable growth. By identifying where
value is created, where it is lost and where it can be accelerated, organisations can scale
with greater confidence while improving enterprise value.

The next question isn't whether
your brand can grow.

It's whether that growth will make the
business fundamentally stronger?



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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