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Revenue growth has long been regarded as one of the most important indicators of business 
performance. Boards expect it, investors reward it, and executive teams are frequently 
evaluated by their ability to consistently expand the company's top line. When that growth 
is driven by gains in market share rather than by favorable market conditions, it becomes an 
even stronger signal that an organization is strengthening its competitive position and 
creating superior value for its customers. There should be little debate about the 
importance of growth. Healthy organizations grow, and sustainable businesses cannot 
create long-term value without continuously expanding their markets, capabilities, and 
customer base. 
 
Yet growth presents a paradox that is rarely discussed. Some organizations become 
significantly more valuable as they grow, while others simply become larger. From the 
outside, both often appear equally successful. Revenue continues to increase, market 
share expands, commercial teams celebrate record performances, and strategic plans 
seem to be delivering exactly what was promised. However, beneath these encouraging 
indicators, their economic trajectories begin to diverge. One organization generates 
stronger profitability, healthier cash flows, higher returns, and increasing enterprise value. 
The other requires progressively more working capital, greater commercial investments, 
increasing operational complexity, and ever-higher sales volumes simply to sustain similar 
financial performance. The diƯerence is rarely explained by the pace of growth itself. It is 
explained by the quality of that growth. 
 
Over the years, I have come to recognize a recurring organizational pattern behind many of 
these situations. I refer to it as The Top Line Mindset. The Top Line Mindset emerges when 
revenue gradually stops being viewed as the consequence of a successful value creation 
strategy and instead becomes the primary objective around which the organization makes 
decisions. The transition is subtle and rarely intentional. No Board asks management to 
destroy value. No CEO deliberately sacrifices profitability. No commercial team sets out to 
weaken the economics of the business. Instead, the phenomenon develops through a 
succession of individually reasonable decisions that, when viewed collectively, gradually 
reshape the economics of the enterprise. 
 
The process often begins with decisions that appear entirely rational: a promotion designed 
to accelerate volume, a pricing concession to secure a strategic customer, additional trade 
investments, a broader product portfolio, or new commercial initiatives intended to capture 
incremental growth. Individually, each decision can be justified. Collectively, however, they 
begin to redefine how success is measured within the organization. Revenue increasingly 
dominates executive conversations, commercial achievements become the primary 
source of recognition, and the underlying assumption gradually takes hold that higher 
volumes will eventually solve the company's economic challenges. 
 
 



 
 
 
 
Unfortunately, structural profitability problems are rarely solved by additional volume. 
When profitability fails to improve, organizations frequently respond by intensifying the very 
initiatives that generated the initial growth. More promotions are launched, greater 
discounts are approved, commercial investments continue to increase, and even more 
ambitious sales targets are established. The belief that "if we can simply sell a little more, 
the economics will eventually improve" becomes deeply embedded in managerial thinking. 
In reality, additional volume does not correct weak economics. It merely amplifies them. 
Revenue creates value only when the underlying economics of that growth are 
fundamentally attractive. 
 
One of the reasons this phenomenon persists is that organizations often confuse growth 
objectives with growth strategy. Establishing ambitious revenue targets is not a strategy. 
Identifying growth drivers is not a strategy. Even setting market share aspirations does not 
constitute a strategy. These activities define where an organization intends to go; they do 
not explain how profitable growth will be achieved or why that growth will generate superior 
economic value. Strategy is the bridge between ambition and value creation. Without that 
bridge, organizations frequently pursue growth opportunistically rather than strategically. 
 
The consequences become visible over time. Trade investments expand without a rigorous 
understanding of their long-term economic return. Price concessions gradually weaken the 
organization's natural pricing power. Resources are increasingly allocated toward 
categories capable of generating additional revenue but incapable of generating attractive 
economic returns. At the same time, highly profitable brands, customers, or business units 
often compensate for weaker ones, masking the destruction of value occurring elsewhere 
in the portfolio. Aggregate financial indicators continue to look healthy, making it diƯicult to 
recognize where value is actually being created and where it is quietly being eroded. 
 
This tendency is reinforced by another common managerial practice: relying excessively on 
aggregate performance indicators. Revenue is reported in the aggregate, but value is never 
created in the aggregate. Value is created—or destroyed—customer by customer, product 
by product, channel by channel, investment by investment, and decision by decision. 
Organizations that consistently outperform over long periods understand this distinction. 
They recognize that not all revenue contributes equally to enterprise value and therefore 
manage growth with increasing levels of analytical granularity, continuously challenging the 
profitability, capital intensity, and long-term strategic contribution of every commercial 
initiative. 
 
The purpose of this article is not to argue against growth. Quite the opposite. Organizations 
should pursue ambitious growth, strengthen their competitive position, and continuously 
seek new opportunities. The challenge is ensuring that growth remains the consequence of 
a value creation strategy rather than becoming the strategy itself. Sustainable organizations 
understand that revenue is an indicator of commercial success, but never confuse 
commercial success with economic success. 
 
Revenue measures commercial success. Value measures economic success. Great 
organizations never confuse the two. 
 


