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Finding sustainable growth 
in the new CPG landscape





WHEN ASSESSING THE CURRENT STATE OF 
THE RETAIL SPACE, the U.S. finds itself in an 
interesting moment. After a period of single-digit 
growth, demand for consumer packaged goods 
(CPG) categories became extremely strong 
following a post-pandemic consumption boost. 
Though this has leveled off in many categories, 
a profound restructuring of the supply, retail 
and pricing/promotion landscape has left CPG 
companies facing a new business reality that 
demands a different way of approaching revenue 
as a tool for growth.

At times, revenue growth management can be 
perceived as a strategy for merely increasing 

Growing pains and the need for a new approach

revenue/top-line results. What many business 
leaders overlook, however, is that this strategy can 
be a vital ally for navigating one of the key challenges 
facing CPG companies: achieving real growth that 
translates into sustainable volume and profitability. 

Rather than just increasing prices, revenue growth 
management can help businesses consider all the 
different levers available for expanding revenue 
and profit. Unlocking the benefits of this requires a 
holistic approach built on three pillars: 1) creating 
an integrated strategy across price, promotion and 
assortment, 2) becoming more agile in planning, 
budgeting and forecasting and 3) using real-time 
data and analytics for continuous adjustments.

Many CPG companies are still finding it difficult to meet consumer demand 
due to national and global supply chain constraints.

After a period of reduced promotion spend, things are starting to “return to 
higher spend” and it may be unclear how to adjust.

Pricing, promotion and demand (as well as supply) uncertainty are making it 
harder for companies to plan for the future.

While expectations for sales growth are strong, the supply challenges 
impacting product availability mean that many companies are having difficulty 
meeting their sales targets.

Over the last few years, many companies have relied heavily on price increases 
to grow/maintain revenue and profit – yet now they’re finding it increasingly 
difficult to rely on price increases to boost revenue and profit.

Post-Covid, everyday-low-price (EDLP) and hybrid models are more 
prevalent – yet, many companies lack clarity on how to align EDLP and 
high-low promotions with their RGM strategies.
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REVENUE GROWTH MANAGEMENT (RGM) CAN BE A TOOL TO ENABLE SUSTAINED PROFITABILITY  
– boosting unit volume in addition to top and bottom-line results. This involves a rather complex interplay 
of different elements.

In our experience, striking the right balance between 
these factors means acting across the following 
three pillars:

Think holistically: Build an integrated price, 
promotion and assortment strategy by product 
and channel that is closely linked to your 
overall go-to-market approach. Though many 
companies may be aware of this option, it is often 
not put into practice.

Rather than looking at one lever at a time, the three 
levers should be planned and brought together 
under the banner of revenue growth management. 
This can go a long way in making the business 
less reliant on a single lever (such as price) and 
better positioned to sustain profitability in the face 
of changing market dynamics.

Act agilely: Plan, budget and forecast on a more 
agile basis using shorter timeframes through more 
frequent decision-making cycles – planning based 

Balance the three levers of pricing, 
promotion and assortment to drive sales 
and profitability

Define the right split between the everyday- 
low-price imperative versus high/low 
promotion strategy

Set the right urgency for reacting to 
competitor increases in promotion 
spend versus maintaining the company’s 
intended price position
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HIGH/LOW 

PROMOTION

MAINTAIN STRATEGY
REACT TO  

COMPETITORS

Calibrate a need for predictability & 
visibility (budgeting, planning, forecasting) 
versus the reality of volatility (which is 
here to stay)
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PLANNING VOLATILITY

Manage the assortment by balancing 
a reduced number of SKUs versus 
maintaining portfolio diversity for 
consumers
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SCALED-DOWN  
PORTFOLIO FOR 

AGILITY

FULL PORTFOLIO FOR 
CONSUMER OFFERING 

ALTERNATIVES 

PRICING PROMOTION ASSORTMENT

on annual or semi-annual promotion calendars 
is not enough. While planning can still be done 
further out, companies need to keep a constant 
eye on market dynamics and have processes 
in place that are ready to shift direction when 
needed. This is best supported by a governance 
model that facilitates ongoing decisions.

Adjust frequently: Operate a continuous-
adjustment approach using real-time analytics that 
incorporates supply and demand visibility, including 
price/promotion elasticities and simulation models. 
The accelerated and more volatile dynamics 
characterizing the marketplace (even beyond 
supply chain considerations) are here to stay, 
favoring those capable of adjusting fast. 

Businesses now need to react more quickly when 
things change – be it on the side of competitors 
or prices – by skillfully activating one (or all) of the 
three levers as appropriate.
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CASE  
STUDY

A STRATEGY FOR GROWING FROM COAST TO COAST

The following case study involving a leading CPG company 
in the U.S. illustrates how this can work in practice.

A manufacturing company in the household 
products category was looking to accelerate 
growth among its retailers and wholesalers. 
To effectively do so, the company needed to 
further develop its revenue growth management 
capabilities in response to COGS increases, 
rising transportation costs, competitive price 
movements and inflation. As many competitors 
were taking or looking to take price, the company 
needed to optimize its pricing, promotion and 
assortment strategy – i.e. RGM – as a mechanism 
to help achieve its desired growth.

To place the business on a healthy and sustainable 
growth path, Integration helped develop a revenue 
growth management strategy addressing the 
following questions:

	■ What should the portfolio be in each category 
and channel?

	■ Which base and promoted prices should be 
set for the portfolio across each category and 
channel?

	■ How great would the impacts of the suggested 
changes be on volume, revenue and profit?

	■ What gaps could be identified between existing 
trade terms policies and leading practices?

Thinking holistically: With retailers starting to 
push back on price increases, the client needed 
to reconsider how to use their price, promotion 
and assortment levers. The project set out a new 
paradigm for managing revenue at the company: 
look at all three levers together as one rather than 
isolated from one another.
 

Acting agilely: Through a series of workshops, 
new instances were set up in the company’s 
governance model for making pricing, promotion 
and assortment decisions across functions, 
supported by newly created elasticity models and 
a simulation tool.

Adjusting frequently: Data collection and 
analytics were used as a basis for enabling agile 
pricing, promotion and assortment decisions. This 
leveraged price elasticities and the simulation 
model that considered COVID-related impacts, 
the results of previous price increases and what-
if price/promotion scenarios for defining new price 
points and promotion strategies/tactics.

Apart from defining discontinuations and the 
necessary portfolio additions/adjustments, the 
company returned to a sustainable growth path with 
a new pricing strategy, an approach to promotions 
and a bracket pricing trade terms policy.

	■ Everyday price decisions were reached across 
6 channels for items representing around 80% 
of the business.

	■ The data analysis set out recommendations 
including everyday price increases on nearly 
30% of items and channels, representing 70% 
of revenue.

The pricing adjustments set by the new RGM 
strategy are projected to reduce unit volume by 
7% while concurrently improving revenue and 
profit by over 3%.
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MARKET VOLATILITY DOESN’T NEED TO BE 
AN OBSTACLE IN THE WAY OF STEADY AND 
SUSTAINABLE GROWTH. Despite widespread 
uncertainly about how to manage the new post-
pandemic business reality, revenue growth 
management offers a clear solution beyond price 
increases. We advise business leaders to take this 
seriously for a few reasons:

	■ At some point things will settle down, especially 
inflation. Promotion spending is already 
rebounding, and we are seeing companies 
trying to figure out how to use trade promotion 
to offset the impact of price increases.

	■ In many cases, a price-centered approach can 
boost revenue, but it doesn’t always grow the 
business or add volume. Though an attractive 
short-term solution, failing to do this right can 
often lead to a drop in market share and volume.

	■ An overreliance on price/promotion tends to 
ignore innovation and assortment, to the long-term 
detriment of business viability and differentiation.

Moving forward, executives really need to think 
about how to grow their businesses in a healthy 
and sustainable manner. As we’ve seen, a well-
defined revenue growth management approach 
offers attractive returns for those willing to make 
the investment:

	■ The ability to increase revenue and profit while 
improving, maintaining or minimizing the impact 
on unit volume.

	■ Achieving greater visibility into the impacts of 
everyday pricing and promotion, allowing for 
more and better-informed decision-making.

	■ More agility to react based on what-if scenarios, 
providing critical stability in a volatile market 
landscape.
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About Integration

Integration is a global strategy & management consultancy committed to realizing the change that our 
clients need. Founded in 1995, Integration has grown quickly to become an internationally recognized and 
award-winning consultancy firm operating from offices in Buenos Aires, Chicago, London, Mexico City, 
Munich, Santiago and São Paulo. To date, our teams have delivered thousands of projects for clients 
across virtually all industries in over 85 countries.
We work side by side with our clients to create customized solutions that match their business needs for 
change across all levels of the organization – always integrating our expertise with the client’s reality. The 
result of this for our clients is a unifying movement across the organization that creates a positive legacy of 
tangible change – always integrating people and business.

integrationconsulting.comVisit our website

Countries we’ve worked inOur offices
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since

1995

global offices

7

clients served

900+

projects delivered

3600+

countries worked in

85+

repurchase rate

87%

Our differential is an 
approach based on 
integrating teams –  
a transformation that’s 
only possible when 
working side by side

We believe in strategies 
that can be implemented

WE’RE PARTNERS IN 
YOUR TRANSFORMATION

What we offer

GROWTH

SUPPLY CHAIN

EFFICIENCY

ORG. DESIGN

M&A

How we offer it

A
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IG
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A

L

Some of our clients – who are all available for references
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We’re proud of the recognition received for our work

|  go.to-int.com/linkedinFollow us on LinkedIn

Best Supply Chain Consultancy 
Award from Inbrasc – the Brazilian 
Supply Chain Institute 
(2016, 2017, 2018 and 2020-2021)

Top Employers among Medium-Sized 
Companies from Focus magazine 
(2022 and 2023)

Best Change Management 
Project in the Public Sector

Project of the Year

Commercial Impact
Category

International Project 
Category

LATAM
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Legal Notice

©Integration | Last updated: March 2026

“Integration” refers to the Integration Group, currently composed of the following companies: Integration 
Consultoría Empresarial Argentina S.A.U.; Integration Consultoria Empresarial Ltda.; Integration 
Consultoría Empresarial − Chile S.P.A; Integration Management Consulting GmbH; Integration 
Consultoria de Mexico, S. de R.L. de C.V.; Integration Management Consulting Ltd; and Integration 
Management Consulting Inc. Integration© is a registered trademark of Integration.

This report is based on information available, collected or provided to Integration (“Information”). This 
material developed by Integration (“Knowledge”) is Integration’s exclusive property. Integration has not 
independently verified, to any extent or by any means, in whole or in part, the truthfulness, correctness 
or accuracy of this Information and Knowledge, and therefore makes no representation or warranty as 
to these elements.

The analysis and conclusions contained in this report are based on Integration’s Information and 
Knowledge, through the work of Integration’s professionals and the company’s sole judgment. 
Integration assumes no responsibility or liability for the Information (including analysis and conclusions) 
derived from unexamined sources or unanalyzed documentation. No Information or Knowledge shall 
be construed or deemed as forecast, promise or guarantee of future performance or outcome.

The Information, Knowledge and any analyses contained herein should not be construed as advice, 
guidance, or a recommendation of any kind or nature. Any opinions expressed by any Integration 
professional regarding any of the contents of this material are the sole representation of the personal 
opinion of such professional and not Integration's. Integration, its respective partners, directors, 
managers, and employees shall not be liable, whether on civil or criminal terms, for the use or reliability 
of any Information, Knowledge or analysis contained herein.

Any personal data eventually processed for the preparation of this material complies with the provisions 
of the applicable data protection legislation and other relevant regulations.

This report is not and does not constitute (and should not constitute the basis for) an offer, advertisement, 
or any other type of solicitation for any decision to buy, sell, or participate in any form of business or 
transaction, commercial or otherwise, for the provision of consulting services, in any jurisdiction where 
this material is presented. Integration is not responsible for any actions taken or decisions made based 
on this report. Before making any decision or taking any action that may affect your personal finances 
or your company, consult a qualified professional advisor.

This material may not be published, transmitted, copied, reprinted, reproduced, or redistributed, in whole or 
in part, regardless of the reason or circumstance, without prior authorization from Integration. If authorized, 
this material must be accompanied by proper credit and acknowledgment of Integration’s authorship.

Integration reserves the right to update or modify this Legal Notice at any time without prior notice.
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